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Foreword

Any reader of thisbook undoubtedly has been associated with an I T project in distress. It isthe fundamental nature
of every IT project. Firg, IT projects are dways complex with amultitude of variables. Most application
implementations cut across multiple busness units, each with their unique business requirements. Theimplementation
often has differing degrees of priority, depending on the business unit. Second, anew or atered gpplication must
often interface with many other gpplications, thereby creating an integration chalenge that is difficult to esimatein
both time and resources. Worse yet, the downstream impact to these other systems may cause adverse
consequences that may not befdt until long after "go live' day. Further, assigning and managing scarce resources
often cause a project manager to rethink his or her chosen profession. And what about your client's responsibilities?
Whether a paid externd engagement or an interna business unit, your client, too, has deliverables along a project's
path. Strong requirements definition, design gpprova, end user testing, and end user training are typica client tasks
that, if not completed on time, cause schedule dippage and cost overruns. And the finger of blame usualy gets
pointed at the project manager.

Who among us has never been associated with afailed project? Some very extensive and well-documented surveys
indicate that 84 percent of IT projects either fail outright or are delivered late. A Fortune 100 CIO oncetold me that
an T project islike the Bermuda Triangle: cost, schedule, quality. On agood day, you can hit two out of three, but
you never can declare successin al three. Well, | strongly disagree!

Effective project management begins with executive commitment and sponsorship. Without the "chief" declaring a
sense of urgency and importance to the project, it is doomed to disma results right from the start. Second, it iscritical
that an enterprise adopt a common process and acommon tool set for how projects are managed. Y our company
must select a project management methodol ogy and astandardized framework for measuring progress. Then, select
atoolset for project plan and milestone capture. Next, deploy a plan to educate the enterprise. Finally, aggressively
communicate status with clients and stakeholders. Thisis easier said than done. But what | am describingisa
systemic, methodica approach to making project management a part of everyday culture. When all projectsinthe
enterprise follow astandardized template, then and only then will project management evolve gradually into an
everyday way of life. When an organization's maturity reaches arepeatable model, management of projects becomes
an ingtitutionalized process. Hence, results become predictable. Therefore, al three corners of the Bermuda Triangle
can be achieved on every project.

In Project Management Methodologies: Selecting, Implementing, and Supporting Methodol ogies and
Processes for Projects, Jason P. Charvat deals explicitly with the manner in which project methodologiesrelate to
organizational processes. He deals with the essentials of salecting a project framework not only for competency ona
particular project, but for the entire enterprise. He aso recognizes that corporations are dynamic and ever changing
and ingtructs us, therefore, on how organizationa project methodol ogies and processes can be maintained and
supported. As he pointsout, "It isarare occasion that a project processwill remain theway itis."

Perhaps most important, Jason discusses the crucid role of the project office within the organization the role of
managing project methodol ogies and project processesin generd. For an enterprise to truly make its gpproach to
project management part of its everyday culture, the role of the project office cannot be understated.



Thisbook idedlly coverstopicsfrom smple project management templates to the chalenges of implementing a
common framework across an entire enterprise.

ROBERT D. SSMPLOT
Presdent/CEO
RCG Information Technology, Inc.



| ntroduction

Most conferences are based on technology gadgets or operating systems or the latest stuff and it was during an
international gadget show that | remember being asked by an attending delegate exactly what it wasthat we did, as
he didn't see many gadgetslying around. "We provide companies with various solutions using various project
management methodol ogies and best practices. We will help you achieve the business benefits you need, because we
can bring projects within specification, schedule, and cogt,” | said. It has been my custom to attend as many
leading-edge technology conferences and seminars astime permits, as| believe that project management can be
applied to any conceivable industry and | was now hoping to provide the best answers where and when needed.

The delegate asked me afundamenta question: "\Which methodology would you usein my company, aswe use
various technologies and platforms? Some projects are not I T-related but fal more into the manufacturing and
logistics environments.” | was very bluntly told to cut dl the superfluous nonsense, as held sent many of his staff on
project training and, to date, nothing much had changed! Projects were changing amost every second week. This
directness amazed me and made me wonder what perception businesses had regarding project management
structures and methodol ogies needed for companies worldwide.

Nonetheless, | invited the delegate into our meeting room to discuss some of his concerns, the projectsthey were
managing, their technologies, and the products being produced. In ashort time, | redized they had no forma project
framework by which their projects were managed. It seemed that even their product development was incorrect. |
subsequently illustrated afew methodol ogies they would most likely need. He seemed impressed and we exchanged
some details. It turned out the delegate was the president and CEO of a Fortune 100 company who needed some
detail surrounding project management methodol ogies and someone to design and deploy thisfor his company. The
delegate was very excited about this, and we set up another series of meetings with his executive team. Within afew
weeks, a purchase order was signed allowing us to implement an enterprise-wide project methodology framework,
establish aproject management office, and tailor his development practicesfor his product lines. Additiondly, we
included afresh relook at the company's project templates and processes.

| redlized sometime later that there weren't many publications that addressed project methodol ogies and templates.
Thosethat did were either too complex or extremely expensive. Information available at project conferences|
attended was limited and you had to spend asmall fortune to buy a generic project methodology, which attempted to
solve everything. By that stage, | knew about 20 methodologiesin use, but those methodol ogies were not well known
by the project management community.

| knew something was missing and concluded that | needed to add value to the project community by filling in some
or most of the project methodology gaps. This publication on project management methodol ogies shows various
project life cycle approaches, which any newcomer or practicing project manager can work with. If you areinthe
construction, aeronautical, energy, educeation, sociad, government, or information technology sectors, you soon redize
that there are many common factors evident throughout this book that can be universally applied to your projects.
Evenif it looksvery I T-orientated, you can use it elsewhere.

Thisisabook of loosaly coupled project methodol ogies and devel opment strategies used by project managers
today. They are coupled in that they all focus on the same broad subject project methodol ogy/processes. Today's



leaner, meaner project organizations ook to project management to provide them with a sustainable competitive
advantage. That's why the project managerswho are in greatest demand are those who are well versed in modern
planning techniques and are cgpable of developing and deploying projects from start to finish, ever dert to their
companies current and future business needs. Thereis no time to waste after a project has been started!

Thisbook isfor neophyte managers, seasoned executives, and practicing project managers who worry that their
companieswill be caught flat-footed by not having a project methodology in place. | dso provide advice on actions
to radically design and improve the efficiency and effectiveness of current project methodol ogies and processes used
in organizations. The word efficiency means the organization's productivity or its ability to productively meet the
needs of any project, irrespective of theindustry type and size. Every project undertaken today requires acommon
structure or framework in which to start these projects.

Most people, when asked to characterize the project methodology or processes they use, say that their company is
ether in the banking, congtruction, manufacturing, or information technology industry and that they use atailored
project methodology often proprietary that was designed specificdly for their unique environment. Surely, however,
there has to be some common thread between dl projects! Or aredl projectstailored specifically just by usng only
the life cycle phase components that are needed, which formsthe basis for a specific industry? Hence, the question
is. Do we have auniversa project management framework or are there others we can use? There are many
organizationsthat would professthat theirsisthe only true methodology available, but sometimesit may not be
suitable for their environment at al. Project managers should explore their options more closdly, and they will find at
least a dozen project methodol ogies available for useimmediately. The methodology choice depends on the project
type, Size, complexity, duration, and organization. In thisbook, | present you with many options.

In my previous book, Project Management Nation: Tools, Techniques, and Goals for the New and Practicing
IT Project Manager, | presented an introduction to this universal methodology framework, which was customized
for the information technology environment. In thisbook, | present various methodologies that can be used by
virtualy every industry using project management not just I T asthe way to achieve busnessgoas. Y ou will find that
these methodologies work. It ismy recommendation that the overriding objective of the project manager and
executives must be to achieve agtate of aignment between the business and the project itself. Many organizations are
not aigned to project processes, and projects subsequently fail in agreat many areas because of this. Itis
fundamental that these misaligned organizations be redesigned and reengineered painful but necessary.

AsDescartes said, "Perhaps everything we believe iswrong. Perhaps.”

This book focuses on two mgor themes:
1.

What are project frameworks and methodologies al about?

How do you design and implement them in your organization?

My view isframed in the ideathat companies must adapt to accommodate and serve the business models of the
future. My entire thrust hereis, therefore, to explain how to design a project methodology and determineif the
existing methodology is sufficient. In most areas, eventualy everything has only a past rather than afuture, sowe
should challenge exigting project methodol ogies and review their advantages and disadvantages and their mannerisms
and success. Organizations al use processes, project templates, and techniques to deliver and deploy projects. It's



obvious and glaring that project methodologies will pave the way for the future for the next wave of organizations.
Just look at innovative companies such as Nokia, Disney, Virgin, J&J, Honda, and Charles Schwab. They have
proved themsel ves more than competent to bridge economic obstacles by having innovative methodol ogies and
systemsin place, and they are able to adapt faster than most competitors.

The past four years have been an exceptiona period of intense change and excitement in the project management
environment. With al this activity, however, tremendous pressure has come for organizationsto get results.
Businesses demand better value for their dollars. During thistime, the topic "project methodology™ conjured up
iImages of a high-tech project process, which was formed in stone. Few at the time had even been exposed to a
project methodology. Today, anyone with access to consulting companies and leading edge organizations knows that
there are ahost of dynamic project methodol ogies that can be used for elther project devel opment or project
deployment. Likewise, the past four years have been a unique creetive and changing period for me. This book
provides advice on methodol ogies and templates for the harried project manager or executive advice and counsel
that is best described as " deep and far reaching.”

The genre of project methodol ogies rose to prominence in the late 1990s after being introduced more formally by
various project management and military organizations. However, during the past four years, various project
methodologies have lived up to their initid hype, and the flexibility of such methodologiesis atestament to the
continuing success and growth of project management as a professiond discipline. In thisbook, | survey theterrain of
existing and emerging project methodologies and revea how successful organi zations have adapted their business
drategiesto this new environment and triumphed. | define project methodologiesin terms of godss, relationship to
actions, and impact on organizationd structure, and point out specific ways these methodol ogies affect the overall
business plan. The most important principleisthat your project strategy must be right; if it iswrong or the
methodol ogy inappropriate for the project, it isnot surprising that the results are less than satisfactory.

If you are reasonably new to project management, or if you have never designed, reviewed, or followed a project
methodology before, you may be wondering if thisisthe right book for you to tackle. Because dl of the conceptsin
the book areillustrated with process flows, you can work your way through the subject regardless of your
experience levd. If you understand what phases, components, processes, and templates are, you will benefit from
thisbook. The sort of person who might want to read this book includes you if any of the following ring true:

Y ou are an experienced project manager, understand the fundamentals of project methodol ogies, and would
like to move up to the next leve in project management.

Y ou've had some basic project management classes, have a grasp of what a project methodology is, and
have heard that there are many different ways projects can be managed.

Y ou are a consultant who regularly comes across business proposals and organizations that necesstate
tailored and customized approaches for solutions and projects required by the client.

If you are a beginner, the book will provide you with great insight. Project methodology isagood topic to Sart with
and, if you take it dowly and work through dl the chapters, you can pick up the concepts and start building and
managing your own project methodologies. The chapters focus on the same broad subject, project management
methodol ogies. Thisbook originated from seminars and presentations from my consulting work at Fortune 100
companies. It was developed in response to some related observations:



Could one universd project methodology model benefit dl projectsin exisence? Therationaleisthat the
basic building blocks of the model are rdatively the same but need only be tailored to suit the organization.

A vocd band of pundits, purists, oracles, and knowledgeable project managers assert that asingle universa
project methodology is not as practical asit seems. This eclectic group argues, often quite persuasively and
with zeal ous righteousness, that project management isrevealing that there is more than one way to manage
projects.

An entire series of project methodologies exists that can be (1) selected, (2) tailored, and (3) implemented for a
specific project.

All the chapters are independent, yet connected. Content includes:.

Chapter 1: Understanding Project Methodologies. This chapter isprimarily for the project managers and
executives who are responsible for understanding the concepts of project methodol ogies and processes, their
relationshipsto projects, and, more importantly, the manner in which project methodologies relate to
organizational processes. Without a clear methodology, projects can fail miserably because business
objectives are not being met. In this chapter, | explore the consequences of not having aclear methodology in
place.

Chapter 2: Project Methodol ogies Explained. An overview of many project methodologies availablein
industry today is provided in this chapter. | guide the reader to recognize what a methodology isand how it
allows the organi zation to achieve. To smply implement a project based on aprocessis no longer good

enough.

Chapter 3: Project Management Frameworks. Selecting a project management framework can be
demanding and challenging for any project manager or executive who has never attempted to implement one.
This chapter discusses the essentias of selecting aproject framework for the sole purpose of establishing a
core project management competency not only on a project, but aso in the company. Smply put, many
project failures result from not having a project framework in place. Welook at ways of overcoming these
faluresinthischepter.

Chapter 4: Development Methodology Selection and Utilization. This chapter discussesusing
devel opment methodol ogies of which there are many in aproject scenario.

After we have covered how the overdl strategy drives project management, Chapters 5 through 8 focus on what the
project manager needs to do with his or her project team and stakeholdersto ensure that the project goas are
achieved and that the business benefits are delivered.



Chapter 5: Implementing Project Methodol ogies. In this chapter, | concentrate on how to implement
various project development methodol ogies. Project managers do not simply jump in and run with any
development methodol ogy; there are guidelines and rules to consider before the development process begins.
Welook at sdlecting and using the right development for the project.

Chapter 6: Supporting the Methodology. This chapter explores the manner in which both project-specific
and organizational project methodologies and processes are maintained and supported. It isarare occasion
that aproject process remainstheway it is. Changing functiondity and the manner by which organizations
move dictate that some aspects of the methodology need to be supported. This chapter discussestheroles
and responsibilities of the support function asrelated to project methodol ogies.

Chapter 7: Project Templates and Techniques. Crucid project templates and techniques, which are
relevant to the various project methodologies, are reviewed in this chapter. Because any project requires
templatesfor each life cycle phase of the methodology, | discuss how to identify the required templates, how
to obtain access to these templates via CD-ROM, and how to use these templates for projectsin atimely
manner. [n addition, various case studies of actual organizations that have designed and deployed their own
methodol ogies or have used proven methodol ogies from consulting groups are presented. The reader is
guided through the pitfalls and benefits organizations have gained from a practical perspective.

Chapter 8: Project Processes and Trends. In this chapter, | examine the crucid rolethe project office
playsin managing project methodol ogies and project processesin generd. Many organizationsfail to ddiver
even the smallest number of projects because of ineffective project office participation in project
methodologies.

Appendix: Questions and Answers. The gppendix lists the end-of -the-chapter questions, along with
suggested answers. The questions are relevant and controversid to the topic of project management
methodologies.

Thisbook should be of interest to both the new and practicing project managerswho are interested in starting any
project. Knowing key areas and which templates are needed and understanding what to do during each project
phase, with the addition of valuable project lessons learned, go along way in establishing your credibility asa project
manager. My intention with this book is not to delve into the great depths of each knowledge area and techniques
such as PERT and GANTT charts, but rather to supplement it from amethodology perspective. | welcome any

critique you may have.

| made an exhaustive search to locate dl available project methodol ogies and to identify their commondlities,

differences, and ease of use. These methodol ogies ranged from straightforward to very complex; many came with a

substantia pricetag, or disruptivelegal clauses, and, therefore, wereleft out. | built on thisresearch to present

personal experience and those methodologies | felt contributed to project management. Thosethat | did not include
may be in future editions of thisbook. | recommend that you read as much literature as possible on reevant project

management areas and process design to improve your practica techniques, skills, and abilities. To thisend, this
book enables the newcomer and seasoned project manager dike to discover how to design and use project
management methodologies.



It ismy intention to strategicaly andyze the situation so that aviable path to successis salected. | believe that the
arguments of colleagues and peerswho clam that auniversa methodology is conclusiveisfalacious. They
demondirate alack of deeper thinking into the subject of project management. | dso believe that auniversal common
methodol ogy, athough well intentioned, issmply just not good enough. If we are to maximize the benefits from the
great big world of project management, we must offer acompelling logic alogic of methodologies that are different
and can betailored for each specific project. Whether you agree or disagree with my arguments, you will surely find
them mogt interesting, provocative, and compelling. In conclusion, we who are responsible for managing projects
must do so with uniqueness and diligence, ensuring that project management will continue to be seen asthe key
differentiator by which organizations want to deliver products and solutions. Thisbook is based on my experience,
vauable client input, and discussions held with fellow project managers. The opinions expressed in thisbook are
those of the author and do not necessarily represent those of other published works.




Chapter 1. Understanding
Project M ethodologies

Overview

Many project management methodol ogies used today are either the wrong methodologies or are not applied fully.
Some project managers see methodologies asimpractical and bureaucretic, relying on their gut ingtinct when it comes
to managing projects. Thisbook will reassure you of the importance of methodologies. If project management
methodol ogies come across as too complex to usein rea world projects, project managers will look for their own
shortcuts. Given enough time, anyone can be trained to adhere to a project methodol ogy. Good project management
isthe key throughout this book. Thereisno right or wrong project methodology provided you apply it in the right
gtuation.

Miyamoto Musashi, a seventeenth-century samurai, stated:

One can win with the long sword, and one can win with the short sword aswell. For this reason, the precise size of
the sword is not fixed. Theway of my school isthe spirit of gaining victory by any means.... (p. 20)

If an organization's businessis project orientated, it must master project management to be successful in the
marketplace. This gppliesto congtruction, engineering, finance, education, government, information technology, or
any other type of industry. The key point is: How can we build and deploy quality projects or services? Just look at
Disney, Nokia, J&J, Vodafone, and Virgin as prime examples of how companies have produced phenomenda
products, starting with innovative ideas, designed and built against their own project/devel opment methodologies, and
then deployed globally. What is the secret to their success? These companies used project/devel opment
methodol ogies that alowed them the innovativenessto ddliver their projects more quickly to market than their
competitors. If amethodol ogy 1ooks orientated to information technology (IT), you can useit effectively elsewhere, in
the energy, aeronautical, socia, government, congtruction, financid, or consulting industries.

Using project methodologiesis abusiness strategy alowing companies to maximize the project's vaue to the
organization. The methodologies must evolve and be "tweaked" to accommodate a company's changing focus or
direction. It isamost amind-set, away that reshapes entire organizationa processes. sales and marketing, product
design, planning, deployment, recruitment, finance, and operations and support. It presentsaradica cultura shift for
many organizations. Asindustries and companies change, so must their methodologies. If not, they'relosing the point (

Figure1.1).



F i ure 1.1: Cartoon showing importance of using correct methodolgE.
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What isa M ethodology?

In my quest to define methodol ogy, | started by asking colleagues and associates some questions with the intent of
"girring the pot.” | received at least 20 different definitions of what amethodology isand used only those definitions
that seemed helpful. The questions | posed were: What is a methodology? Should there be many methodologies?Is
one better than another? How would you know which phases to adopt? How can we apply these resultsto a
project? The answers to those questions resulted in the following definition of a methodology:

A methodology isaset of guidelines or principlesthat can be tailored and applied to a specific Situation. In aproject
environment, these guidelines might be alist of thingsto do. A methodology could also be a specific approach,
templates, forms, and even checklists used over the project life cycle.

A methodology can aso be defined in other ways, for example:

A process that documents a series of steps and procedures to bring about the successful completion of a
project.

A defined processfor accomplishing an end.
A series of stepsthrough which the project progresses.

A collection of methods, procedures, and standards that define a synthesis of engineering and management
approaches designed to deliver a product, service, or solution.

An integrated assembly of tasks, techniques, tools, roles and responsibilities, and milestones used for
delivering the project.

A formd project methodology should lead the work of al team members throughout the life cycle of aproject. All
members of ateam should be familiar with and use the chosen methodology throughout their projects. Many project
management methodol ogies address the management of asingle project, without appreciating that many other
projectsin acompany compete for the very same resources and attention. The project management methodol ogy
should dso provide project managers with the perspective that there is a project management framework and
associated methodol ogies present in the company. It may be useful to think about what a project management
methodology is not:

A quick fix.



A dlver bullet.

A temporary solution.

A cookbook approach for project success.

How Many Methodologies Are There?

Thereisno one-size-fits-dl methodology. Some companies have methodologiesthat cover everything from aninitid
salescal to operationa support, while others cover merely the aspect of design and development. Most published
books discussing methodologies focus on onerolethe IT community. These books elaborate on how specific IT
designs should be performed, discussing afew techniques and afew drawing standards for a specific methodology.
Fitting thisinto your company'sideaof a project methodology framework is sometimes difficult to understand,
impractica, and not aways easy to implement.

Thereisan additiond problem with the single universal project methodology approach. Many project managers have
found that, in practice, you cannot Smply use amethodology exactly asit stands. They soon redlized that they needed
to modify and tailor whichever methodology they selected to suit their own company project needs. They followed a

"pick-and-choose" approach, using what they needed.

When examining methodol ogies later in this book, we see that amethodology is"larger” when it contains more
elements. Because a methodology exists primarily for project managers to coordinate project team members,
coordination is appropriately larger on alarge project. The methodology grows proportionaly to the number of roles
and work product types. Therefore, we should not expect a small-team methodology to work properly for abig
team, or a big-team methodology for asmall team. Thus, you need to be practica about salecting an appropriate
methodology .

Shortcomings of Many Project Methodologies

There are shortcomings to any methodology. Before we start by describing the best way to proceed with project
methodologies, we need to first understand where methodol ogies can possibly go wrong. In my search for the
Uber-methodol ogy to recommend, | realized that many project methodologies:

Are abstract and high level.

Contain insufficient narratives to support these methodol ogies.



Are not functional or do not address crucid areas (i.e.,, QA, CM, testing).

Ignore the industry standards and best practices.

Look impressive but lack redl integration into the business.

Use nongtandard project conventions and terminology.

Competefor smilar resources without addressing this problem.

Don't have any performance metrics.

Taketoo long to complete because of bureaucracy and administration.

Projects I nfluence Methodologies

Not one single project methodology can solve every project across dl industries. For example, the Channel tunnel
project linking the United Kingdom to France came with many problems and had major cost and schedule overruns.
Project methodol ogies were developed to prevent such problems. Many project methodol ogies come closeto
preventing problems, and many aretailored to specific uses, but it finaly boils down to applying solid project
management principles. Methodol ogies affect project management; they affect any project universally in the sense
that each methodology:

Contains project phases.

Measures progress.

Takes corrective actions based on defects found.



Assigns resources to various phases.

Project methodol ogies are useful to companies only when the tasks are gppropriate and gpplicable. In many project
studies, project plans are seldom updated. Why isthis? Many projects focus only on satisfying clients during theinitia
deployment phasesinstead of conforming to the actual plan as the project proceeds throughout the project life cycle.

In Figure 1.2, we see that Project A has no methodology and isfilled with processissues aswell as problems that
actualy increase as the project moves aong. Additiondly, Project B, which has a structured methodol ogy with
defined and operationa project processes, minimizes the number of problems that may occur on the project. | do not
contend that there will never be any problemsif a project methodology isin place; it does, however, mean that you
have planned for dl areas of the project to fqnq_i on whiletrying to meet the objectives.

(4 ]

Figure 1.2: Differencein usng amethodol ogy.
In assessing any company, we see that project management (PM) methodology does not exist in isolation. Instead,
there are other interrel ated, connected methodol ogies, which have a dependency on one another. Figure 1.3

illustrates that there is more than one methodol ogy in an organization, and you need to be prepared for the one you
will be using or interacting with. Thereisare ationship between the various methodol ogies, including:

Sdes and marketing methodology.

Recruitment methodology.

Project management methodology.

Deve opment methodology (i.e., specific technical build). Thisimpliesthat the software or product is built
more from atechnical perspective than the way a project methodology is managed (e.g., when you think
about building anew car, you think about the project methodology you'll be using, but hidden within the
project methodology is the specific development methodology, which is precise technica steps).

Operations and support methodology.



Figure 1.3: Typical methodologies used in an organization.

Itiscrucia to understand the bigger picture of what isinvolved before undertaking any project. For example, the
fastest house buildersin the world Habitat for Humanity International broke the world record in 1999 by building an
entire four-bedroom house in 3 hours 44 minutes and 59 seconds in Auckland, New Zealand, including eectrical and
plumbing systems. However, the planning and coordination of this project took 14 months, which is another matter.

Y ou should not focus just on the actua "build" phase, which the record focuses on, but see which other

methodol ogies contributed toward making this possible. Habitat for Humanity Internationd used the following
methodol ogiesto build this house:

A marketing methodol ogy to market the ideato their stakeholders.

A recruitment methodology to recruit the necessary volunteersto build the house,

A basic project management methodology to estimate and plan this effort.

A well-orchestrated devel opment methodology emphasizing teamwork and multiple tasks being performed at
the sametime.



Defining a Project

Although this book focuses primarily on various project management frameworks and devel opment methodologies,
wefirg clarify what a project isatemporary effort of work, aone-time event that meets the following criteria

| Has a start and an end date.
Has schedule, cost, and quality congtraints.
Isaunique endeavor and contains risk.
Has a certain scope that needsto occur.

Typica everyday examples of where we could apply a project management methodology and a development
methodology include:

| The development of anew freeway as part of an existing road network.
The crestion of anew business unit in an organization.
The design and development of anew computer system.
The search for apharmaceutical drug for alife-threstening virus.

The development of anava or space vessd.

The cregtion of anew politica party.



Project managers should redlize that any repetitive continuous processis not a project. They should be focusing on a
one-time event. Traditiondly, abusiness unit decides that an organization should develop a product and turnsit over
to the relevant project group to establish a plan and manage the project. Additionadly, the project manager must
ensure that the project actudly fitsinto the project plan that was built. Executives or clients then routinely scrutinize
this plan to check for variances and request the necessary corrections or deviations. Project management thus has an
important roleto play. Project changes and new requirements will always be present because of legidative,
regulatory, technologica, or new strategic initiatives. We see why in the next section.

Project Management Demystified

Before looking more closely at methodologies, we need to be aware of the key tasksthat a project manager
performs on any project (see Table 1.1). Theseare not al the objectives that you might encounter on a specific
project, but the list will give you abasic feding for what objectives are to be met.

Table 1.1: Project objectives

Objectives Respongibility How
Obtain the user requirements Andyst/PM, client Interviews, URS
Definethe project PM, Client Definition report, Business case,
Feesbility study
Plan the project PM PBS'WBS, Gantt
Negotiate for resources PM, Sponsor Resource plan
Create the project team to perform  |PM Team contract, R&R
the work
Execute the project, including PM Implementation plan, Change requests
changes
Control and monitor the actua PM Status reports, Issue and Risk logs
versus planned
Closethe project and release the PM, Client Closure report
resources




Review project and support PM, Client Quedtionnairereview
postproject

Many companies don't have sufficient resources to perform multiple projects concurrently because of (1) turnover,
(2) untrained gtaff, (3) unavailable staff, or (4) functiond redtrictionsin their departments. It isimportant that project
managers be aware of the resource commitmentsto other projectsin their organization. A complete project
management framework can determine these requirements upfront and well in advance of any crippling resource
problems.

Project Management Responsibilities

Throughout the life of any project, project managers are responsible for the key areas. Some of these respongibilities,
which tiein directly with any project methodology, follow:

| Obtain approval for the project to proceed.
Determine the project scope and itsfeasibility to the overal business.
Ensure the necessary project resources are identified and allocated.
Plan the project to the relevant detall it requires.
Ensure that the project methodology and associated processes are adhered to.
Monitor the project in terms of cogt, quality, and schedule.
Identify and monitor project issues and risks.

Provide updated reports and summariesto key stakeholders.

Provide leadership to the project team.



Status of Projects Today

Acrossdl industrieswhether IT or construction we are encountering many of the same problemstime and time again,
irrespective of geographic location. | have heard project managersin Ching, Brazil, Amsterdam, and Munich
complain bitterly about smilar issues on their projects. Problems such as cost and schedule overruns, poor
sponsorship, no user involvement, and many other problems are encountered daily. These project managers either
don't use their project methodologies effectively or don't usethem at al. Project management is not smple; our
primary roleisto resolve or diminate daily chalenges. We now examine some of the universal chalengesfacing
project managers, which arelisted in Table 1.2.

Table 1.2: Challenging project issues

Challenge Questions Facing Project Managers

Competition gaining ground How do we develop projects faster than before?

Congantly changing requirements What do we need to meet both project and client needs?

Larger and more complex projects How do we ensure quality is built into our projects?

Inaccurate designs How do we ensure our methodology captures an
effective desgn?

| neffective documentation How do we know which templates to use per project
type?

| nadequate resources How do we address resource requirements and plan for
them?

Postproject support How do we address handoff of our project to
operations?




Why do Projects Fail?

One of the best project management oracles of dl time Dr. J. Davidson Frame states that projects fail mainly because
of two reasons. (1) afailure of estimation and (2) afailure of implementation. The following are reasons projectsfail:

Initial cost and schedule estimates are not revised when more informeation becomes available as the project
progresses.

Plans are not used correctly or used to guide the project forward.

Project managers are not trained to acquire the necessary skill base; subsequently, the same mistakes are
made repestedly.

Thetheory of project management is not put into practice. This point can be seen in the attitude of many
managers who view theory asawaste of time yet timeisfound to repair errorslater. Isn't that a sure Sgn of
the wrong approach?

The project scope changes.

Theincorrect project methodology is used.

Reguirements have mgjor changes.

Communications are poor.

Testing and/or ingpections are poorly done.
Figure 1.4 shows familiar issues that cause problems on projects. However, any problem can be resolved by
carefully drawing a problem matrix. If we have aproject that is"over schedule,” we can follow thisthrough on the

matrix and seethat it was caused by a"waterfal gpproach.” The solution to this problem is selecting an iterative
methodology .



Figure 1.4: Problem resolution and fault-finding technique.

Examining the Need for M ethodologies

Today, projects require much tighter integration and innovativeness than what we have seen during the past decade;
this aone necessitates the use of more creative waysto design, build, test, and deploy products and services. A
manager can no longer create a project schedule by filling in one or two templates. Companies require more out of
their projectsthan ever before. One way to achieve amore efficient result isto adopt newer, swifter, and "lighter"
project methodol ogies. Gone are the days of using a bureaucratic life-cycle approach, unless you have avery smple
project that requires serious coordination and control. Table 1.3 shows usthat project managers and executives have
to beinnovative and creetive if they want to resolve historical problems.

Table 1.3: Driversfor usng methodologies

Reasonsfor Change? What Do We Want to Change?
Shorten project schedules Improve the planned schedule.
Reduce project costs Improve the overall project profits without affecting
qudity.
Beflexible on project execution Adjust the project within the boundaries.
Improve customer support Addressclient needs.
Be ableto fast-track projects Perform common tasks smultaneoudly.
Increase project qudity Introduce quality and testing from day one.
Improve client participation Improve requirements gathering and client participation.
Congtant changes Reduce constant change by defining a change process.




Unpredictable results Have repeatable results and be able to measure
performance.

Companies areincreasngly looking to project management teamsto provide solutionsto many of the challenges
listed previoudy. Methodology can assst in the sharing of information acrossa"virtua project enterprise.” Projects
have significant technical, resource, and data components that require management through their life cycle. Projects
must comply with the correct standards and guiddinesto protect the users investment in such systems.

How do we sdlect acomprehensve project management methodology that is very useful to anyone managing
projects? A methodol ogy that can be applied to a cross section of industries can be customized to reflect a specific
project environment in an industry. When implementing a project, amultitude of areas should be investigated to
determine what course of action to pursue. The many variables that require management in the complex environment
also represent areas that can be exploited to achieve productivity and cost advantages during project execution.

Projects have definite life cycles that determine how the projects are actualy managed from theinitia discovery
phase through detailed design, construction through to the ddlivery, and eventual operation of the product. The secret
to the success of any methodology isthis: It uses solid, repeatabl e processes that serve as the foundation for any
successful project initiative, supported by sufficient documentation and relevant processes providing (1) repeatable
best practices, (2) consistency of results, and (3) aquicker path to results.

Project managers often ask: "How can we speed up the development or execution process?' Many times, they see
the process as dow and painful with too many policies and procedures. The answer is either (1) by selecting amore
agile methodology or (2) by cutting back on your heavyweight methodology to make up lost time and cost. Have you
ever heard key staff say: "We considered developing our own methodology, but we rejected that ideaafter not being
sure what methodology wasright for us'? The best answer isto first look at your overal company Strategy.



Under standing Organizations

In 210 B.C., Petronius Arbiter wrote, "We trained hard, but it seemed that every time we were beginning to form up
in teams, we would be reorganized. | waslater to learn in life that we tend to meet any new situation by reorganizing;
and what awonderful method it can be' (Roman author, The Satyricon, 210 B.C.). Many projects are instigated
from the top down. Just look at how Toyota has turned its organization around and crested product linesusing
efficient project methodologies and processes to become avirtual powerhouse. Toyota produces one of the
best-sdlling carsin America. Every other auto manufacturer hastried to replicate this turn around.

Harley Davidson's organizational chart has three overlgpping circles a Create Demand circle responsible for
marketing and sales, a Produce Products circle for engineering and production, and a Support circlefor al other
functions. However, where these three circles intersect is a L eadership and Strategy Council that oversees generd
management functions such as planning and budgeting. This overlgpping of the circles emphasizesthe
interdependency between areas that encourage participation and growth.

Executives and project managers who need to understand how projects are going to be managed in the organization
should first understand the company structure. Figure 1.7 shows three main types of organizational structuresyou
might encounter when managing projects. First isamatrix structure, which isextremely difficult to work in, where
project coordination and follow-up is mandatory. Second isthe functional structure, which relies on the functiona
managersto manage their projects. Third isthe projectized structure, or the project approach, which has the ability to
rapidly formulate the project team and move forward.

Fusra Rusral Blrueuie

Figure 1.7: Various organizationd structures to manage projects.
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L essons L ear ned

Thefollowing lessonslearned are crucid in understanding project management methodol ogies:
1.

Sometimes, it isnot feasible to adopt another methodol ogy and reintroduceit into your current environment.
A thorough assessment and gap andysis needs to be performed before implementing such a methodol ogy.

Don't try to sdll aRolls Royce to an organization that requires only a Jeep. Sometimesthey really don't need
al theflash.

Gaining executive support for moving ahead with a project management methodology is paramount to the
success of any organization. Without executive support, it becomesincreasingly complex and time consuming
to sdll theidea of project methodology.

Determine your business strategy first, and then focus on the tactics you wish to employ.



Questions

(}
1. Definethe concept methodology. *
(}
2. Lig five shortcomings of aproject methodology. *
(}
3. Apart from aproject management methodol ogy, what other methodol ogies would be considered *
relative to the project?
(}
4. What do we mean by project management methodology and project framework? *
(}
5. What doestheterm project strategy mean?Isit the same as abusiness strategy? *
7

6. How would you explain the benefits of adopting aproject methodology to your client or organization?

7. Doesthetype of organizationd structure affect the efficiency by which projects are managed through
the methodol ogy?

Answers

1. Methodology isaset of guidelinesor principles that can be tailored and gpplied to aspecific Situation. Ina
project environment, it can be alist of thingsto do. This could be a specific approach, templates, forms, and
even checklists used over the project life cycle.



2.

|

|

|

|

|~

Shortcomings of amethodology are:

Many of the project life cycle methodol ogies are abstract and high level.

There areinsufficient narratives to support these methodol ogies.

They are not functional nor do they address any operationa areas(i.e., QA, CM, testing).

Many of the methodologies smply ignore the industry standards.

Many methodol ogies are Smply incomplete.

Other methodol ogies reltive to a project methodology in an organization include (1) recruitment methodol ogy,
(2) development methodol ogy, (3) support methodology, and (4) marketing methodol ogy.

A project framework is more inclusive than methodology because it has templates, processes, project
techniques, and training. Product management methodology is the process used to get from point A to point B.

Project strategy is specific and focused on the project to be executed and deployed; it is based on a specific
Set of objectives and project scope. Without a project strategy, it is unlikely that the project would be planned
very well. A business strategy is more comprehensive from an organizationa perspective, which focuseson
embracing I T, marketing, sales, manufacturing, and HR and the ability to forge ahead of its competitors.

Y ou should be able to convince clients that adopting a project management methodology is an effective
technique used to guide projects through the design and deployment of a product or service. It provides an
organized and congistent process for gpproaching a project, and it provides templates and checkliststo project
teams.

Y es, an organizational structure does play akey rolein the manner in which projects are identified, ramped-up,
executed, and managed to full conclusion. Certain Structures, such asamatrix structure, which requires project
managers to work acrossfunctional silos, are more complex. A smpler approach in which organizations creste
project teams, formed to drive home company strategy, resultsin astronger project structure.
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Strategy with Methodologies

For any company to be world class, the strategy is clear survey the entire landscape and then put the objectives the
what into agame plan the how. In negative economic times, always remember that what comes down must come
up. If you have formulated the right strategy and can execute (i.e., project management/devel opment methodol ogy),
you will most likely succeed at improving the bottom line. Remember that many executives ook a whether you are
adding to or taking cash from the company coffers.

For example, assume afixed price project has been awarded to Company ABC, which could possibly bring in about
$1 million in revenue. Unfortunately, Company ABC doesn't adhere to any forma PM methodology, and instead
relies on the project manager's experience to meet project objectives. However, the project is soon bombarded by
congtant change and new requirements by the client, and Company ABC realizes after afew weeksthat itislosing
dollarsthat it wouldn't have if the project manager had adhered to a PM methodology using the appropriate project
templates in the concept or design phases.

In addition to having the best product or service, companies need to think about deploying innovative concepts to get
their products and services to market more quickly than their competitors can. A delivery methodology isthe key.
Look at some examples of strategies where companies used project/ devel opment methodol ogies:

Y ou are able to go to Morpheus or Kazaa Web sites and download or purchase sngle music MP3files
ingtead of going to theloca music store, where you have to purchase a complete CD with multiple music
tracks that you may not want.

Y ou can both order and customize your Ddll computer directly online through Dell Direct instead of
purchasing directly from asupplier. Their flexible product lines and ease of use gives Ddll a huge competitive
edge.

Virgin One has a dynamic Web experience where you can bank directly using their Virgin One Account. Y ou
need only one account instead of multiple accounts for checking, savings, mortgage, credit, and so on. Virgin
has proven that it can save 8 out of 10 people thousands of pounds sterling and reduce paperwork through
thisinnovative strategy. Virgin is setting the benchmark standard for banking.

Boeing isredefining its srategy from commodity-driven (aircraft engines) to service-driven. Boeing Company
monitorsaircraft (flight hours) and itsenginesin the air, literdly extending this concept into multiyear contracts
with British Airlines, USAIr, and Southwest.

Project/devel opment methodol ogies are not just about focusing on product life cycles, but also about shortening any
grategic life cycles acompany may have. No matter how efficient your company is, you need to adapt and you need
to do so congtantly.



Bill Gates has sated, "Microsoft is aways two years away from failure.” He'sreally saying that Microsoft needsto
understand the redlity of competition. The bottom lineis"How are you going to make the jump?* Whatever your
industry beit IT or not trends have shown that it will likely take atotal newcomer with aradical approach to show
you how quickly you should move. Just look at the example of how Richard Branson's Virgin group got into banking.
It wasn't their immediate fidld of expertise, music, but they had the innovation and ability to bregk into an industry,
which used forma "heavyweight" methodologies. Try extending this same concept to your own industry and identify
newer ways of doing business. Do you think there's an outdated methodol ogy or something missing that you would
change?

For aclear, concise snapshot of my point, review Figure 1.5. It illustrates the macro view of how Company ABC in
the center isdriven by an effective Strategy (A) and then proceeds putting the strategy into tactical perspective by first
having a project management framework (B) in place, which isfueled by its supportive processes (B1) and project
skillstraining (B2). After thisisin place, acore project management methodology is needed (C). Additionaly, thisis
dependent on the devel opment needed (C1) and the technology (C2) you will be using, aswell as the project
templates (C3) that are thought helpful. When completed, the company isfree to proceed to deliver its products and
sarvices (D) to the marketplace before any of its competitors (E) do.
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Figure 1.5: Strategy for sdlecting amethodology.

Project Framework versus Development M ethodology

Thereisadistinct difference between a project framework and a project methodology. The framework has dways
meant the various segments of the project and the devel opment methodology are the means of getting from segment
to segment. The following metaphor hel ps solve this subtle difference: If the project framework is seen asthe
"keleton" of abuilding, the"floors' are seen asthe different devel opment methodol ogies alowing you to get through
the building. Some get you there more quickly than otherswould.

Projects vary widely, depending on the size of the company, the size of the solution, the number of project staff
assigned to the project, whether the testing is conducted in-house or in test labs, and so on. The question then arises
asto what exactly project methodol ogies should offer us? Table 1.4 lists some of the most beneficid offerings of a
good project methodology.



Table 1.4: Benefits offered by a project methodol ogy

Benefits We Achieve

AllowsUsTo

Better process Define processes and introduce improvements.
Hexibility Adapt from project to project.

Integrated metrics support Gather metrics during the project.

Qudity focus Ensurethat al areas of quality are addressed.
Managing complexity Manage complex situations.

Proper project documentation Complete critical documentation per approach.
Standard approach Provide dl projects with a common approach.
Conggtency Deliver projectsusing asmilar approach.

Containment of al project phases

Reassess the project per phase.

Project planning

Better plan projects.

Ability to get thejob done

Guide the team to completion by the various phases.

Elimination of crises management Reduce or diminate any criss.
Easeof use Easly use and implement.
Knowledge Review and improve future projects.

In other words, after identifying and sdlecting the correct methodology, it may be the best defenseif you want to:




Avoid mistakes.

Reduce cogt.

Reducerisk.

Meet project schedules.

Identify and correct errors early.

Avoid excessve documentation.

Many project managers are faced with devel oping products within a specific time with limited resources. Adopting an
incorrect methodol ogy or having no project framework in place can very easily cause you to have schedule and cost
dippages, aswdl as miscommunication within the team. Some methodol ogies consume many hours, and you must
follow project templates and processes, making the daily execution of the project difficult. Selecting the correct
methodology allows you to develop asaleable "fit to sdll" product within the correct time frame, forcing you to focus
on the most appropriate documentation and processes, without wasting time on adminigtrative tasks that have no
purpose. Y ou do not have to use the most detailed processes. But how do you know which methodology is right for
you?It'sliketrying on apair of shoesyou haveto select theright size, color, make, and style. We examinethis
questionin detail in Chapter 3.

Under standing M ethodology Trends

Some of the most common questions that arise on the topic of project methodologies are:
Do we honestly say that we understand the working of abasic project management methodology?

Do we undergtland why the various project management methodol ogies differ?

Why doesthelife cycle vary between project types?



What doesthistdl us about the generic practice of project management?

If technology managers repeatedly tell usthey need more time to plan the implementation and that they should have
used fewer tools, hired more outsde consultants, and alowed more timefor training users and retraining staff, what
doesit tell usabout our project? It tells us that the project planning was inadequate and that, most likely, the project
methodology was not followed correctly.

Instead of following astandard methodology for conducting projects, many companies have been relying on technica
wizardry to get projects done. In fact, communication is often so bad that it outweighs their tool-centric approach to
managing the project. Thisleads to project management burnout. Project management is not about deadlines; it is
about tracking, controlling, and improving the process of change. Lack of time may be the excuse, but why isn't the
initiative planned more carefully? Perhapsiit is that organizations compelled to reengineer their business processes
don't have the luxury of time due to the amount of projects being undertaken by organizations aswell asthe
speed-to-market factor. Are competitive pressures so intense that project management succumbsin the triage of
criss management?

The methodology processitself is sometimes part of the problem because when you start fiddling with the building
blocks of your business, projectstake on alife of their own. Therefore, an assessment of the business components
must be brought into amore redigtic relationship with the methodology that is going to be used. The rdationship
among these variablesis often not linear, and this needs to be noted.

Perhapswe al have unredistic expectations of the power of technology and the human dynamics of change. No
matter how rapidly business requirements shift and technol ogiesimprove, some stepsin project management cannot
be combined. To keep a project methodology in sync with redity, learn from those who have gone before you. Brian
Hurley, founder of Musk industries succinctly defined the Stuation: "Ddliver your projects as you would a newborn.
Concelve decisvely. Gedtate, prepare and then again. Don't bash your ship on the siren of complacency.
Procrastination will lure you past your due date, and no late-stage boom in the headcount of gestating mothers will
hasten the outcome” (p. 15).

Strategic Focus

Strategy dways comes before any tactics. It's smilar to thinking before doing. The strategy must be correct before
we select aproject or development methodology. In other words, you must be doing the right thing and only then can
the necessary tactics support that newfound strategy. (It's like executing a certain methodology only after we know
what our objectives are.) Strategy asit has dways been and will dwaysremain isthe perpetua struggle for
advantage. The objective of strategy isto take actions that build, sustain, and compound advantage. Acquiring and
retaining customers are functions of your advantages. Parrying competitorsisafunction of your advantages.
Compstitive organizations that parry with their competitors do so in order to understand their competition, alowing
them to understand, maintain or build leaner, quicker processes, eventudly coming in earlier to market with better
products.

History provesthat the best Srategy and tactics are achieved in areas fundamentd to the core strengths of the
company (i.e., having a project management discipline). With theright strategy, the battle is only haf won; the
Strategy succeeds only with professona execution of tactics. Many problems arise when planning is separated from
that execution. Theimportant thing isto get started. Too much time spent on planning isalso not good. Y ou get
caught up doing so much planning and strategizing that you never move forward you end up wasting time on planning
and that breedsindecisivenessand error.



It is often better to engage in some form of smultaneous planning and implementation (e.g., thisiswhere concepts
such asRAD, O0& D, and concurrent engineering make huge impacts on project executions). A common mistake is
to consider planning as only amental process, an ideain our heads that looks at the past and adjusts to the future. If
your planisnot inwriting, you redly dont have aplan a al. A smplewritten plan works best.

The purpose of strategy isto provide rapid direction and concentration of effort as organizations continualy striveto
improve their position or gain the upper hand in the marketplace. Speed isthe ultimate factor here. Throughout
history, winning generas devel oped ways and means of moving faster than their opponents. Napoleon's troops
marched at 120 paces per minute while his opponents marched at only 70 paces. Because Napoleon's troops
marched amost twice asfast as his opponents troops, speed gave him a tremendous advantage, which was amgjor
contributor to his success. Using this analogy, project managers aso need to use amethodology that is not only faster
than the competition, but also that is disciplined enough to ensure that the products or systems are developed, tested,
and implemented properly. Figure 1.6 depicts two scenarios. Theleft side shows an organization faced with an
unprofitable Stuation the Strategy is not correctly aligned to its portfolio of projects. On the right-hand side of the
illustration, we see an organi zation that has undergone an assessment; as aresult, its objectivesare aligned to its
project portfolio.
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Figure 1.6: Retionale for congdering a methodol ogy.

Strategy versus M ethodology

Projects of varied sze and complexity require different project management skills and techniquesto effectively and
economically manage project risks. Shareholders now and in the future demand results, which meansthat companies
must be innovative in how they get their products to market; they must use efficient methodol ogies, concepts, tools,
and techniques.

Project management stands out as the enabler to make this happen. | dentify the project management disciplines and
techniques you would need to send some people to Mars and back. The answer: Y ou would need them dl. The
challenge for most project environments, however, isto tailor or scale the methodology so it makes sensefor
projects of lesser size, risk, and complexity. Additiondly, project management methodol ogies can be thought of asa
st of principles and techniques for controlling project risks, quality, change requests, and for capturing any



opportunities as projects are brought to fruition. Because of economics and common sense, project management
techniques need to be tailored to the specific risks and opportunities of each project. The methodology providesa
means for selecting the degree of project management attention appropriate for your particular project.

Y ou may encounter projectsin which the apparent risks are so smal in certain areas that, while those areas should be
monitored, no forma project management techniques may be needed. In these areas, you should smply use good
bus ness management practices. For example, with an interna project whose resource needs consist of three people
working for ayear, you might forego awritten cost estimate or cost controls because the costs would be inherent in
the allocation of [abor. Using elaborate or even simple cost tracking systemsin such a case would be awaste of time
and money. The point of project management is not to drive up your overhead or to require mountains of
administration. Project management provides a set of structured techniques to help you think about project goasand
risks; helps you define, structure, organize, and plan your project; and enables you to effectively monitor and control
your project asit progresses toward completion.

Thetraditiona ways of thinking about strategy and how to build advantage are no longer working. Executives need a
fresh grategic imagery and analysis of how to cope with the virulent hyper competition and a prescription of how to
build advantage in this new environment. How do they do this? Look at Harley Davidson'sreturn to fame from anear
collgpse. Today, their production lines produce some of the best roadsters. Improved processes, aswell as cutting
adminidrative burdens, have donewell for the company.

Y ou can buy many things technology, advice, assets, and, often, even time. What you cannot buy is commitment.
Commitment is something that is earned and must be won. It is something that must be planned for and managed. The
absence of commitment, not the poor selection of technology, is often the primary cause of strategy faillureon a
project. As hyper competition defines the competitive landscape into the new millennium, the basis of advantage will
be the agility of project management methodologies. Thisimportant ingght must be acted on. Thisingght ultimately
separates the winners from the losers and the successes from the failures.

Why a Project Methodology?

Many companiestoday do not use any formalized project methodology. They run their businesses asthey always
have. However, the business and technology landscapeis changing rapidly. Businesstoday calsfor dynamic
methodol ogies and processes, gearing companies to reinvent themsealves so that they can produce products and
servicesfagter than ever before. Additionally, being able to produce gadgets of the right quality and specification is
key. How does acompany change virtudly overnight, to become acompany that can ddliver such gedgets for their
clients? Im Highsmith of Agile Software Devel opment Ecosystems (Addison-Wed ey, 2002) states. "In aworld of
constant change, traditiond, rigorous software development methods are insufficient for success' (p. 22).

The secret to successis the project-based company. With this comes certain provisos.
1.

A st of flexible project management methodologies.

Processes that can be updated to support these methodol ogies.



Resources that need to be aligned with the methodol ogy.

Business functions that need to support these projects.

If you are not efficient or not getting a quaity product devel oped in time or to specification, you need anew project
methodology.

Selling the Project M ethodology to the Company

You fed it in your bones. Y ou're excited about a new project methodology, and you'd like to propose this new way
of managing projects to your company executives. However, you hesitate to move forward because your neophyte
boss, who has a black belt in corporate palitics, doesn't like the idea. What should you do?

Firg, sel theideato as many people as possible and never give up. It iscrucia that companies needing a project or
development methodology and dl of its associated processes understand that if it doesn't exist, amethodology will
have to be developed from scratch, purchased from athird-party vendor, smply obtained from amutua friend in the
business, or tailored from existing processes.

However, before you can do anything, you need to sell the idea to company executives, who are often unfamiliar with
project management, especialy anew methodology that would affect virtualy the entire way their company does
business. A typica response to you might be " Goodness gracious, are you mad? Weve been doing businesslike this
for years, why change now?"

A srong sdlling point for investing in asolid project methodology is that the greatest return on investment (ROI) lies
exactly there. Few people can counsdl corporations on how to identify and nurture business drivers such as brilliance,
inventiveness, and thought breakthroughs. However, we can make sure that gleaming opportunities are not
sguandered in their subsequent development and implementation. For innovative ideas to bear fruit, sound project
management principles must be followed. Maybe project managers or executivestrying to sell the concept to their
organizations should emphasize this fegture.

Following the success of the Prussian Army in the Franco-Prussian War, the British Generd staff sent ateam of
aristocrats to find out the secret of success. They reported that all the Prussian troops were clean-shaven with
short-cropped hair. The British Army accordingly copied this. Although there was no evidence that this hel ped their
performance, it remainsalaw to this day except for specia duties. The moral of thisstory is. Y ou can copy from
others but be cautious. Don't copy the wrong thing (i.e., don't copy amethodology if it doesn't meet your needs).



Chapter 2: Project Methodologies
Explained

Project Methodology Overview

Key decision makers must often determine whether auniversalized project life-cycle methodology is sufficient for al
their projects. The answer to that question is an unequivocd no! Very few people are capable of creating a state
of-the-art, concisaly defined, phenomendly smal, highly prescriptive, measurement-intensive, fast, and cost-efficient
methodol ogy alowing project managers greater performance improvement (consisting of an expertly
designed/optimized family of policies, procedures, plans, specifications, forms, logs, and metrics). Every company
hasits own process flow diagram. Thisflow originated from amethodology crested to ease implementations of new
technologies or new project ideas. These process flow diagrams have many different stages, al smilar in nature.

Even dynamic project-based organizations such as Accenture, KPMG, Deloitte Touche, RCG Information
Technology, Bechtel, and Keane are far more than a collection of individua projects. If that were dl they were, they
wouldn't be multimillion-dollar organizations. They al use various arsenas of project methodologies for each solution
they undertake. Companies are becoming very much like smdl film studios. Each project isa"movie' dl by itsdf and
hasits own "director” and "script." The movie needs project funding to begin and is short lived; project teamsare dso
short lived, and, amazingly, in this brave new modd, they follow a unique project methodology, because if they dont,
no onewill investina"movi€" or project. Therefore, projects need to be innovative, they need process, and they
need to adhere to the "script” or methodology. Each movie script is different from the next; thisis where we focus our
efforts throughout the book.

By smply ng those project methodol ogies that exist today, we see that a universa project gpproach smply
won't work. The main reasons that asingle "be-al-and-end-al" methodology won't work from industry to industry
aredifferencesin:

Lifecyde
Market sector.

Product.



Sze

Technology.

Situation.

For instance, anuclear plant or space shuttle project has very specific heavyweight life-cycle components (e.g., work
breskdown structure, activities, tasks, task durations, priorities, skill sets, and economics) compared to asmall
congtruction project. In other words, they use different phases and activities on their projects (i.e., communications
and navigation equipment, operating systems, and avariety of technologies).

In addition, thelife cyclesfor construction projects (e.g., bridge building), compared to information systems projects
(e.g., three-tier architectures), may be vagtly different from one another. This means much tweaking is needed if you
have to accommodate every kind of project. Hence, different methodol ogies are needed. Therefore, we have a
catch-22 stuation various technol ogies and indusiries make it very chalenging to design aone-sizefits-adl project life
cycle. It does not seem likely that anindividua project manager or executive can actudly design ahighly operationd,
functiona project methodology that meets the needs of every single project irrespective of itstechnology or industry.
Hence, some credtive geniusis needed to bridge thisgap. A project life cycleis, therefore, acollection of project
phases. Project phases vary by project or industry, but some general phasesinclude:

Concept.

Development.

Implementation.

Support.

Remember that products also have life cycles. Many companies have project managers or executiveswho are
unwilling to follow systemeatic project methodologies dl of thetime. Instead, they tend to rely on standard business
activitiesto get them through the project. They are smply trying to keep up with al thistalk of project methodologies
and associated processes and techniques. Questions such as"Why are there so many methodologies?' and "Which
one doweuse?' often arise. Over the years, even those involved in managing projects have observed that projects
have common characteristics that can be formalized into astructural process, which alows them to manage projects
more effectively.

Each phase can typically be brought to closure in some logica way before the next project phase begins; and each
phase results in discrete milestones or deliverables, which provide the starting point for the next phase. Project
methodol ogies should be structured to take advantage of the natura phases that occur aswork progresses. The



phases should be defined in terms of schedule and specific accomplishments. Define how you will know when you
have finished each phase and what you will have to show for it.

Cost and schedule estimates, plans, requirements, and specifications should be updated and evaluated at the end of
each phase, sometimes before deciding whether to continue with the project. At times, you may want to hold off or
cancel the project. Large projects are usualy structured to have mgor program reviews at the conclusion of
sgnificant project phases. These decision pointsin the life of aproject are called major milestones. Figure 2.1
shows how project phases are somehow linked to one another. Thisisthe basis of how project phases, once
incorporated, form atypical project development methodol ogy.
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Figure 2.1: Depiction of genera project methodology phases.

Milestone decisions are made after conducting amajor program review in which the project manager presentsthe
approved statement of requirements, acquisition strategy, design progress, test results, updated cost and schedule
edtimates, and risk assessments, together with arequest for authorization to proceed to the next phase. The early
project phases tend to shape the direction for al further efforts on the project. They provide requirement definitions,
evauation of dternative gpproaches, assessment of maturity of technologies, review of cost, schedule and staffing
estimates, and development of specifications.

A relaivey short-term or technicaly straightforward project may have only afew basic milestones or ddliverables
following a (1) proposd, (2) feasbility study, or (3) business case. Nevertheless, the project manager should report
to clients and executives a interval s to keep them up-to-date on project progress, thus ensuring project direction.
(Seelightweight methodologiesin Chapter 4.)

On amall projects, if no formal agreements are written, the project manager should dedl with clients and executivesin
aninforma, yet somewhat structured and logica, manner. This means managing expectations and making clear
agreements about what will be produced and when. Y ou smply cannot do thison thefly.

On long-term projects, you may find project phases take place over many months or even years, and, in thiscaseg, it
isvitd to provideinterim ddliverablesto give the clients and executives a sense that work is being accomplished, to
provide an opportunity for feedback, and to capture project successes in documented form. Thisisexactly why a
project methodol ogy works. How else are you going to do this? (See heavyweight methodologiesin Chapter 4.)

It iswisethat the project processes be built around the specific project methodology. Particular care should be given
to defining the work to be accomplished in each phase. This should include definition of the ddliverablesto be
produced, identifying testing and demongtrations to be completed, preparing updates of cost and schedule estimates,
reassessing risks, and conducting formal technical and management reviews.



Background to Project M ethodologies

Project management has grown from the early initiativesin the U.S. defense and aerospace sectorsin the late 1950s
and 1960s. The U.S. Department of Defense and NASA achieved early project management successes mainly
promulgated through their interna policies, procedures, and lessons learned. From this flowed numerous white
papers, articles, seminars, and training programs that expanded the project management genre, although much of the
theory centered around the use of tools and techniques, such as.

PERT/Gantt charts.
Critica path.
Scheduling techniques.
Organizationd issues.

Conflict management and others.

From the early 1970s, project management societies began to provide communication on the discipline, basicaly
through journas, conferences, and seminars. This continued until the mid-1980s when, first, the U.S.-based Project
Management Ingtitute (PMI) and, later, the U.K.-based Association for Project Management (APM), embarked on
programsto test project management professionaism. This brought about certain guidelines and bodies of knowledge
(eg., PMBOK, APMBOK), which addressed some methodology but did not address every industry and type of
methodol ogy. Other organizations developed their own versions of a project methodology.

In the pioneering days of project management, it was common practice for project staff or managersto devise their
own methods of moving through the life cycles of their projects, which were often influenced by information
technology, engineering challenges, or financia condraints. It was atime when a project was driven by the events that
occurred while on the job. Thiswasfine for certain projects, but it led to the failure and delay of many projects
because of problemsthat started to show (1) poor or inconsistent project designs, (2) poor project analysis, and (3)
ineffective project communications. It seemed projects lacked the rigor and key ingredients to make them more
effective. Sometimes, it takes a complete outsider to show how to expedite projects more quickly than before, in
innovative futuristic ways. Look at what BMW has done you can today |og onto their Web site and purchase a
customized vehicle, specified by you instead of sdlecting one from a standard showroom floor modd. The
production-to-delivery processisdrasticaly reduced and flexible.

A great analogy of the need for appropriate control isfound in Formula One racing. Here, the powerful cars have



braking systems to enable them to go faster rather than to dow them down. Likewise, in different industries,
appropriate levels of control alow an organization to grow and flourish within appropriate boundaries. Both project
managers and executives need to understand the impact that new developmentsin technology are having on business
from the project, operationa, and risk points of view. It is possible to split the respongbilities of methodologiesinto
three broad aress.

1.

Managing project performance.

Managing the project life cycle.

Managing the resources and communications aspects.

Having the right processes in place to address these areas is a chalenge faced by every project manager. | address
each of the components of the guidelines because | believe they provide awell-researched and practica solution to
this project management chalenge.

Everywhere| go, clients ask the same question: "How do our project practices compare with those of our
competitors or with those of our peer organizations?' Until now, thisinformation could be obtained only from
consultants, market research, or other third-party sources. The project methodology maturity models provide
information whereby an organization can carry out a self-certification to grade its own processes from virtualy
nonexistent to the purist levels, principally as ameans of identifying improvements and actionsto take.

It isessentid that the management of any organization identify and articulateits critical successfactors (CSFs). These
arethe ground rules that determine the appropriateness of the environment in which the organi zation operates. The
CSFs et out the culture, behavior, and actions for management to take to achieve its objectives relating to project
methodol ogies. The guidance provided in the chapter should be easy to apply in practice.

Assessing the Project M ethodology Ecosystem

In the context of thisbook, a project management methodology is considered part of an overal larger ecosystem.
The ecosystem can be viewed asa"give and take." Whenever you "touch” the ecosystem, there are thingsthat are
bound to occur. Table 2.1 lists what the ecosystem consists of .

Table 2.1: Project management ecosystem components

Component Example

Project standards and best practices PMBOK, RUP, Java

Supportive processes Change control




Project management infrastructure PMO

Templates Project brief
Performance metrics ROI, BCA

Project activities Teding

Project techniques WBS, Use cases
Project tools MS project
Project roles and respongbilities Project teams
Core project methodology framework PMLC process
Development methodol ogies tool set Prince2, XP, Spird

Figure 2.2 shows the makeup of the project management methodol ogy ecosystem. Remember that any sudden
change to the core methodology will result in achange to many other areas, such astemplates and aripple effect on
supportive processes. Project managers wanting to deploy any methodology in an organization should redize this
natura effect.
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Figure 2.2: Project methodol ecosystem.
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Best Practicesfor Project Methodologies

Most projects share acommon life cycle. Thisisnot to say that these projects are all designed and executed the
same way, but they remain universal, asthey pass smilar phases during the life cycle of the project. When dedling
with any methodology, ask the following questions:

1.

How do we ensure that our projects develop and deliver successful products? |'s the methodology ableto
accurately capture requirements and effectively manage the project against those requirements?

How can we deploy projects more quickly, avoiding overruns and poor performance, and for better value,
lower cost, and better functionaity?

When looking at organizationa project methodol ogies available today, we redize that certain methodol ogies work
well and some do not. Some are more proactive than reactive. For those that are not well planned, the organizations
will mply not have success with those methodol ogies. Competitors will overpower them and deliver products faster
to the market, and the organization will face competitor lockout. Some of the following best practices are needed
before designing, purchasing, or benchmarking a prospective solution:

| Provide standard proven processes and techniques.
Benchmark or leverage the best that your industry hasto offer.
Cregtealigt of "must-have" components.
Recogni ze the necessary processes you need to compl ete projects.
Consider the best cost and time schedules for your methodol ogy .

Determine what core competencies are important.

Configure resources.



Integrate with suppliers and parties.
Understanding Project Life Cycles

After the project life cycleis defined, the project budget and technica aspects must be managed together. And thisis
important. Can you imagine ddlivering a project within cost and schedule but that the project does not meet its
technica specifications? | think not aproject life cycle must be efficiently managed if the project isto be successful.

An iteration isdefined as adigtinct sequence of activitieswith an established plan and evauation criteriaresulting in
an executable release. If we examine the set of illustrations describing the waterfall approach, we can seethat an
iterative gpproach does have advantages over a straightforward waterfal approach. This anaogy should help revea
other ways to manage projects.

On many projects, where dates have been preset either by sales executives or senior corporate stakeholders, project
managers often do not have the luxury of changing the fixed end date. Hence, how do you meet afixed end date?
Would a System Development Life Cycle (SDLC) or aRapid Application Development (RAD) approach work
better for you (i.e., incrementa versus an iterative gpproach)?

Delegates attending my project presentations often ask: "How do | make my view of the world work, when working
with new technology projects?" "What methodology do | follow?" | dways respond by stating that you have control
over only the inputs you receive, and you define your projects based on those congtraints. It's not up to you to start
reorganizing the organization just for your project. First, see what's within your boundaries. Then act from there.



CIPOC A Conceptual Approach

When | try to place any project life cycle or methodology into perspective, | dways go back to the Client, Input,
Process, Output, Clients (CIPOC) approach, adight deviation from the "supplier” concept. It is one of the greatest
examplesof aprimer that givesahigh-level conceptua view of theway dl project methodol ogiesfit into the grand
scheme of things (see Figure 2.3).
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Figure 2.3: CIPOC technique to reflect methodology usage.

CIPOC workslikethis. A client has certain requirements for which he or she needs a certain solution. Thiscan bea
new skyscraper, submarine, spacecraft, software, or even arock concert. It doesn't matter what kind of project.
These client requirements are formed into inputs, which in turn serve as the defining moments or starting point for the
process which can be virtualy any methodology you want to use (e.g., Waterfal, SDLC, PACE, RUP, XP,
MIL-STD-1612, PRINCEZ2). The project manager uses his or her chosen methodology and proceeds to design,
build, test, and deploy the solution. These are the control points. When complete, an output has been generated that
isthen accepted by the client. The client can be involved anywhere in the CIPOC approach; the client readily
provides feedback at any stage.

All assumptions must be made upfront at the onset of the project process start. Thisis one of the control points. If the
project manager cannot control the assumptions, the project may come back and bite, irrespective of methodology
employed.

If you need 500,000 kilowatts of power in aremote location, how do you do it? How do you meet your client's
needs? Y ou need an approach, and, typicaly, you would follow a CIPOC approach. Smilarly, the Winter Olympics
held in Sat Lake City was a phenomena project itself. The Olympics organizers, too, would follow the CIPOC
approach.

If we examine mgor companies such as Erngt & Y oung, RCG Information Technology, and IBM, wefind that these
mgjor solutions companies have total "soup-to-nuts' project methodologiesin place. These project methodologies
embrace everything from theinitid salescall, defining the solution, right through to deployment. They can identify the
appropriate resources needed per project life-cycle phase (i.e., account executive, recruiter, designer, tester, project
lead). These methodol ogies are well documented. If we examine other companies (e.g., home builders, software
developers), we find that many don't have the luxury of such an eaborate project methodology in place. They smply
adhere to projectsin their own informa manner.

Under standing Project Model Terminology



Project Feasibility and Justification

The project manager'sfirst task isto become familiar with the feasibility of the project. He or she should reaffirm to
hisor her own satisfaction the findings of the origind study, which may have been sometime ago, certainly before he
or she accepted the job. Thus, reaffirming the feasibility and jutification of the project is crucid.

User Requirements

The most important phasein any project isto find out what is actually needed. Without proper establishment of the
requirements, no oneis certain what isredly required. Thisisnot covered fully in the Project Service Request (PSR);
therefore, work and effort are needed at the start of the project. Subsequent time may be wasted if the user
requirements are not established and understood.

System Design

After establishing and agreeing on the requirements, a high-level desgn of the main functions of the system can be
produced. Thisisfollowed by considering the development of each of these main functionsin more detail.

Detailed Design and Buy or Build

Thesefollow the established meanings found in most development models. Each activity in the work breskdown
sructure (WBS) isgiven sufficient individua attention so that it isdesigned in detail ready for building. These phases
apply equdly to the design and creation of documentation aswell as software. They aso apply to hardware, except
that items needed to run the software will be ordered from suppliersinstead of building the items. The hardware
design isdetermined by the software requirements.

Acceptance

The acceptance phase is the running of integration tests at system level to prove al documentation, software,
hardware, and other equipment. These tests must be designed carefully and not l&ft to the suppliers (of equipment,
software, and documentation) to construct. Otherwise, we find that suppliers may test only the parts that work and
may deliberately not consider the whole system, which may lead to problems for the end users. Notice that testing
occurs throughout the project not delayed until asingle testing phase when and where it would be too late to rectify
faults efficiently. This phase is about testing to accept the whole system, not testing to seeif it works.

Commissioning

Every component is built, tested and integrated. Commissioning isthe setting to work of the proven and integrated
system. Thisisthe timeto introduce the end usersto their relevant parts of the working system and then cut over to
the live system. During this stage (or even before in some projects), user training takes place and the help desk is set

up.



Completion and Post-I mplementation Audit

When dl stages are completed to the satisfaction and agreement of al parties, it isimportant that the project be
recognized as complete. At thisstage, it iscrucid that the project manager document the following before starting
another project:

Job descriptions for operations staff.

Job descriptions for systems staff.

Working practices for operations and systems teams agreed on by management, operations manager, and
systems manager.

Rolling plan for update, upgrade, and replacement of equipment over the next two to five years.

A planto ensure that dl documentation is complete and Signed off.

A planto ensure that all contractors, subcontractors, and self are paid up-to-date.

A postimplementation audit date for three to six months after project close-down.

In the postimplementation audit (PIA), the project manager returns afew months after respongbility for the new
system has been assumed by the client (i.e., steady state). The actuad audit procedures should be determined initialy,
indicating that ateam will return to see whether the system isworking as designed. Most of thisaudit conssts of
ensuring that the project team is adhering to established working practices. It is quite surprisng how people
misinterpret documented procedures and invent ways around problems. These issues of documentation standards are
beyond the scope of thisbook. The PIA hasrarely been carried out in the past and is only now gaining a reputation
for itsusefulness,

Roles and Responsibilitieson a Project Life Cycle

Table 2.2 revedstypica roles and responsibilities that one would encounter on aproject. The larger the project, the
more roles and responsbilities would be added.



Table 2.2: Roles and responsbilities on the project life cycle

Roles Responsibility
Verify resource dlocation Project Manager
Assgnindividud responghilities Project Manager
Verify project scope and change control Project Manager
Estimate work packages and time to complete project | Project Manager
Monitor and control life cycles Project Manager
Reduce uncertainty Project Manager
Improve decision-making process Sponsor
Attain effective solution PM/Andysts
Establish continuous improvementsto project PM/QA
Maintain focus of project goas and objectives Sponsor/PM
Provide continuous feedback to executives and Project Manager
stakeholders
Manage project plan Project Manager
Avoid possiblerisks and issues Project Manager
Maintain focus of schedules, budgets, and work plans | Sponsor

Likesand Didlikes of Project Methodologies




Often, one person may give a project manager the best kudos and praise for adopting a certain project methodology,
but too often, the kudos arise mainly from the ranks of the management layer. Methodologies are like an onion just
when you ped off onelayer, you discover another layer waiting for you. Some of the pros and cons seen by
managers and nonmanagers working on projects are listed in Table 2.3.

Table 2.3: What managers and nonmanagers think of methodologies

Project Managers Think Nonmanagers (Team Members) Think
Methodol ogies define a set of ddliverables. Methodol ogies do not redly represent what actualy
happens.
Methodol ogies adhere to a structured approach. Phases are often overlapping with other phases.

Methodologies bring structure to a chaotic environment.  |Methodol ogies are awaste of time and unnecessary
overhead.

Thisistheway companies should be run. No one clearly knowsthe true value of this path.

Methodol ogies don't ways reflect the technica
requirements.

Blueprintsfor Business Innovation

Because the introduction of a project management methodol ogy and its processes possibly needs to be integrated
into the existing business processes, it becomes necessary to stop to look at what we need to take care of before
smply designing amethodology. Business process reengineering focuses on optimizing existing processes and
facilitates the redesign of these processesif they are outdated and superfluous to departments or units, they do not
meet clients needs, or they are causing long delays for meeting organizationa Strategy.

Look at how Dl Computersis ableto reconfigureits production linesfor flexible, more rapid market demands.
They adapt more quickly than their competitors and apply great methodologiesfor their solutions. Look at how Walt
Disney has moved beyond the ream of its theme parks by having itsown line of cruise ships and entertainment al
innovative by design reflecting that Disney is able to transcend the norm.

In Table 2.4, note that in any organization today, there are existing processes that directly interface with the aims and
objectives of what many project managers are trying to do throughout the course of a project'slife cycle. Remember
that project management is about managing the triple congtraints, which are (1) cog, (2) time, and (3) qudlity. It's not
that smple for project or development managersto smply ignore existing processesto get their jobs done. The
methodology should betightly and seamlesdy integrated into the existing processes, so much that they complement
one another.

Table 2.4: Examples of processesin organizations




Process Function Affects Project Management

Invoicing and pogting of credits Financid I
Purchasing of goods and services Procurement I
Timesheet submission Fnencd I
Fnancid monthly reporting Hnancid a
Sdaries Fnancd 0
Legd disputesand clams Legd Council a
Recruitment of staff Personnel i
Strategic prioritization of projects Projects a
Quadlity control and assurance QA O
Traning Traning 0
Profitability Fnencid 0
M ethodology Design

Thefocus of this section is how project methodol ogies can be devel oped to support projectsin acompany.

Deveoping aproject methodology and adapting it to the Stuation often ded with changes on many levels changesin
culture, processes, and information systems. A culture can provide project teams with a shared frame of reference
and facilitate communication. The processes can provide astructure of activitiesin the projects, which helps new
employees and can provide acommon language. Information systems may be linked to the process and provide the
toolsthat influence the daily work.

The research is based on active participation during the development of amethodology for product development.
The caseilludgtrates the tendency to focus on the process level and underestimate the importance of influencing the
culture and adapting the current system to the new envisaged processes. The results are anayzed to provide



increased understanding of the success factors when new project methodology isto be developed. Theaimisto
create aframework that can be used by companiesthat want to develop a project methodology or improve their
exigting project methodology.

With any new process, the way an organization works and its entire culture changes. Hence, it becomes crucia that
the project manager not only develop the project management processes themsealves but o create:

Support plans.

Communications plans.

Deployment plans.

These dementsfacilitate cultural change in acompany and are fundamental to a successful project management
deployment. Y ou should not "reinvent the whed" for each client engagement. Tailor project management processes
that best suit your needs. The project manager should understand business processes and be able to merge them with
current and tested best practices to quickly and effectively produce atailored, client-specific set of project

processes. It's not easy developing processesisascienceinitsef. The questionis: Do you have time to implement
these processes on your own? Or, is your time running out? How much help is needed to design these processes to
support your project framework?



Project M ethodologies Demystified

We now examine the rel ationship between methodology size, project size, and problem size. This discussion can be
tricky because thereisatendency to think that more people must solve larger problems.

Project sze and methodology are connected by a positive feedback loop. With relatively few people, relatively little
methodology is needed. With less"weight,” they work more productively. With greater productivity, they can
address alarger problem with their smaller team and lighter methodology. On the other hand, when more people are
assigned to a project, they need more coordination (i.e., more methodology). The heavier methodology lowers their
productivity; therefore, more people are needed to accomplish the same work. Methodology grows more dowly
than project size, S0 eventualy they get to a point where they can solve the problem and manage the coordination
activities (assuming sensble management).

Therefore, for agiven problem, you need fewer peopleif you use alighter methodology and more peopleif you usea
heavier methodology. However, thereisalimit to the Size of problem that can be solved with a given number of
people, and that limit ishigher for alarge team using a heavier methodology than for asmal team using alighter
methodology (i.e., a some point, you will need both alarge team and a heavier methodology). The difficulty isthat
thereis no reliable way to determine the problem size at the start of a project and no way to know the minimum
number of people needed to solveit. The number of people varies with the peoplein question. Finally, asthe project
growsin size, adifferent combination of methodology and project size becomes optimd.

To begin to consider what congtitutes a good and effective project management or development methodology, you
need to clearly understand what phases are available to use, within al the project and devel opment methodol ogies
that face you as a project manager. The most common phases you would likely encounter when discussing or
designing amethodology are discussed in the following sections.

Discovery/Concept/ldea

A well-conceived ideaisthe creative Suff that makes everything important. It'swhy the project started in the first
place. Thereisno launch if thereis no acceptableinitia idea. Brainstorming is an effective technique to help you
develop aprimeidea. Be aware of the effect that the externa environment (customers, competitors, market, etc.) has
on theidea. In the concept stage, the exact definition of the idea and strategy is derived. The objectiveisto develop a
protocol with defined target markets, product concepts, and attributes.

Engagement/Concept

Because each project is unique and must be approached very differently from the next because of client requirements
and demands, in the engagement or concept phase, the project manager and sales executive actually meet with the
client and discuss possihilities and begin to extend the communications process between the partiesinvolved. Thisis
often the most important phase asit setsthe standard going forward. This caninitially be asingle occurrence or a
series of meetings that brings the stakeholderstogether. It identifies key role playersin the project and starts setting
responsbilities



Analysis/Feasibility

The andysis or feasibility phase determinesthat the project has been thoroughly assessed and deemed economically
or srategicaly feasible to continue. If the analysis weighs against the project's success, the project is discontinued or
returned to executives for further discussons. It is highly recommended that projects be analyzed before commencing
to the next phase of the project life cycle or methodology.

Strategy Planning

Every company needsto have a system for deciding on and formulating the necessity and priority of launching any
project or product. Whether anew design or new release of software, the strategists need to plan within the
framework of the business model. The strategy planning would alow decisions about launching additiona projectsto
support apriority project or delaying certain projects to favor amore important project's getting to market.

Feasibility Assessment

Before committing time and resources to any development, it may be necessary to establish the need for the project.
Sometimes, it's not feasible to commit the organization to even attempt the project because it smply duplicates
another effort or costs too much to gain a successful foothold in the marketplace. Additiondly, the technical feasibility
of the project may be unknown, and without performing a proper feasibility study of the technology, the project
would result in negative cost and schedule delays.

System Analysis

After the project islaunched, it becomes vitally important to establish client requirementsto start designing the
eventua system or product. At this stage, the project team should use techniques to fully understand what the project
should deliver.

Design/Development

On any project methodology, one of the key phasesis the design or devel opment phase. The phase representsthe
solution build. Key staff such as designers, architects, or engineers devel op a solution based on either partia or full
user requirements. This design will form the basic building blocks from which the project team will work.

Deployment/Execution

After the project has been built, tested, and proven to work as designed and specified, the project is ready for



ingdlation or rollout. It is during this phase that the product or system isfinally assembled and ingtalled. In addition to
samply implementing asystem, users must betrained.

Testing

This phaseindicates the formal testing of the solution. Testing can be done ether incrementally or at the end of a
development phaseif following awaterfall gpproach.

Quality Assurance

In the quaity assurance phase, the solution is vaidated and tested againgt the initial specifications of the project.

Training/Education

Before any system or project isfully deployed, users need to be identified and trained. This phase may involve
establishing the training requirements for the project and generating elther the necessary training courses or
documentation.

Rollout/I mplementation/Deployment

This phaseisthe ddivery of the solution within the client organization. The rollout takes effect when the sysemis
ready to beingalled ether in aseries of small increments or as afullblown deployment. During this phase, it iscrucid
to have an implementation plan and schedule to assist with the details of rolling out the project to the client.

M aintenance/Support/Operations

After the project has been findlized and the product launched, it is considered operationd or in production.
Therefore, the product must now be maintained. Many products need constant updates or changes. For example,
after anew software islaunched, it islikely that some updates will be needed. Therefore, the project needsto
address exactly how postproject changeswill be handled and executed. Consderations such as how incremental
changeswill be implemented must be resolved. On many other projects, fulfillment and restocking of vital spare parts
including the vendors support are crucid in making this project a success. (M ethodology support isdiscussed in
Chapter 6.) In this phase, the organization or client introduces operational support for the project once completed.
Tasks such as arranging help desk support, service level agreements, and monitoring and diagnostics are performed
inthis phase.



The lmportance of it Methodologies

As many industries use information technology and focus on the development of software, it is gppropriate to
describethe I T environment to explain why different methodol ogies are needed for different things. For example,
many construction companies that use the standard waterfall methodology are today using I'T methodologies such as
RAD to bring in their predictive and "heavy" schedules more quickly than before. And it gppearsto be working
successtully.

Withamost dl IT projectstoday, we typicaly encounter any one of the following scenariosin which we need to
adopt a development methodology. An IT project may condist of three coretiers.

1.

Graphics User Interface tier (front-end). Usudly done by visua devel opment languages using tools such as
Visud Studio.NET, Java

Application middletier. Usudly addressed by a business-centric methodol ogy.

Databasetier (back-end). Usually accessing one or many databases to retrieve data or information, using
tools such as SQL, Java, or object components.

The same development cannot be used for each tier. For example, you are tasked with an I T project in which you
have to use only the top layer the front-end then you need to consider your specific development options. They may
be application specific. The same applies for the other two tiers.



| dentifying Your Project Maturity

Many companies are very aware of the important role project management playsin their companies, but many are
somehow unable or unwilling to make atranstion to devel op their project philosophy to the next level. Companies
want to know exactly (1) how well they are currently doing and (2) where they would like to be on a project maturity
level. After dl, acompany ismore than just existing processes, policy, and procedures.

To usean anaogy, if you had to take alife-saving drug that was devel oped by a company certified at capability
maturity model (CMM) Leve 5, compared to acompany with only aCMM Leve 1 certification, you would go with
the company with the Level 5 certification. After dl, it gives you the sense of amature project-based organization,
which hasits act together. If project management isto take aleading role in acompany, it needsto be good in afew
areas, which follow:

| A project management philosophy isfirmly entrenched in the company.
Management has bought into project management as a core competency.
The company isfocused on making projects succeed.
The necessary project processes and infrastructure are established.
An effective reporting system is established.
The project methodol ogy and development methodologies are well documented.
Project gtaff is provided continuous training to update their skills.

Project information is communicated continuoudly.

Projects are monitored against performance.



Qudity and delivery excdlence are built into al projectsfrom day one.

Projects are routindy audited for compliance with company standards.

The Capability Maturity Model (CMM)

So what isthe buzz al about when it comesto CMM and why should we care? The Software Engineering Ingtitute's
(SEl CMM isnot actudly alife cycle methodology, but rather sets of strategiesfor improving the software process
on aprojects. Therefore, | have not included CMM in Chapter 3. Many companiesusing CMM arestuck ina
default waterfall methodology mentdity and have neglected the spird or iterative development methodologies. Thisis
not CMM'sfault a al, but project managers should understand that the waterfall approach is not dways the best
way to proceed. However, CMM has made advancesin covering aspects of iterative methodology projects,
athough this doesn't dways come across as being communicated to the project community. CMM tendsto
overemphasize ingpections, peer reviews, and enforces gtrict quality assurance (QA) adherence, forcing many
projectsinto paper and meeting "overload,” which isaso not good.

The primary objective for any company isto achievealLevel 3 CMM certification. Many companies are rated on
how well their processes and systems meet the best project standards. In other words, if it does the prescribed set of
foundation project activities, itisaLevd 2. If it then does a prescribed set of project activitiesasa"company,” itis
Leve 3, and so on. Essentidly designed by SEI to help organizations overcome their problems, the system provides
an effective and proven method for gradudly gaining control of and improving product devel opment processes, a
yardstick against which companies periodically measure their production process, and datawith which to prioritize
and manage improvement efforts. | have included CMM in thisbook because many people are convinced that itisa
variant of aproject methodology, which isuntrue. The areas of CMM are: (1) SW-CMM for software, (2)
SE-CMM for systems engineering, (3) IPD-CMM for integrated product development, (4) SA for software
acquisition, and (5) P-CMM for human resources.

Aningrument for ng acompany's current maturity level and project practicesis a software capability
evaluation (SCE), which determines whether a company "says what it does and doeswhat it says." Therefore, to
gauge acompany's actua performance, you need to perform an accurate assessment, which is not dways done;
instead, CMM is applied as both the devel opment and assessment standard. The RUP or 1SO 12207 standards are
other references.

Together, this set of strategiesis being integrated into what is now known as CMM Integration (CMMI). The CMMI
isamore activity-based gpproach, which integrates many of industry's modern best practices and discourages an
aignment with the waterfall mentdity. Hence, CMMI ismoreiterative in concept versusthe traditiond CMM
waterfall concept.

CMM describes both unique product devel opment practices and the common management practices that any
organization must perform. These practices are organized into five levels, each level describing increasing control and
management of the production environment, starting with ad-hoc performance and culminating in controlled,
sructured, continuous improvement. An evauation of the organization's practices against the modd, called an
assessment, determinesthe level, establishing where the organization stands and which management practicesthe
organization should focus on to see the highest return on investment.



SEl Fellow Watts S. Humphrey created CMM in 1987. CMM is more than 10 years old and has greetly influenced
the software industry by having us focus on the development and project process. However, technologica shiftsare
taking place that require development to be more proactive. Originaly funded by the U.S. Department of Defense,
CMM isused by more than 5,000 government and private companies in more than 42 countries. Large portions of
the Level 5 assessments that have been made are based in India. One of its primary goalsisto identify and reduce
errorsduring theinitia coding process and thereby reduce the amount of rework required from finding errors during
testing. The CMM is organized into five maturity levels:

Level 1: Initial. Thisdescribes acompany with animmature or undefined process. The software processis
characterized as ad hoc and, occasionally, even chaotic or unpredictable. Few processes are defined, and
success depends on individud effort and heroics.

Level 2: Repeatable. Project management structures and controls begin here. Basic project management
processes are established to track cost, schedule, and functionality. The necessary processdisciplineisin
placeto repesat earlier successes on projects with smilar applications. The key components of project
management at thisleve are: requirements management, software project planning, software project tracking
and oversight, software subcontract management, software quality assurance, and software configuration

management.

Level 3: Defined. The software process for both management and engineering activitiesis documented,
standardized, and integrated into a standard software process for the organization. All projectsuse an
approved, tailored verson of the organization's sandard software process for devel oping and maintaining
software. The key process areas at Level 3 address both project and organizationa issues. At thislevd, the
company establishes an infragtructure to indtitutiondize software engineering and management processes
acrossdl projects. Compliance with these standards for al projects and by all project managers and
development teamsis needed.

Level 4: Managed. Detailed measures of the software process and product quality are collected. Both the
software process and products are quantitatively understood, controlled, and evauated by an executive and
related staff. The key process areas at Leve 4 focus on establishing a quantitative understanding of both the
software process and the software work products being built. They are quantitative process management and
software qudity management. It isat thisleve that analysstools such as function point analysis and other
performance metrics are implemented.

Level 5: Optimized. Continuous process improvement is enabled by quantitative feedback from the process
and from piloting innovative ideas and technologies. The key processareas at Leve 5 cover the issuesthat
both the organization and the projects must address to implement continual, measurabl e software process
improvement defect prevention, technology change management, and process change management.

Getting your company to make an effort to move up the CMM ladder may not be easy. CMM focuses mainly on
activities and supporting documents associated with aconventional waterfal process, such as plans, specifications,
QA audits, ingpections, and forma documented processes and procedures. It's very documentation orientated, and



this drive to produce more documents can actually dow acompany down. However, this needs to be better
addressed by CMM.

Many companies Smply do not have the commitment, time, and resources to graduate beyond Level 1 or 2 onthe
CMM scae. So they stay there. The downsideisthat these companies eventudly |ose business, because nobody
wants to hire acompany who israted as "ad-hoc" Level 1 onthe CMM scae. There are even fewer companies
identified at Levels4 or 5. However, at theselevels, you will undoubtedly find that more reviews, inspections, and
mestings take place just to satisfy the CMM auditing and certification requirements.

In conclusion, ng your project management in your company and thereby gauging yoursalf againgt others
requires that you apply some form of metricsto your projects. CMM/ CMMI techniques are away to do this,
showing you know how your project management measures up to the rest of the industry. It'saclear way to
determineif "you're doing what you say you can do."



Using the Mind-M apping Concept

The one effective way to lay out the envisaged framework of a project methodology isto illustrate or mind map it on
paper firdt, thereby addressing dll areas of the organization. Figure 2.4 showsatypical mind-map framework. Y ou
can easlly gtart developing aframework in this manner. Look at the way we mentally organize our thoughts asthisis
very relevant to thinking about methodologies. If you cannot map out a process, it isfutile. However, the human brain
IS S0 sophisticated that the mind-mapping method guides the methodology devel opment process. Y our braininitidly
encounters biochemica or e ectromagnetic resistance aong its pathway, where thoughts are reduced. It'sliketrying
to clear apath through aforest. Thefirgt timeisastruggle, asyou haveto fight your way through the undergrowth.
The second time you travel that way, it iseasier because of the clearing you made on the first pass. Frequent
repetitive events make it easer for you. Likewise, creating mind maps and documenting them in crestive graphical
formats assst the human brain in receiving, holding, andyzing output, and control. What happensin your brain when
you want to design a project methodology? The answer is both smple and amazingly complex. Every thought or bit
of information entering the brain experiences and memory (template, code, word) can be represented as a central
sphere that radiates tens, hundreds, thousands, millions of hooks which represent associationsthat in turn have their
own links and connections. The number of associations you have can be thought of as your memory or database. As
you read these words, you can be assured that in your brain isan anaytical super computer that isfar superior to
many of the world's most advanced computers. The mind-mapping technique offers us the following approach:

It has acentral theme.
It has branches of themes, which radiate from this centra core.
These branches contain keywords and are connected.

Thistogether createsa"picture” of the solution or ideayou need.
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Figure 2.4: Mind-mapping methodol ogy.



A mind-mapping method can be extended easily to designing or conceptudizing any project methodology in
exigencein agraphica manner. From this, anything ispossible.



Referencesto Various M ethodologies

For additiond information on project management methodology, see Table 2.5.

Table 2.5: Reference points

Association

URL

Association for Project Management

Www.apm.org.uk

Macolm Badrige Modd

www.qudity.nis.gov

BS 5750 (British Standards I ngtitute)

www.bs.org.uk

EFQM (European Foundation for Quality Management) |www.efgm.org

SO 9002 (Internationa Standards Institute) WWW.iso.ch

ITIL (Information Technology Infrastructure Library) www.ccta.gov.uk/itil
PMBOK (Project Management Institute) WWW.pmi.or

PRINCE (Projectsin Controlled Environments)

www.ccta.gov.uk/prince

SSADM (Structured Systems Andysisand Design
Method)

www.cctagov.uk/bestpractice/ssadm



http://www.apm.org.uk
http://www.quality.nist.gov
http://www.bsi.org.uk
http://www.efqm.org
http://www.iso.ch
http://www.ccta.gov.uk/itil
http://www.pmi.org
http://www.ccta.gov.uk/prince
http://www.ccta.gov.uk/bestpractice/ssadm

Summary

In this chapter, we see that ageneric project methodology contains at least nine basic dements: roles, sKills, activities,
techniques, tools, teams, deliverables, standards, and quality measures. Different methodol ogies are, however,
needed depending on the project size (number of people being coordinated), the criticality of the systems being
created, and the priorities of the project. Thisal counts when deciding on the correct methodol ogy to use. Any
comparison of methodol ogies should include these dimensions, and their relationship to the needs of the project or
organization should be assessed.




Questions

(}
1. Ddinetheterm project life cycle. *
(}
2. Methodologies are the best wegpon in acompany's arsend if they want to avoid what? *
i
3. Lig fivereasonsthat projectsfail and state what possible solutions could prevent failure.
i
4. What doestheterm project strategy mean?Isit the same as a business strategy?
(}
5. What arethefivelevels of the capability maturity model? *
7

6. Lig threereasonswhy team members would didike methodologies?

Answers

1. Aproject life cycle isacollection of project phases. Project phases vary by project or industry, but some
generd phasesinclude (1) concept, (2) development, (3) implementation, and (4) support.

2. Methodologies provide companies the opportunity to avoid inconsistency and nonstandardization throughout the
organization when managing their projects.



3. Thefollowing typical failures occur on projects:

Incorrect or no choice of methodology. Solution: Assess what the correct methodology should be.

Poor estimation. Solution: Spend additiond time estimating the project with a cost accountant or
estimating tool.

Poor planning. Solution: Use planning techniques and templates with the project team.

No change control. Solution: Implement a change control process on the project with regular checks
and assessments for each change.

Poor implementation. Solution: Consider the type and scae of implementation that is required.

4. Project strategy is specific and focused on the project to be executed and deployed; it is based on aspecific
set of objectives and project scope. Without a project strategy, it is unlikely that the project would be planned
very well. A business strategy is more comprehensive from an organizationa perspective, which focuseson
embracing I'T, marketing, sales, manufacturing, and HR and the ability to forge ahead of its competitors.

|

Thefivelevesof the capability maturity mode areinitia, repesatable, defined, managed, and optimized.

|

Team members didike for methodologies are: (1) Methodologies are awaste of time; (2) They don't represent
what redlly happens on aproject; and (3) They don't reflect the actua detail technica requirements for executing
the project.



Chapter 3. Project Management
Frameworks

Overview

Sometimes you are faced with a project that could cost asmall fortune from hundreds of thousands of dollarsto a
few million dollars. As project manager, you are charged with delivering the project within cost, specification, and
schedule. Thisis often the opening line for many project managers today. Without an effective project framework in
place, it will not matter what you do projects will undoubtedly be more complicated and troublesome. In this chapter,
| provide afew project methodologies or frameworks used today acrossindustry, aswell as the components that
make up these project methodol ogies. Sometimes, one methodol ogy framework is not the most appropriate to use
you may need to adapt to some other methodology.

Vinod Khoda (April 2001) in"GigaTrends," Wired magazine, states. "Most of our predictions are based on very
linear thinking. That'swhy they will most likely bewrong!”

In fact, the very success of the company could depend on the successful outcome of projects, so it becomes essential
that you minimize as much risk as possible and gpproach projectsin such away that it dmost guarantees success.

But how do we do this? One technique uses a tried and tested project methodology, which coversal possible areas
when aproject sarts. By employing the appropriate methodology, project managers are likely to deliver the solutions
their clientswant. | introduce and clarify two types of methodologies. Although they go hand-in-hand, thereisa
difference.

Project management methodol ogies (thislaysthe high-level project framework).

Development methodol ogies (this provides the detail on system design and devel opment).

Itislikely that you will encounter a project that consists of both a project methodology and a development
methodology. Y ou have the shell dealing with the project approach, competencies, and so on and then the content of
the shell which ded s with the specific devel opment approach. Y ou can see more about development methodol ogies
in Chapter 4 of this book. We concentrate on purely project methodologiesin this chapter.

Some people would like to challenge my contention that many project managers often live alie, perhaps by force,
when it comes to adhering to a methodology. This normally happens when aproject manager is assigned a project
aready haf completed; he or she smply follows hisor her best guess and proceeds from there often ignoring key



issues and stepsthat make atruly great project. He or she continuesto plan, predict, and deliver as best as possible,
working the best way he or she knows. It appears that many project managers do not want to create the wrong
perception on their projects. As soon asthe project Sarts, project managers jump in, build the solution one way, and
when they encounter trouble, pretend to build it another way, flying by the seet of their pants. Thelesson hereisthat
rigid methodologies are often far too constraining and fal short in delivering a project into production. When we
review many projectsthat have failed, we see that overhead is often created to prove that the methodology ison
track.

When gtarting a project, many project managers gather as much documentation pertaining to the project asthey can.
They start creating elaborate project Gantt schedules, using sophisticated software tools, extending it to Pert charts,
critical path networks, believing that by following afew smple techniques and atrick here and there, the project will
gart magicaly taking shape. However, being smart in afew project techniques and being flashy are not synonymous
with great results. What's forgotten here is adhering to the methodology, as well asto the development model. Y ou
don't havetorigidly follow the project process step-by-step; you can tailor the framework at any stage for each
project or solution.

Figure 3.1 showsatypica flow of common problemsidentified on a project, the causes of the problems, and the
solution. Look at the problem "over schedule." We seethat it is caused by the waterfal methodology being used
(e.g., takestoo long). The solution isto use an iterative approach, as discussed in more detall in Chapter 4.
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Figure 3.1: Assessing project management frameworks.



Selecting Your Methodology

Every company currently without a project management framework needsto identify, select, tailor, or build one
before managing a project. Some structure is necessary. If management wants their company to be successful ina
project-based world, they should start moving. They should think about the following objectives before deciding on a
project management methodol ogy:

The overdl company strategy how competitive are we as a company?
The size of the project team and/or scope to be managed.

The priority of the project.

How critical the project isto the company.

How flexible the methodology and its components are.
Best Project Methodology Practices

To ensure aproject's success throughout the entire methodology, project managers and project office managers
should adhere to the following recommended best practices when sdecting, building, or tailoring a project

management methodol ogy:
Use standard-proven processes and techniques.

Draw on best industry practices and trends.

Use best practices to reduce common pitfalls.



Look at implementation time and cost reduction.

Minimize excess templates and administration.

Conault industry leaders and subject matter experts (SMES).

Acknowledge the best path for project implementation.

Recognize what should and should not be implemented.

Thefollowing summarizesfour key principlesin methodology design that should be reinforced:

1.

Uselarger methodologiesfor larger teams.

Use denser methodologies for more critica projects.

Weight iscodlly.

Interactive, face-to-face communication is most effective.



Methodology Utilization

When using any project framework methodology, ensure that it doesn't become bureaucratic and so adminigtrativein
detail that it actudly stifles any sense of crestivity or overrides common sense. For example, you have a project that
must be completed within four months. Y ou have to design and deploy anew product. As project manager, you
understand that you cannot spend al your time cresting € aborate documentation and hold meetingsto create new
processes. Timeisagang you; therefore, it would be wise to first adopt the correct methodology. Devel oping the
organization's project management framework is one of the core foundations of any businessto ensure project
success. Thisframework should include:

A total project management approach from start to finish.
The key phases that the company would possibly use.
Inclusion of quaity gates or checkpoints during each phase.
Necessary review points between each phase.
Preproject and postproject phases (e.g., sales, operations).
Project templates.
Project processes per phase (i.e., change control, risk).
Using a proven project framework based on industry best practices and tailoring that approach to fit your

organi zation's culture and practices are the keysto success. In the following section of this chapter, we review
different types of methodology frameworks used by industry today.



Rational Unified Process (RUP) Project
Framework

The Rational Unified Process, or more affectionately referred to as RUP, isa customizable project methodology
framework aimed primarily at software development. It is a complete software devel opment process framework that
comes with several out-of-the-box examples. Processes derived from RUP vary from lightweight which addressthe
needs of small projectsto more complex heavyweight projects. To date, projects of dl sizes have successfully used
RUP.

This methodology enhances team productivity and delivers software best practicesto the project team through a set
of components, which in turn consist of guiddlines, templates, and best practices from thousands of devel opment
projects. From large-scale enterprise to agile projects, RUP allows organizations to devel op projects more rapidly
and ddliver quaity even when using this process. Table 3.1 and Figure 3.2 show key areas that make up RUP.

Table 3.1: The components of the RUP framework

4 phases

8 iterations (minimum)

9 workflows

57 activities

270 activity steps (gpproximately)

114 artifacts

38 roles (up to 38 people)
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Figure 3.2: RUP project management process. Source: Life Cycles of the Rationa Unified Process. Reprinted with
permisson.

RUP isnot merely aprocess. It isva uable because it embodies many of the best project management practices
available today, thereby making it aflexible framework to which project managers can apply their solutions. In other
words, you could consider RUP to be aroad map for project managers, anaysts, testers, and so on. Thisallows
resources to use a common project management terminology and acomponent "kit" on how to manage projects. If
you dready know project management, RUP merely becomes a checklist. However, if you are new to project
management, RUP gives you a nice overview. Companies such as Wedls Fargo and Merrill Lynch and numerous
others have used RUP successfully (see Figure 3.3).

Requirements
Business Analysis & Design
Modeling -
Planning Config. & Change -
o it bt mplementatiol
Management F
Iniha
Flanning Erviranm et
: eployment
Evaluation

Figure 3.3: RUP cycle. Source: Life Cyclesof the Rationa Unified Process. Reprinted with permisson.

The preferred gpproach to usng RUPisto first determine what is missing from the organization's project
management environment. After this assessment has been completed, decide how much change the organization can
handle. For example, if acompany's biggest problem is requirements gathering, RUP offers this process. When this
company starts using RUP, you can reassess how successtul their requirements-gathering process has worked. Over
time, a RUP-based project goes through four distinct phases: inception, elaboration, congtruction, and trangtion.
Each phase contains one or more iterations. In each iteration, efforts are expended in various amounts to each of
severd disciplines (or workflows) such as requirements, andysis and design, testing, and configuration managemen.
The key advantage of RUP is reduction of risks (see Figure 3.4).
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Business Modeling
Requirements
Analysis & Design

Implementation
Test
Deployment

Configuraten
& Change Mgmit
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Environmaent
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Figure 3.4: RUP life-cycle phases comparison. Source: Life Cycles of the Rationa Unified Process. Reprinted with
permission.

Virtualy any company can use and customize RUP to suit the needs of its projects. Thisimpliesthat RUP is as heavy
or light as the project wantsto go. The implementation of RUP could take from afew weeksto afew years,
depending on how much processisrequired. Above dl, use common sense when implementing RUP, as no mgjor
tools and techniques are needed. In the future, many companies will use RUP as a project management framework,
whereby they can "hang'" their best practices. RUP dso providesinformation to help in using other Rationa toolsfor
better software development, but does not require the Rational toolset for effective gpplication to an organization. It,
therefore, allows you to tailor the processif none of the "out-of-the-box™ road maps suit your organization or project.
RUP emphasi zes the adoption of certain best practices of modern software development as away to reduce the risk
inherent in developing new software. These best practices are:

Developiteratively.

Manage requirements.

Use component-based architectures.

Modd visudly.

Continuoudy verify qudity.

Control change.
[« rrevious e |



PRINCEZ2 Project Framework

PRINCEZ2 isan acronym for Projectsin Controlled Environments (second version) and is now the United Kingdom's
defacto standard for I T project management. The Centra Computing and Telecommunications Agency (CCTA)
originaly developed this structured project management methodol ogy, which now forms part of the Office of
Government Commerce (OCG) agovernment agency for the development and implementation of IT projects. In
fact, this methodology is now so popular that many companies hire only PRINCE2-certified project managers. More
and more companies are moving toward adopting this astheir standard project approach. Companies such as British
Rail, Nat West, Hitachi, BT, London Underground, and Roya Mail, among many others, benefit from using
PRINCE2. Some of the many features of this methodology are:

A defined project management structure.

Hexible decison-making points.

A system of plansfor resources and technical issues.
A set of control procedures.

A focus on products ddliverablesto the client.

A focus on project ddliverables throughout the project.

This methodology can readily be applied to non-IT projects aswell; therefore, even the construction industry can use
this methodology. It is a project management methodol ogy specificaly designed to be generic and independent of any
particular project type and complexity. This makes PRINCE2 methodology even more interesting to consider. Itis
nonproprietary, easy to use, and, with some basic training, an excdllent approach. Smilar to the Dynamic Systems
Development Methodology (DSDM) described in Chapter 4, itsuseis dramaticaly on theincrease in both the public
and private sectors. A feature in PRINCE2 not seen in other methodologies is the concept of assuring progress
from three separate but linked perspectives. Most organizations that adopt PRINCE2 chooseit primarily for itswide
gpplicability and use the piecesthat actualy "work for them.”

Figure 3.5 showsthat PRINCEZ is a process-orientated approach for project management. Each process hasits
inputs and outputs with associated project tasks and activities to be carried out. The methodology shows usthat a
project is decomposed in manageable phases, alowing efficient command and control. For example, look at project
planning. Thisphaseis mainly interested in focusing on results rather than planning when the activitieswill be done.



PRINCE2 islargely driven by its business case (see templates), which describes the businessjudtification, rationale,
and motivation for the project. The same appliesto al phases shown in the figure. Integrating this methodology into a
company's existing culture and processes may require the insight and assessment by certified PRINCEZ2 project
managers, who are knowledgeabl e of this methodology.
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Figure 3.5: PRINCE2 lifecycle.

On the upper tier of theillustration, note that the project(s) may report to a corporate program management function.
Start at "Directing aProject,” which runs from the start-up of the project until the close. This processisaimed at the
project board, who manages by exception, monitors viareports, and controls through a number of decision points.

PRINCEZ2 Phases

The key processes of the project board are these four main aress:
1.

Initiating (Starting the project on theright foot).

Stage boundaries (commitment of more resources after checking results reached).

Ad hoc direction (monitoring progress, providing advice and guidance, and reacting to exception Situations).

Project closure (confirming the project outcome and controlled close).

This process does not cover the day-to-day activities of the project manager. In the middletier, we find the phases,
which are equaly important to any project manager wishing to adhere to this methodology. The phases are:

Sarting up a project. Thefirst processin PRINCEZ is a preproject process, designed to ensure that the



prerequisitesfor initiating the project are in place. The process expects the existence of a project mandate,
which definesin high-level termsthe reason for the project and what outcomeis sought. Start-up of a project
should be very short and should include the following:

(0]

Ensuring that the information required for the project team isavailable.

Designing and appointing the project team.

Credting theinitiation stage plan.

Agreaing whether there is sufficient justification to proceed with the project.

Establishing a stable management basis on which to proceed.

Documenting and confirming that an acceptable business case exists for the project.

Ensuring aform and accepted foundation to the project before starting work.

Agreeing to the commitment of resourcesfor the first phase of the project.

Providing the basdline for the decis on-making processes required during the project'slife.

Ensuring that the investment of time and effort required by the project is made wisdly, taking in account
therisksto the project.

Managing stage boundaries. This process providesthe project board with key decision points on whether
to continue with the project. The objectives of this process areto:

0

Assurethe project board that al deliverables planned in the current stage have been completed as
defined.



Provide the information needed for the project board to assess the continuing viability of the project.

Provide the project board with information needed to approve the current phase's completion and
authorize the start of the next phase.

Record any measurements or lessons that can help later phases of the project(s).

Controlling a stage. This process describes the monitoring and control activities of the project manager
involved in ensuring that a phase stay's on course and reacts to unexpected events. The process formsthe
core of the project manager's effort on the project and handles the day-to-day project management tasks
and activities. Throughout each phase, thereisacycle consasting of:

(0]

Authorizing work to be done.

Gathering progress status on work.

Watching for changes.

Reviewing the Stuation.

Reporting.

Implementing the necessary corrective action.

Managing product delivery. The aim of this processisto ensure that planned products are created and
delivered, by:

(0]

Making sure that work on products alocated to the team is effectively authorized and agreed on.



Ensuring that the work conformsto the requirements of interfaces identified in the work package.

Ensuring thework isdone.

Assessing work progress and forecasts regularly.

Obtaining approval for the completed products.

Closing a project. Theam of this processisto execute acontrolled close to the project. The process
coversthe project manager's work to wrap up the project either at itsend or at premature closure. Most of
thework isto prepare theinput for the project board so that they may sign off the project. The objectivesfor
thisphase are:

0

Checking the extent to which the objectives set out in the project initiation document have been met.

Confirming the extent of the fulfillment of the project initiation document and the client's satisfaction with
the ddliverables.

Obtaining forma acceptance of the ddliverables.

Ensuring to what extent all expected products have been handed over and accepted by the client.

Confirming that mai ntenance and operation arrangements are in place (where appropriate).

Making any recommendations for follow-up actions.

Capturing the lessons |earned from the project and completing alessons learned document.

Preparing the end project report.



Notifying the host organization of the intent to disband the project resources.

On the lowest tier, we find the planning process. It isimportant because it considers key project processes, which are:

Planning aninitiation phase.

Panning aproject.

Planning aphase.

Producing an exception plan.

Overdl, PRINCEZ2 provesto be asensble and practical project methodology. The best featureisthat no licenseis

required for using this methodol ogy, except one obtaining the required documentation. Additiondly, it is not

necessary to purchase special project management tools, as PRINCE2 alows use of any project management tool to
manage projects. Project managers who are familiar with PRINCE2 are able to:

Establish terms of reference as a prerequisite to the start of the project.

Use adefined structure for delegation, authority, and communication.

Divide the project into managesable stages for more accurate planning.

Ensure resource commitment from management is part of any approva to proceed.

Provide regular but brief management reports.

K egp meetings with management and stakeholders to a minimum but schedule them at vital pointsin the
project.



Required PRINCE2 Artifacts

There are essentiad artifacts required by atypica PRINCE2 project. First, the business case artifact used by
PRINCEZ2 isareasoning or judtification of the project. After all, asmentioned in Chapter 1, companies must focus on
pursuing only those key strategic projects that produce innovative products and services. Together with this, project
managers must ensurethat dl project risks be identified in the business case.

The business case should be routingly updated to reflect any change to the project, should new risks be identified. It
Istrue that much timeis spent on the business case, but this ensures proper planning and coordination. Therefore, the
business case gives a clear picture of what isto be ddivered. At the start of a project, the product specification is
drawn up, which reducesthe risk of ddivering the wrong product. Although the PRINCE2 methodol ogy does not
directly dedl with socia or "soft" management skills, such as negotiations, presentation techniques, coaching, or
leadership, it is necessary for a project manager to possess these skillsto be successful.

If your company plansto implement PRINCEZ2, you would mogt likely start by training your key staff on the best
practices and detail on the methodology and then provide overview training to those who would need to be aware of
the methodology. Advantages and disadvantages of using PRINCEZ are discussed in the following sections.

Advantages of PRINCE2

The method isindependent of the gpplication domain such as1 T software development, marketing, building
and congtruction, and change management. Domain-specific methods such as DSDM, product devel opment
methods, or domain-specific standards can be applied in the PRINCEZ2 teams. Thisway, the method is
generically applicable to any project. PRINCEZ provides alayer over the disciplinesthat are needed in the
project becauseit definesaflexible "project language” that suits multidiscipline project teams. Therefore, the
method bridges the gap between IT and business, for instance.

The method isin the public domain, and services (training, consultancy, and tools) can be obtained from
severd independent suppliers.

The method has active user groupsin the United Kingdom and the Netherlands.

The method is gpplicable to small and large mega-projects.

The method focuses on project resultsin terms of the standard time, cost, quality, and functiondity
parameters but al so has a strong focus on business case and the benefits the project results deliver.



The method integrates change management that control s the changing environment.

The method uses management by objectives and management by exception approaches.

Disadvantages of PRINCE2

It isamethod and not a cure for any project. People who use PRINCE2 should continue to think.

Some people apply and interpret the methodology in arigid way and do not tailor it to the project at hand.
Huge bureaucracies might be constructed if al checklists are used in apaper format and not adapted to the
project.

Human factor or soft issues are not within the scope of the methodology and are desperately needed for
project success.



System Development Life Cycle (SDLC)

M ethodology

Many projectsfollow the classic waterfal approach, and it isfairly straightforward to conceptudize. No rocket
science is needed here. Y ou smply have to focus on the logica progression of what needs to happen on the project.
The SDLC isin essence awaterfall methodology. Successful companies such as Johnson & Johnson, Novartis,
Adventis, American Express, and Nokia use and adhere to an SDLC approach. Table 3.2 describesthe basic
methodology phases available for aproject.

Table 3.2: Smple approach

Phases Phase Description Critical Plans

Discovery Researches and refines organizationd  |Strategy/roadmap
objectivesfor the project.

Design Providesthe design and solutionto  |Blueprint design
the organization.

Condruction Congructsthe product againstthe  |Project plan
design blueprint.

Implementation Implementsthetested solutioninto | Test/deployment
the organization.

Follow-up Ensuresthat solutionisrolled out Maintenance
smoothly and irons out issues.

The project manager should pursue the options and choices of which project methodology to use, depending on the
engagement. Tables 3.3 and 3.4 reflect Smilar methodol ogies available to project managers when working with a
client and deciding which approach to adopt.

Table 3.3: Complex approach

Phases

Phase Description

Critical Plans

Ddfinition

| dentifies the project team and lists
assumptions.

Project schedule




Datacollection Collectsdatafor theintended Andydsforms
solution.

Develop modd Develops a conceptua mode of the | Specification
solution.

Verification and vdidetion Confirmsthat solution performsas  |Vdidation plan
required and compared to dl
measurable results.

Optimization Ensuresthat the solution meets Optimization plan
predefined success criteria

Ddivery Ddiversthe solution to the client. Deployment plan

Table 3.4: Generic approach
Phases Phase Description Critical Plans

Needsandysis Determine exact client requirements.  |URS, Business case

Project concept Establish business objectives and Project definition
deliverablesfrom the client.

Project design Start designing the solution for the Specifications
client.

Traning Providetraining to usersintheclient  |Traningplan
organization.

Project ddivery Implement the project per the Deployment plan
identified project schedule.

Project support Address all support-related aspects | Support plan
of the project.

For numerous SDL C-type projectstoday, the trend and style of these methodol ogies frequently involve completing
one phase after the next. Many are monolithic in nature; they are time consuming and some methodologists are calling
these formal giants the dinosaurs of project methodologies. SDLC methodologies at |east provide aframework for



completing projects, but it's not that these methodol ogies follow the often-quoted maxim "Y e shdl release early and
release often”; rather, they rely on "Y e shall wait till each phaseis complete before releasing resources for the next.”
In today's complex digital world, where faster is better, project managers struggle to complete projects where
complex, unknown technologies are being used. Clients do want to see results much earlier than before. They ingst
that you follow a project approach, but they want to see results much more quickly and want deliverablesto be
ddivered sooner. My adviceisto go through the various approaches mentioned here and select one that is best
suited for your needs, and tailor it accordingly. In addition, refer to Chapter 4 of thisbook to start ajourney into
methodologies (see Figure 3.6).

Figure 3.6: Complex life-cycle methodology.

Approach

Needs analysis. This phaseisused to determine the specific client requirements for the proposed solution.
The needs andyssaidsin identifying the exact business and functiona requirements.

Project concept. The project concept establishes the busi ness objectives and assumptions, risks, and
ddiverablesinto a project concept, which is usualy documented and presented to the client for acceptance.

Project design. This phase dlowsthe project design or development team to begin creating or formulating
the design for the solution.

Project training. Thetraining phaseisan important part of this methodology because it includestraining as
part of the project. It assumesthat training for the user is necessary.

Project delivery. Theimplementation of the project occurs after training has taken place. This phase ensures
that the project isddivered at the relevant location(s) within schedule.

Project support. This phase of the project ensures that the necessary support for the solution has been
coordinated and managed. Tasks such as support level agreements (SLAS), escalation processes, and



contact lists are performed.



Solutions-Based Project M ethodology

Solutions methodol ogies offer consulting companies the opportunity not only away to work with clientsbut dso a
sructured manner in which to ddliver projects. They form the standard approach to doing the work. As each solution
isdifferent from the rest, it becomesimportant to adhere to a consistent manner in which projects are managed and
executed.

Ray Lane of Kleiner Perkins Caufield & Byers Sates:

E-businessis about rebuilding the organization from the ground up. Most companies today are not built to exploit the
Internet, their business processes, their methodol ogies, their hierarchies, the number of people they employ ... dl of
that iswrong for running an e-business! (p. 1)

There are numerous e-commerce project and devel opment methodol ogies available today. They vary largely because
of their architectures, technology, and target dates. At aminimum, e-solutions methodol ogies should consst of the
following phases.

| Objectives.
Strategy.
Desgn.
Content.
Development.

QA.

Tedt.



Launch.

Maintenance.

Creating a Basic Methodology

If you are new to methodol ogies, you should start with asmplistic approach for your project. Thefirst stepistolista
few key phasesyou think suit your type of business. In the following example, we start building a methodology.
Assumeyou have asmall project team in your company and that your aimisto avoid any lengthy documentation or
additional stepsthat will impede project delivery. Y ou can dways start elaborating as your project starts gaining
momentum. For the purpose of the example, | have randomly selected three basic phases of our methodol ogy:

1.

Explore. Here you need to ensure that the focus remains on compl eting the business requirementsfor the
upcoming solution. Thisincludes obtaining project information, meeting with your client, and creeting alist of
assumptions and a project brief or business case. Y ou should drill down into some level of analysisand
determine what the project scopeisor isnot.

Develop. During thiskey step, start creating at least the project plan, together with any technica
specifications you need to build your product. This may include case diagrams and flowcharts. Additiondly,
during this phase, the role of the deployment plan is highlighted.

Execute. During the execution phase, the physica solution is developed and tested to the point where the
solutioniisrolled out to the client.

With the main phases documented, we need to identify the minimum artifacts or project templates needed. Table 3.5
showsthat we need at least a business case document during the "explore" phase. After you have the templates
defined and in place, assess which processes you need to support this methodology. Assume that your company or
project will be purchasing considerable hardware and services from different vendors. In this case, you need to
ensure that you have a procurement and financia processin place to make things easier. If these basic processes are
not in place, itislikely that you will be spending more time doing administrative work than managing your project.

Table 3.5: Solutions-based modd's

Basic Phases Phase Description Basic Artifacts Needed

Explore Examinethe ddiverablesneeded, as  |Businesscase
well asresources.

Deveop Deveop solution againgt specification. | Technica specification




Execute Implement the solution. Deployment plan

After the processes have been identified and established, run asimulation or demo to see that everything worksthe
waly that you designed it to work. Tweak the methodology by ether adding or deleting piecesto the methodology. If
your company or project issmall, you want to be flexible and able to communicate to fellow team membersin an
efficient manner without any complexity. Many companies make the fata mistake of having reams of documentation
do the communicating between partiesinstead of face-to-face communications. But our exampleisfine. We have
kept the methodol ogy to aminimum set of templates and processes, and we have our project team Sitting together in
acomfortable and relaxing work environment.

Asour team or project becomes larger, it will require additiona coordination and, regrettably, dightly more
documentation. In addition, depending on the technology, we want ahighly dynamic project environment that can
create this solution quickly (e.g., we want to create anationa database that collects and interpretsintelligence data
from multiple government agencies).



Creating Hybrid M ethodologies

There are circumstancesin which it may be necessary or appropriate to combine two methodologiesto create one
perfect tailored methodology. Sometimes, it is more feasible to dynamicaly build amethodology from other
methodologies. Y ou may find yoursdf starting out using awaterfall methodology, then during thelife cycle of the
project (i.e., development), you redlize that usng aRAD methodology may be more appropriate. Remember that
each methodol ogy offersits own set of strengths and weaknesses from amethodologist's perspective. In the Air
Force, to keep misson-critica arcraft serviceable, the"one-from-two" principle is sometimes employed two
unserviceable aircraft are stripped down and critica parts are used to build one fully functiond aircraft tailored for a
specific use. Thisisthe concept of the hybrid approach.

For any project manager, this option should remain open, but with sudden change comesrisk. Points of safe cutover
from one approach to the other must be clearly defined, and the project manager should assess the impacts on
schedule, cost, and resources. There areissues with the user involvement in the different streams of development,
project management issues including possibly different gpproaches to change requestsin the two approaches, and
organization management issues. Thisis permitted, provided the project management framework in the company can
support various devel opment methodol ogies (see Figure 3.7).
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Figure 3.7: Selection process for project and development methodol ogies.



Summary

Some of the project methodology steps you use will be collapsed or expanded, depending on the project (i.e., more
process or |ess process). Some super projects require so much definition and business detail that they require much
more use of templates and supportive processes, while shorter projects are smple and to the point, not requiring as
much definition and use of templates, and could be finished in weeks. Y ou must learn to adapt. By default or design,
al project methodol ogies adhere to asimilar universaized project management discipline. However, the methods and
tools differ, asfollows

Regardless of the size or scope of the project, you need to apply a consistent project methodol ogy to ensure
the highest standards of excellence.

Accountability throughout al stages of the project is essentid. At key project milestones, the project manager
presentsits progress for client review and gpprova. Consistent review maximizes project efficiency and
ensures customer satisfaction.

Miyamoto Musashi (2000) dates:

Y ou should not have any particular fondnessfor a particular weapon, or anything else for that matter.

Figure 3.8 isaclear-cut example of adocumented project management methodology. It shows three distinct phases
to follow, with alisting of key project documentsto use for each phase.
D Gt et

Figure 3.8: Smple methodology design.



L essons L ear ned

Don't underestimate the time it takes to devel op and maintain consensus and commitment to the new project
management methodology and the changesit involves. It takestime to adjust to the approach.

When ng acompany requiring anew project methodology, identify the bottlenecks and concerns of
users.

Build an efficient "open” communication system into your methodology. Without it, you are proneto
difficulties and stronger coordination.

Do not mistake methodologies for tools. The deployment of new toolsfor project management might lead to
thewrong belief that a database could substitute for sound project management practices.

Beware of being too definitive with the new system. Some learning of the best way to use the system should
be alowed, because al new opportunities cannot be predicted in advance, and users should have an
opportunity to learn and establish good habits. Some of the project managers have useful skills and good
practices, which should not belost in the new system.

Recognize that people who have dready bought in to the new system may opt out when they redizeits
impact on their existing working practices. The new system resultsin changesin practice, roles, and
respongbilities, aswel asin changesto job boundaries. Asthe impact of changesis gradually appreciated by
those affected, the willingness to cooperate is Sgnificantly increased if the project manager handlesthe
changes with tact and sengtivity.

When designing a methodol ogy, try to reduce the amount of complexity and administration.

Be sureto explain vaguely expressed concerns. A new project management methodology must be backed up
by, and integrated with, training in the necessary project management areas and clear messages about its
sgnificancefor the business.

Demongtrate tangible results quickly to show people how the new methodology and toolswill help them to
ddiver projects more efficiently.



10.

Understand your client'sindustry when sdlecting or designing a project management framework.
11.

Set your client's expectations correctly ensure you ddliver what they need.
12.

Technologies change; therefore, ensure that methodol ogies are maintained.



Questions

1. Name five objectives when selecting an enterprisewide project management methodol ogy.

2. What isthe difference between a project methodol ogy and a devel opment methodol ogy?

3. If you evaluate your project with the client and he or she states that the project took too long, do you
think that a standard waterfall approach was a probable cause? Discuss.

4. Namefive best practicesfor selecting or deploying project methodologies.

5. Discusstherationaethat one methodology doesnot fit al projects.

6. IsPRINCE2 suitable for non-IT projects?

7. What doesthe term project strategy mean?|sit the same as a business strategy?

Answvers
1. Objectiveswhen selecting an enterprisawide project management methodology include:
| Overdl company strategy how competitive are we as acompany?
Size of the project team and/or scope to be managed.
Priority of the project.

How critical isthis project to our company?

How flexible isthe methodology and its components?

2

2



2. A project methodology isthe entire structure used to support a project. It consists of templates and processes
and isthe generic standard for al projects used in acompany. A development methodol ogy is specific to the
technology and ismoretechnica in nature.

3. Today, many methodologiststhink the waterfall methodology isthe dinosaur of al methodologies. The waterfal
methodology could be a probable cause for a project's running over schedule. Possibly aRAD or iterative
approach would deliver results sooner.

4. Fivebest practicesfor selecting or deploying project methodologies are:

Use standard-proven processes and techniques.

Draw on best industry practices and trends.

Use standard best practices to reduce everyday project problems.

Look at implementation time and cost reduction.

Minimize templates and adminigtration.

5. Thereisnot one universal methodology that will suit al projects. Depending on the type, complexity, and
completion date of the project, it may be necessary to assess the type of methodology needed.

6. Yes, PRINCE2 can be used for non-IT projects.

7. Project strategy is specific and focused on the project to be executed and deployed; it is based on a specific
set of objectives and project scope. Without a project strategy, it isunlikely that the project would be planned
very wdl. A business strategy is more comprehensive from an organizationa perspective, which focuseson
embracing I T, marketing, sales, manufacturing, and HR and the ability to forge ahead of its competitors.
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Chapter 4. Development
M ethodology Selection and
Utilization

Using Development M ethodologies

In this chapter, we explore various devel opment methodol ogies used on projects either done or in conjunction with a
bigger project framework. Most project work can be a chaotic activity, often characterized by the phrase "fighting
fires" The project is often sarted without much of an underlying plan, and the designs are often changed because of
technology or error. Sometimes the project is smply cobbled together from multiple quick-paced decisons. Thiscan
be effectiveif the project is smal, but asthe project growsto be amedium- or super-sized project, it becomes
increasingly difficult to add festures to the system. The project manager's coordination skills are tested to the fullest
extent asthe project getslarger. Furthermore, mistakes become increasingly prevalent and difficult tofix (i.e., change
control, issuelogs). For example, building a space vessel begins with a blueprint based on numerous aeronautical and
mathematical calculations, including materid specifications, variables, and tolerances. Any change to this blueprint,
which must befollowed at al times, can kill the project because changes are costly and schedules can be horribly
affected. The tools and materids that were manufactured specificaly for the space vessdl project are very expensive
and should not change during the construction phase. On such aproject, everything needs to be predictable.

Alternatively, when welook at developing software, we see something very different. We obvioudly try to build new
software solutions usualy with new technologies therefore, the associated risks are very high. In comparison to
building space vessdls, developing software is not the same. Oneis predictable and the other is not. In this chapter,
we look at predictable methodologies, then at nonpredictable ones.



How Many Development M ethodologies are There?

There are no one-size-fits-al development methodologies. Some companies have their own unique customized
methodol ogy for developing products or services; others smply use sandard commercid off-the-shelf

methodol ogies. With the incorrect methodol ogy, discovering, designing, building, testing, and deploying projects can
be chaotic. At least 20 different methodol ogies are competing to be the best methodology, and thislist of

methodol ogies kegps on growing (see Figure 4.1).
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Figure 4.1: Assessing project development methodol ogies.

The project methodology that is chosen represents merely the framework for the real work to be done and indicates
where cregtivity isneeded. Many times, project managers Smply select the available methodol ogy and continueto
develop their projects with that same methodol ogy. When unpredictable results occur on aproject, they raiseissues
and risks and try to manage reactively. Project managers often lack the controls to measure and respond to the
unpredictable. Therefore, they must first determine that the methodology isthe correct one.

Many project managersfind it difficult to give up control as provided in traditiona development. Thereisno
guarantee that the team will deliver if you just follow a chosen methodology. Clients seldom complete requirement
specifications because their requirements are constantly changing. The most logica solution isto Smply evolvethe
product as the client's needs change along the project development process. This shows the need for amethodology
more flexible than aforma waterfal gpproach. In fact, the trend is shifting to the more iterative or incrementd style of
methodologies.

Most project devel opments are wrongly approached with the assumption that the methodology used iswell
understood, and the project can be easily planned and estimated. When a project beginsto fail, the devel opment
processisimmediately provided with more resources and attention to get it back on track. Thus, cost and schedule
overruns start occurring. These step-by-step approaches do not work because they do not cope with human and
technical unpredictability. Rigid processes are often too constraining and fal short of delivering aproject to
operations or production.

| nfluence of New Product Development

In today's progressive marketplace, every moment counts. Companies developing new products, whether new
bridge congtruction or awireless mobile device, usualy do so concurrently with existing product devel opments, often
competing for amilar resources and delivery dates. These projects must be devel oped in a synchronized approach
with some differentiator toward the devel opment of new stellar products. Hence, acompetitive project methodol ogy



is needed that can show value and reflect the corporate strategy goas and objectives. The project team, armed with
the right toals, techniques, and methodol ogy, can keep the client involved and improve the bottom line. The
methodology can be adjusted to fit the solution. The Standish Group's landmark 2000 report, "Chaosin the New
Millennium,” reports that outright project failures declined from 40 percent to 23 percent during the past five years
but challenged projects swelled from 33 percent to 49 percent in the same period. Reasons listed included cost
overruns and projects with lower functionaity than promised. The correct choice of methodology plays an important
part in devating the rate of fallures (see Figure 4.2).
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Figure 4.2: New product development process.

Requirementsfor Selecting a M ethodology

Table4.1 illustrates essentia decisions a project manager must make when selecting a methodol ogy:

Budget. Budgets play abig rolein any project, and the type of methodology to be used iskey. For example,
you have been given amandate to develop a product within eight months. Y our sponsor says, "Money isno
problem; we need this product by the end of the year." If you sdlect a heavy methodology, you may not
achieve your god because you will see the results only near the end of the project. (Earned vaue could
possibly help, too.) A light, agile methodology may be the more appropriate choice because many of the
lightweight methodologies are donein iterations and budgeted accordingly. If the project appearsto be
failing, funding is discontinued; if the iteration proves successful, funding for the next rleaseis approved and
work continues.

Team size. Methodologies are directly proportiond to the team size use light methodologiesfor smdler
teams and heavy methodologiesfor larger teams. Projects with teams of 100 members geographically
digpersed throughout the globe will not work usng asmall, lightweight methodology. Thelines of
communication grow more complex with the increase in team size, necessitating amore disciplined,
coordinated model. For example, the Boston Big Dig project, the largest underground artery roadwork
project in U.S. history estimated at $14.5 billion for 7.5 miles of highway requires thousands of workers
across many vendors and employment agencies. A lightweight methodology is not suited to such a project.

Technology used. The technology used on aproject affects the direction and type of methodology selected.
Unfamiliar technology dows progress. On many projects today, Smulation and testing of new technologiesis
actually consdered a phase of the methodology.

Tools and techniques. Some project methodol ogies require more tools and techniques than others for



example, databases, visud modding tools, and project management tools, some require hardly anything. If a
project manager must manage multiple design changes, he or shewill need a configuration management tool
and technique.

Project criticality. Any critical project with a"must-deliver” target date needs to have the correct choice of
methodology. The project might require additiona resourcesto finish by the required date. If the
methodology istoo smdll, the project manager |oses control; too large and forma, he or she dowsthe
project down. A project manager's experience and skillswill help in choosing the best approach.

Existing processes. In any company, the maturity and ease of use of existing project processeslargely
influence the methodol ogy. Some company processes may be totally unreliable and ad hoc, dowing down
completion of tasks. For example, you follow the standard interna purchasing process, which hasalead time
of two monthsto receive goods. This process requires intervention or change.

Table4.1: Requirements for salecting a methodology

Requirement Rationale
Budget Methodol ogies require money and effects schedule.
Teamsze Number of staff to be managed is required.
Project criticdity The urgency of the project decides the methodology.
Technology used Hardware such as computer servers, composite

materials, or electronics may be needed.

Documentetion The methodology needs documentation.

Traning Effectivetraining to key support staff and project
managersisrequired.

Best practices/lessons |learned Past lessons learned and good practices should be
avalable.

Toolsand techniques Tools and techniques must be available.




Examination of existing processes

The maturity of existing processes will influence the pace
at which aproject will progress.

Software

Methodol ogies require software as part of their design.

No two methodologies are ever quite the same. At last count, my research on thistopic found 45 different
methodologies. If you don't have any methodologiesin place in your company, on your next project, begin
documenting issues and steps. Each mgjor event (e.g., design) symbolizes either an end to a phase or the beginning of
the next phase. All phases have unique activities and ddliverables from previous activities. Before moving to the next
phase, make sure dl the activities and deliverables are completed. If you don't, expect to have more problems than

usud.




Understanding Light and Heavy M ethodologies

The choice between using alight or heavy methodology determines the success of the project.

Light Methodologies

Ever-increasing technologica complexities, project delays, and changing client requirements brought about asmall
revolution in the world of development methodologies. A totaly new breed of methodology which isagile, adaptive,
and involvesthe client every part of the way is sarting to emerge. Many of the heavyweight methodologists were
resstant to the introduction of these"lightweight” or "agile methodologies' (Fowler 2001). These methodologies use
aninforma communication style. Unlike heavywe ght methodol ogies, lightweight projects have only afew rules,
practices, and documents. Projects are designed and built on face-to-face discussions, meetings, and the flow of
information to the clients. Theimmediate difference of using light methodologiesisthat they are much less
document-oriented, usudly emphasizing asmaller amount of documentation for the project. For example, they are
somewhat code-oriented: The team considers the source code as the project documentation. Advantages of a
lightweight methodol ogy indude:

It workswell with change.
It is people-oriented rather than process-oriented. It works with people rather than against them.

The methodology is complemented by the use of dynamic checkligts.

If aclient congtantly introduces frequent changes to the design to see what the solution will 1ook like possibly to see
immediate results or functiondity of the product alight methodology may be the suitable route to follow. Although
you might set some limitsto prevent too many changes, in today's ever-changing technologica environment, clients
might prefer that the project proceed in smaller iterations. The great thing about light methodologiesisthat they are
learning methodologies. After each build or iteration, the team learnsto correct issues on the project and
improvement cycles form throughout the project. Additionally, with light methodologies, the project teamsare smaller
and rely on working more closely, fostering knowledge sharing, and having dmost instantaneous feedback. The
project manager does not need to develop heavy project documentation, but should instead focus on the absolute
necessary documentation (i.e., project schedule).

Heavy M ethodologies

Thetraditiona project methodologies (i.e., SDLC approach) are considered bureaucratic or "predictive’ in nature
and have resulted in many unsuccessful projects. These heavy methodol ogies are becoming less popular. These
methodologies are so laborious that the whole pace of design, devel opment, and deployment actually dows down



and nothing gets done. Project managers tend to predict every project milestone because they want to foresee every
technica detail (i.e., software code or engineering detail). Thisleads managersto start demanding many types of
specifications, plans, reports, checkpoints, and schedules. Heavy methodol ogies attempt to plan alarge part of a
project in greet detail over along span of time. Thisworkswadl until things start changing, and project managers
inherently try to resist change.

If the project manager does not obtain acomplete list of user requirements from clientsfor the heavyweight project,
it'svery likely that the heavy methodology will not work effectively because the project will be racked with change,
dippages, and rework on the project documentation. A heavyweight methodology works on the assumption that the
more rules and coordination there are, the better the project result will be. A complex project requires sufficient
documentation just to jog the memory of the many team members on the project. However, excess methodology is
very costly and inept there are more updates to reports, plans, and schedules. Alternatively, there aretimeswhen a
heavywe ght methodology may be appropriate for super projects whereit is necessary to gain stricter control and
coordination between phases, and to improve the lines of communi cation between team members.

Any project with ateam larger than 10 to 20 people who work in multiple locations may be a good candidate for a
heavyweight methodology. Many companies are Smply rushing to try to come up with the biggest and best
methodology including the most templates. Many, expecting miraculous results, become disgppointed after afew
months of actual project work. Because technol ogies are becoming more complex and integrated facing many design
and devel opment problems heavyweight methodol ogies can sometimes be the best choice, especidly when multiple
teams are working at different locations and when tighter control and formalization of key parts of the project is

necessay.



Demystifying I terative Development

Project managers or devel opers often confuse the meaning or use of the terms incremental, evolutionary, or
iterative. Incrementd, iterative, and evolutionary development are in fact the samething. They execute dl project
phases (i.e., design, build) more than once. Wheress linear development (i.e., SDLC) isnot. On any project, team
members must understand the difference in these terms because they can define the future course of the methodol ogy
being salected or proposed on the next project. Iterative devel opment adds agility to your project. For example, if
you start a project and the executive sponsor informs you to follow an iterative gpproach, would you know what the
sponsor meant? The following analogy best describes the differencesin terminology:

Iterative. When building ahouse, the firgt iteration of the houseistorn down, redesigned, and the second
iteration is built from scratch. The emphasisis on re-doing the project. In the construction industry, thiscan
be impracticad and expensive; but in the information technology industry, this approach is common.

Incremental. When building a house, we start off with abasic design, and then incrementaly add more
roomsto the house. The emphasisis on adding to the project or expandingit. In addition, incremental
models are best used to do a phased delivery to clients (e.g., release 1, release 2). This approach ismore
orientated to forma projects such as congtruction projects; information technology projects also usethis
approach asadynamic way of ddivering projectsto clients.

The main difference between the iterative and incrementa gpproachesisthat you can dill live with theincrementaly
built house, but the iterative house that has been torn down needs rebuilding.

Benefits of Iterative Development

Theiterative development methodology provides the following benefits:
It encourages user feedback, which promotes obtaining red user requirements.
The system grows by adding new functionsto each iteration.

Devedopers or planners start focusing on the biggest issues or risks facing the project.

Any misconceptions about design and requirements are identified upfront.



Everyone on the project has an accurate snapshot of the project status asiit progresses.

Continual testing is carried out during the project.

The project workload is spread more evenly over thelife cycle.

It alowsfor lessonslearned on prior versonsto be used in future rel eases.

The project or development manager divides the development/ design scheduleinto afew iterations (e.g., iterations
1,2, 3, 4,5, and 6). Each iteration is one to four weeks. Theiterative approach now formsthe basisfor everything
forward. Iterative approaches need to be managed dightly different from anorma project, as each iteration isbuilt on
its specific set of user requirements at that time. Asiteration 1 is completed and reviewed with the project team and
client, another iteration is planned wherein additiond requirements and functiondity are built into subsequent
iterations. Each iteration concentrates on capturing the client's most pressing tasks. Instead of creating adetailed
schedule, iterative methodol ogy project planning should be more dynamic each iteration is planned asit comes aong,
with smdler planning windows.



The Agile Methodologies

Project or development managers are still facing controversy between the agile and heavyweight methodol ogies.
Currently, many companies favor the agile methodol ogies. Agile methodol ogies present new, nontraditiona ways of
building complex products and systems. Projects that use agile methodol ogies are now starting to report improved
time line and cost savings, compared to those in the heavyweight family. Additionally, project teamsare hailing the
agilefamily of methodologies as remarkable because, a last, a series of methodologies contributes directly to the
business. Many managers (i.e., functiona, project, and devel opment) tend to stick with the heavyweight methodol ogy
because they want to predict the entire project until the last man-hour, whereas the project teams (i.e., developers,
coders, andysts) tend to stick with dynamic shorter cycles. Industries that use agile methodol ogies include financid,
IT, telecom, utilities, and many more service industries. Furthermore, thistrend is sarting to emerge worldwide. The
following are the most commonly used agile methodologies:

| Extreme Programming (XP).
Scrum.
Crystal methodology.
Dynamic Systems Devel opment Methodology (DSDM).
Rapid Application Development (RAD).
Adaptive software devel opment.
Lean development.
Feature-driven devel opment.
Agile methodol ogies better suit smal projectswhere smadler project teams are involved. With larger team size and
the complexity and duration of the project, the choice of aheavyweight methodology is purely from acommand and

control perspective. Many smaller companies do not use heavyweight methodol ogies and prefer the more agile
gpproach to building solutions.



Extreme Programming (XP) M ethodology

XP, one of the new promising breeds of lightwelght methodol ogies, isthe brainchild of Kent Beck. XPisone of the
agile processes. It has received so much attention in recent years that some of the global project organizations are
reviewing it for inclusion in their methodology portfolios. XP hasfew rules and a modest number of best practices,
which aredl relatively easy to use. It is based on iterations that embody severa practices (like RUP), such as small
releases, ample design, testing, and continuous integration. X P aso promotes severd effective techniquesfor the
appropriate projects and circumstances; however, there are hidden assumptions, activities, and roles. XP teamsuse a
smple form of planning and tracking to decide what should be done next and to predict when the project will be
finished. XP embraces four core vauesthat its project teams should follow: (1) communication, (2) feedback, (3)
samplicity, and (4) courage.

The focusis on business value, where the team produces the software in aseries of smal, fully integrated releases
that passdl the teststhe client has defined. An XP project defines an integrated set of practices, which requiresthe
full-time, on-site engagement, for such a project to work successfully. X P concentrates on construction of code
programming to meet a business need. How that business need occurs and how it is modeled, captured, or reasoned
Isnot XP's primary concern. The XP phases are for planning purposes but the focusis on actually building the code.
Thereislittle emphasis on project documentation XPis a clean and focused environment, which alows developers
both creativity and freedom during development. The focus of XPisto reduce development codts. Although XPis
worthy of consderation as a development methodology, it should not be used on large projects.

XPisamore constrained process that needs additions to make it fit a complete devel opment project. For asmal
project team working in ardatively high-trust environment where the user isan integral part of the team, XP can
work extremely well. Some of the most noteworthy XP practices are:

Refactoring. Restructure the system continudly, without changing its behavior, to makeit smpler or add
flexibility. Determineif thisisagood practice for the team. What is Smple to one may be complex to another.

Testing. Developers continually write tests to go along with their code. The tests reflect the stories. XP urges
you to write testsfirst, which is an excellent practice because it forces you to deeply understand the stories
and then to ask more questions when necessary. Whether before or after code, you have to write them. Add
them to your test suite and make sure to run them every time the code changes.

Pair programming. Thistechnique ensuresroom for two devel opersto work effectively a asingle
workgtation. Thisresultsin better code in lesstime, because devel opers can identify errors and possible faults
in the software code (Strengthening the Case 2000).

Use CRC (class, responsibility, and collaboration) cards. This advocates that spending time to capture
and maintain design documents is fundamental to a project's success. XP projectstypicdly require afew
hours to sketch the design or use CRC cards. The cards are used to teach users of XP the principles of
object-orientated design.



XP can be used in conjunction with other devel opment frameworks. X P has been successfully used with Rational
Corporation's RUP. This combination has been called the dX process and isdso RUP-compliant (Martin, nd).

The Scrum Methodology

In the agile community isalight methodology developed by Jeff Sutherland. The name Scrum comes from the game
of rugby, played by two teams of 15 playerswith an ova bal. The bal is carried in the hand and may be passed
backwards or lateraly across the pitch or kicked in any direction. The opposing players attempt to hat the ball
carrier by tackling him or her with their arms. Points are scored by:

Touching the ball down over the opponent'sgod line (atry, worth 5 points).

Kicking the ball above the crossbar and between the uprights of alarge H-shaped set of posts. Thismay be
done either from aplace kick following arule infringement (apendty goa) or akick from the hand, provided
the ball strikesthe ground before being kicked (a drop goal). Both types are worth 3 points.

A conversion, which is attempted after atry has been scored and issimilar to apenaty goa except worth
only 2 points.

The purpose of the scrumisto restart play quickly, safely, and fairly after aminor infringement or soppage. From a
methodology perspective, Scrum refers to the mechanism used in rugby for getting an out-of-play ball back into play.
Scrumisalightweight, agile methodol ogy focusing on software development. Scrum'stwo pillars are team
empowerment and adaptability:

Team empower ment. When teams are given work to do, they are responsible for figuring out how to doit.
The team does the best it can during each increment. While ateam works, its only interaction with
management isto tell management what is getting in the way and needs to be removed to improve
productivity.

Adaptability. Scrum uses"punctuated equilibrium.” The team maintains equilibrium during each increment,
insulated from outside disturbance. Increments are punctuated every 30 days so that the team and
management can eval uate what should be done during the next increment; this decision is based on what the
team has accomplished and what the environment dictatesis the next most important thing to do.

Scrum's ultimate god isto ddliver as much quality software as possible within a series (threeto eight) of short time
boxes (fixed-time intervas) caled sprints that typically end every 30 days. Each stage in the development cycle
(requirements, analysis, design, evolution, and delivery) is now mapped to this sprint(s). The traditional development
sages are retained for convenience, primarily for tracking milestones. For example, the requirements stage may use



one sprint including the delivery of aprototype. The anadlysis and design stages may take one sprint each whilethe
evolution stage may take anywhere from three to five sprints. Defined and repestable processes work only for
tackling defined and repeatabl e problems with defined people in defined environments.

Before any sprint is started, you define the required functiondity for that specific sprint and then alow the project
team to develop and ddliver it. At the end of every 30 days, the project manager inspects the results, assesses
changesin the business environment, and empiricaly determines what to do next. The god isto stabilizethe
requirements during the sprint. Each sprint operates on anumber of work items called a backlog. Asarule, no more
items are externdly added into the backlog within asprint. Internal items resulting from the original preallocated
backlog can be added. The goa of asprint isto complete as much quaity software as possible but, typicaly in
practice, lessisddivered.

The project manager or executive does not leave the sprint after completion; he or she remains engaged throughout
until al the sprints are finaized. The project team holds daily project meetings caled a Scrum in which the team
quickly runsthrough the activities for the following day. Thefollowing itemstypicaly arise from the scrum mestings:

Potentia management blockages and problem aress.

Action itemsfor managemen.

Overall status of completed itemsto date for the sprint cycle.

Each sprint takes a predll ocated amount of work from the backlog. The team commitstoit. Asarule, nothing is
added externdly during asprint. Externa additions are made to the globa backlog. Blocks resulting from the sprint
can aso be added to the backlog. A sprint ends with ademonstration of the new functionality. Scrum meetings
typicaly take place a the sametime and place every day; therefore, they serveto build astrong culture. As such,
Scrum meetings are ritua s that enhance the socidization of status, issues, and plansfor the team. The scrum master
leads the meetings and logs all the tasks from every member of the team into agloba project backlog. Scrum
mestings alow the development team to "socidize the team members knowledge' and have adeep cultura
transcendence. At the end of each sprint, there is ademongtration to:

Show the client what's going on.

Give the devel oper asense of accomplishment.

Integrate and test areasonable portion of the system being built.

Engage the team.



Ensurered progress reduction of backlog, not just the generation of more documents.

After gathering and reprioritizing leftover and new tasks, anew backlog isformed and anew sprint starts. In
contrast, Scrum alows usto build softer software, so thereis no need to write full requirements up front. We should
recognizethat it isimpossible to have full requirements specified upfront or to freeze the context and environment.
Requirements are written in acontext. Our system transforms that context. New problems arise in the system and the
new context (see Figure 4.:1%).
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Figure 4.3: Scrum methodology. Source: SCRUM, Adaptive Development Methodology, SCRUM © 2002. Used
with permisson of the Agile Community.

Scrum is aknowledge-creating process with ahigh leve of information sharing during the whole cycle and work
progress. The keysto Scrum are deciding the completion date for production or release, prioritizing functionality,
identifying available resources, and making mgjor decisions about architecture. Compared to more traditiona
methodol ogies, the planning phase is kept short because we know that events require changesto initid plansand
methods. Scrum uses an empirica gpproach to development where interaction with the environment is not only
allowed but aso encouraged, thereby changing the scope. Table 4.2 provides asummary of the Scrum methodology.

Table4.2: Scrum demystified



Adgile, lightweight process to manage and control development work.

A wrapper for existing engineering practices.

A team-based gpproach to iteratively, incrementaly devel op systems and products when requirements are rapidly
changing.

A processthat controls the chaos of conflicting interests and needs.

A way to improve communications and maximize cooperation.

A way to maximize productivity.

Scdable from single projects to entire organizations.

A way to detect and cause the removad of anything that getsin the way of developing and delivering products.

Project management for a Scrum methodology involves a much greeter focus on iteration and rel ease management,
error and fault resolution, and coaching the team to the next project release. Compared to traditional project
management, we seethat its solefocusis primarily on producing PERT charts, Network diagrams, status reports,
and ddliverables. The most immediate benefits of Scrum are shownin Table 4.3.

Table4.3: Scrum benefits



Increases user involvement in the development process.

Allows usersto change and create requirements as the project progresses.

Ensuresthat the most important user functiondity isbuilt in first.

Alwaysfocuses on only the most important functiondity.

Achieves new working functiondity every 30 days.

Allowsthe user to choosethe "build" or release at any time.

Eliminates the need for projects to be funded more than 30 daysin advance.

| dentifies something that can be done to improve productivity every single day.

Maximizesthe ROI from the project.

Ensuresthat the team focuses on building only the functiondity the user wants, €liminating additiond functionaity or
Cost.

Scrumiis, therefore, based on empirical controls through inspection and adaptation. These controls are implemented
through five basic practices:

1.
Iterations. All work isdonein short iterations, usudly lasting 30 days. Inspections occur at the end of each
iteration.

2.
Increments. Anincrement of working functiondity is produced at each iteration. At the end of each iteration,
thisincrement isinspected.

3.

Emergence. Complex systems emerge unpredictably acrosstime. Their end state can be anticipated but not
predicted. It isuselessto try to predict their end states, and any such predictions can be mideading. Scrum
deemphasizestraditiona definitions of the requirements, architecture, and design of the system. These factors
are allowed to emerge across time and have successfully done so on thousands of projects.



Sdlf-organization. There are many unpredictable factorsin IT development, ranging from technology to
personnel. Given this unpredictability, it isimportant that management and teams are provided with the
authority to plan and organize the work asthey proceed, using their creativity and intellect to deal with the
unexpected. They rely on their experience. They may aso use any of the documented, defined devel opment
approaches (i.e., use case capturing, object modding techniques) that they think will benefit the project.

Collaboration. The practice and working environments of agile methodologieswork only if everyone
collaborates freely and openly with one another. Techniques used here are (1) open working environments
and (2) paired programming practices.

Crystal Methodologies

The Crystd methodology isafamily of methodologies, which aredl lightweight in nature and are segmented, asthe
name implies, into various color bands acrysta would emit (i.e., crysta clear, yellow, orange, maroon, blue, and
violet). All Crystal methodol ogies are founded on acommon vaue, "very strong on communication, they are
human-centric, light on work products and are self-adapting” (Cockburn 2000). Methodology elements can be
reduced to the extent that running softwareis delivered more frequently and interpersonal communication channels
arericher. The human-centric approach redly focuses on enhancing the work of the people involved on the project.
Each member of the Crystal family or methodology addresses different project needs. The focuses of Crysta
methodology areto (1) capture those components that make projects successful and (2) provide the project team
with sufficient leverage and freedom to perform itswork in afun and creative manner. Additionally, smaler project
teams devel op better results because the communication isimproved largely through close persond interaction and
feedback between users, and the team is encouraged. Crystal does not encourage vast amounts of project
documentation. Crystal captures the lessonslearned from previous development projects, including the latest briefings
on human thinking and communication, which is then regpplied to the devel opment environment. The founder of the
Crystal methodologies, Cockburn, states:

... Software development is a cooperétive game, in which the participants help each other in reaching the end of the
gamethe ddivery of software.... (p. 1)

When the project team starts devel oping the software, the team membersimmediately embark on describing their
own development vocabulary in amanner that each project member understands. Two main principlesof Crystd are:

Put people in the same location for improved development and creetivity.

Encourage face-to-face communications.

Dynamic Systems Development M ethodology (DSDM)

The DSDM, developed in the United Kingdom, is based on Rapid Application Development (RAD) that uses
prototyping reiteration to deliver projects. Thismodd has severd aspectsthat differ from most common modes. The



differenceisthat time and resources are fixed and functionality of the deliverableisvariable. In other models, the
functiondity (or product) isfixed, and resources and time are, to acertain extent, flexible.

Businesses today focus on finding the right solutions quickly. DSDM provides a project framework to makethis
objective achievable. DSDM's god is speed but not at the expense of quaity. DSDM isindependent, ensuring that it
Is adaptable to meet the needs of any organization. The smplicity, practicdity, and flexibility of the gpproach are
suitable for vendors, SMES, consultants, and so on, making DSDM relevant across avariety of industries.

During the functiona modd iteration, first-pass descriptions of the new or changed processes are produced for
refinement. A pilot project is devel oped during the design and build iteration. Throughout the devel opment, feedback
Is used to evaluate and refine the processes so that they can be rolled out to the wider development population with
confidence that they will achieve the benefits expected of them.

Implementation of processesinvolves significant communication and training of the project staff. Because
communication isimportant throughout the development of improved processes and their find delivery, a
communication strategy is added to the usual DSDM product set.

The structure of processimprovement teams is described based on the DSDM roles and responsibilities. Asaways,
the visonary roleisan important onein keeping the focus of the work aigned to the needs of the organization.

Rapid Applications Development (RAD) Methodology

Sometimes usersjust want to see a product they can understand and not have to wait for the devel opment to get off
the build line. Traditiona software development methodologies usually follow a sequence of stepswith formal
sgn-offsnormally at the end of each project phase. This sequence might be:

1.

User requirements are gathered.

Specifications and the design are formulated.

Development begins and the project is completed.

Testing commences.
This process can be time consuming, but RAD shortens the approach.

But what happensif you discover during the development phase that the technology doesn't work? This hasimmense
repercussions for the entire linear gpproach, and such a methodology could very well cause the project to fail. The



time el gpsed between the design and devel opment could run into many months or man-hours. Clients are then often
unwilling to take such aloss unlessit is part of their key business strategy. Project managers need to employ afar
more dynamic approach or project methodology for technologies that are untested or fal into ahigh-risk category.
The RAD methodology may be the most suitable to redize immediate benefits.

Compared with many traditional methodologies, RAD compresses the analysi's, design, development, and test phases
into adynamic series of short iterative development cycles. RAD uses shorter project phases, which meansthat
benefits are realized much more quickly. With RAD, each iterative development cycle ddiversafunctiona verson of
the proposed solution. The gpproach isamost cyclic in nature. However, many organizations don't have thetimeto
spend lengthy periods on development; they want to seeimmediate results. By following aRAD methodology, clients
are ableto usea"building block gpproach” to seetheresults. Using RAD, results are amost immediate and the
product starts becoming tangible. The devel opers have the advantage of building on their solution and gradualy
improving it until it reflects what the client requires. Some characterigtics of the RAD methodology are:

Development teams are much smdler than normd.

The development team isintegrated (i.e., anaysts, devel opers, testers) and dedicated to the project.

The development phases are shorter, cyclica, and extremely dynamic.

Each rdlease of aRAD verson includes actud functiondity the client needs.

Releases do not represent entire prototypes, rather, they are usable working systems.

Tasks and activities are performed concurrently rather than sequentidly.

RAD makes use of changing technologies and quick decisons.

The entire gpproach is based on incrementd changes, ultimately ending in aquality product.

The project team understands that frequent changes are part of the job.

See Figure 4.4 and Table 4.4 for examples of the RAD methodology.

Table4.4: RAD methodology



Category Example
Datawarehousing SAPsolution
Customer relationship management Sdesforce automation (SFA) solution
Legacy applications conversion Converson of old mainframe systemsto newer platforms
E-commerce applications Web ste development
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Figure 4.4: RAD methodology.

Throughout aRAD methodology, it isimportant for the project manager to understand that a process needsto be
followed. Key steps that need to be emphasized are:

Analysis. On RAD projects, it iscrucid to interview dl the various management staff in the client's
organization (i.e,, sales, marketing, legd, procurement, billing) for their requirements and objectives. These
managers may see higher vauein certain areas, and this needsto be captured in the user requirements
gatement (URS). (An dectronic copy of the URS template is provided on the accompanying CD.)

Business model. When the andlysisis completed, the task of putting together abusiness modd is of the
utmost importance. Here the project team relies on the analysts to formulate and create various options
based on the client's intended strategy. This may include the types of reports needed, financial data, and even
the workflow for the solution. (An eectronic copy of this business case templateis provided onthe CD.)



Integration. Integration of RAD solutionsinto exigting platforms and legacy systemsis chdlenging; therefore,
the RAD project team needs to work closdaly with the client's technica team to capture any businessrules or
integration issues that would contribute toward a successful integration of the new solution. The well-known
software vendors have, to agreat extent, already addressed integration into their software. However, if the
required solution cannot integrate with certain systems, some customi zation and development may be needed.
Thisiswherethetrue nature of RAD revedsitsdf. It goesthrough variousiterations and is repested until the
solution can integrate into the client's organization.

Documentation update. Because of theiterative nature of RAD, it iswiseto maintain and update al project
documentation on aregular basis asthe versons are changed and new versions are tested. Proper
configuration management of not only the project documentation, but aso the source code and database
instances, will keep the project under control.

RAD prototyping can reduce cogts. It alows the project manager and the team to identify risks early during the
project life cycle. The approach overlaps project phases. However, one of the biggest concerns found with RAD is
with quaity assurance during the development of the project. Project managers, therefore, must ensure that quaity
assuranceis built into the project.



The Unicycle M ethodology

The unicyclemode isaclassc methodology still used successfully today. Before using thismodel, afeasibility study
establishes the justification for the project. Figure 4.5 shows that the project phases are closer than other methods
and join in the center, which reflects project communications. The following phases are used:

Project feasibility and justification. After the project manager becomes familiar with the project feasibility
report, he or she should ensure that the findings are valid and updated. The project manager determinesthe
feasibility for the project during this phase.

User requirements. Aswith al projects, client requirements are mandatory. Some leve of effort isrequired
to determine al user requirements. The project cannot continue until this phase has been completed.

System design. When the user requirements have been specified and approved by the client and the project
team, the project commences establishing a high-level design of the main functions of the proposed solution.
The system design will decompose this high-level design into manageable parts.

Detailed design. After the project team has established the high-level design, adetailed design is prepared.
The detail is captured in the project work breakdown structure (WBS) and the design documentation.

Buy or build. In many cases, depending on the level of detail, the design, and available resources, it may be
necessary to buy the solution instead of developing it. This business-driven decison is made and implemented
by the client.

Acceptance. All aspects of the solution need to be proven fully functional, documented, tested, validated,
and acceptable to the client. This can be achieved through testing.

Commissioning. The commissioning isthe actual commencement or deployment of the tried and tested
solution. The client and users are provided with the necessary training. After al aspects are resolved, formal
acceptanceis agreed on.

Completion and postimplementation audit. Closing the project involves ensuring that project resources
are dissolved and released to their organi zations. The postimplementation audit consists of performing a
thorough project audit after aperiod of three to sSix monthsinto its operationa steady State. The audit



provides many lessons and can be shared with other projects.

Figure 4.5: Unicycle methodology.
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The Code-and-Fix Approach

Code-and-fix isthe most common of al development methods in the information technology environment.
Code-and-fix istraditionally the methodol ogy used to devel op software applications. Additiondly, the code-and-fix
approach isthe fastest and least efficient way of devel oping applications because this approach often gets out of
control and ends up in trouble. There are literally no rulesto code-and-fix, asIT developers find waysto skip
corners and ignore key development steps. However, in asmdl startup company with only afew developers, thisis
often the way projects are managed. The recommendation for such amethodology isto gradudly introduce key
development templates, checklists, and controlsinto the devel opment process.



V-M ethodology

The V-Modd framework isastructured testing approach that can be used with any project management or system
development methodology (see Figure 4.6). The framework emphasizes qudity from theinitia requirements stage
through the final testing stage. It focuses on testing throughout the development life cycle, early development of test
requirements, and early detection of errors. Each mgor deliverablein the development processis assessed, verified,
vaidated, and tested. Work proceedsto the next stagein the V-Modd when al project deliverablesin astage have
met dl verification and vaidation requirements. The process of verification and vaidation isan attempt to catch as
many errors as possible in the development life cycle, otherwise know as stage containment.

Prases Down Frissas Up

Figure 4.6: VV-methodol ogy.



The Waterfall Methodology

Thewaterfal mode originated in 1970 largely through the efforts of Dr. Winston Royce who devel oped this model
as an aid to software development. It worked well at the time and has undergone many subsequent changes and
revisons. From 1974 to 1976, Dr. Barry Boehm, a knowledgeable expert in hisfield, further developed the waterfall
modédl into other project phasesto better reflect current development best practices. The methodology, currently one
of the most widdly used, getsits name from the andogy of water faling downward.

Thewaterfall mode isadiagrammatical representation depicting the main phases of software development (see Figure
4.7). Thefirst phase and its associated action are shown at the top left-hand corner of the diagram, and all

subsequent project phases are placed toward the bottom right of the diagram. Each phaseis called a work product.
At the end of each phase, the result is either documents or ddliverables, which in turn are used to proceed to the next
phase.

R raore

Time vt

Risk

Tima
Figure4.7: Waterfdl development methodol ogy.

Note that the model in Figure 4.7 does not adequately alow for fixing any defects. It also does not address how to
revisit previous project phases and go up the waterfal again when defects need to be corrected. This poses problems
for some design and development groups. Although a great methodol ogy, the waterfdl modd isdifficult to use
becauseit isincompleteinitsorigina framework and structure. Revisonsto the waterfall methodology have been
made to accommodate project feedback, such astesting and quality assurance. However, the most commonly used
verson available today includes a corrective feedback mechanism. Figure 4.7 shows aremarkable difference
between the two models. Some of the phases that should be used in the waterfal methodology follow:

Requirements andyss.



Desgn.

Code and unit testing.

Subsequent testing.

Sysem tedting.

There are three main types of waterfall methodol ogies to consider when assigned a project. These three waterfall
approaches depend entirely on a project'starget date. These categories are:

1.

No overlap. Thisisapurely sequential waterfal methodology where no phases overlap. Phases are
completed before another phase starts. Usudly, deliverables such as phase sign-offs and reviews are
indicators of such amethodology.

One phase overlap. Adjacent phases are allowed to overlap by one phase only. Thiskind of overlapping
often happens on awaterfall project.

Overlapping phases. Extensive overlap is present, with each phase overlapping the other. It does prove
substantially more difficult to coordinate the deliverables and tasks and requires a competent project manager
with the appropriate experience to undertake such an gpproach. If you run into trouble here, it isdifficult to
get back on track and requires rescheduling.

The disadvantage of the waterfal methodology in generd isthat it can be largely documentation-driven, which
consumestime. Thewaterfall methodology makesit easier on the project manager and difficult on the client. For
example, inatypica construction project, the specifications are usualy detailed and take consderable timeto
complete. Thefirst time aclient actualy sees the finished product iswhen the product has been built. (However, in
congtruction, CAD software can smulate large projects.) Thus, if the client has changes, it isether usudly too late or
the changes are too complex.

Benefits of a Waterfall M ethodology

Thefollowing are benefits of awaterfal gpproach:



It provides phase-by-phase checkpoints for the project.

Y ou may need to proceed to only the following phase after the previous phase has been completed.

It can also be applied to an iterative approach (see Figure 4.8).

lteration 1 Iteration 2 Heration 3

Themes

Figure 4.8: Incremental Iterations applied to awaterfall approach. Iteration #1 addresses the greatest risks.
Each Iteration produces an executable release, providing more functiondity astheiterations develop. Each
[teration must be tested for quality and integration.

Disadvantages of a Waterfall M ethodology

Disadvantages of awaterfal gpproach include:

Thereisminimal feedback between project phases.

Y ou start seeing results only later inthelife cycle.

Each phase istracked with far too many hard dates and milestones.



The Open Source Methodology

The concept of open-source software development has only recently gained popularity asaradical approach to
developing projects. Two classic examplesthe Linux Operating System and Netscape's Web browser were driven
largely because of therise of the Internet, which proved itsdf as being an effective communication medium.
Developers from around the globe working on open-source projects now communicate with one another using tools
such as FTP, newsgroups, developer mailing lists, and e-mail. With open-source, you are not limited to certain
projects. Any industry can make use of an open-source modd if approached correctly.

The objective of any open-source project is the nonproprietary fashion by which a product's source code isreadily
shared with any end user using open-source licensing. It is user driven with developers dl over the globe becoming
part of auser community when working on aspecific project. As one developer finishesworking on theinitia source
code and addsto its basic functiondity, the source code is passed dong to the next member of the user community.
Coordination and communication for the project is essentid; therefore, project methodology is needed. Concerns of
critics of open-source methodology include:

Thereisvirtudly no design documentation or other project documentation.
Thereisno system levd testing.
There are no true user requirements apart from basic functionality.

The marketing of the product, when completed, remainsincomplete.

The methodology is revolutionary and has had great successto date. A few hobbyist developersinitiate and drive the
projects. They code-and-fix the source code until it is acceptable to them and then they passit dong to the user
community. Figure 4.9 shows the two basi ¢ approaches to this method. Approach A starts with ateam of developers
designing and coding the software. They debug the software until the source code is acceptable. The source codeis
then released to the generd user community, who in turn adds more functiondity. The origind team playsthe role of
project coordinators and planners. Approach B starts with a single devel oper who builds and codesthe initia version
with theminimd functiondity he or sherequires. It isthen released to the user community to build further. The origind
developer becomes the project owner and coordinates the completion of the project.



Figure 4.9: Open source methodology.

A typicd iteration (1 - n) of an open-source project follows these steps:

The developer carries out the design and code generation either individudly or in ateam.

The developers or user community executes concurrent debugging and testing.

New functionality and identified bugs are passed along to the project owner.

A new release is then put together based on the identified bugs and al new functiondlity that isbeing
requested is reviewed.

When the new release occurs, an open-task list is distributed to the user community, seeking membersto
voluntarily execute the tasks on theligt.



The Spiral Methodology

The spird model uses acyclic gpproach to develop systems by defining the system. Thisresultsin various releases. It
alowsthe project manager to build a proof-of-concept for the client early on. The model israpid prototyping and it
centers on evolutionary development, using the waterfall model approach for each project phase. With this
approach, detail of the entire system is not fully defined at the first attempt. Instead, developers (1) assessthe highest
priority features, (2) define them, (3) implement them, and then (4) obtain feedback from clients-such feedback
distinguishesincrementa from predictive development. Based on thisflow process, the team goes back and startsto
define and implement additiondl features. Figure 4.10 shows the basic structure of aspiral methodology. The
advantages of the spiral modd include:

Itsdesign flexibility alows changes at severd stages of the project.
The process of building up large systemsin small segments makesit easier to do cost calculations.

The client, who will beinvolved in the development of each segment, retains control over the direction and
implementation of the project.

The client's knowledge of the project grows as the project grows, so that he or she can interface effectively
with management.

The dlient recaives the quality and communication of in-house devel opment.
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Figure 4.10: Spira methodology. Source: Dr. Barry Boehm, The Spiral Methodol ogy. Reprinted with permission.



A spird modd is very much arisk-driven methodology because risk is assessed before each phase and reassessed at
frequent cycles. At times, project managers consider aspira approach aquick fix approach: "I don't need to develop
any project documentation because I'm developing aprototype.” Thereismuch moretoit than that. A structure il
needs to be applied to any RAD project. The spird modd is more difficult than the waterfall methodol ogy but, with
practice, its technique and process become easier. An iterative methodology |eans more toward the way
developers/designers work, rather than the way a project manager would work. There are many variantsto the spira
model and even grester strideswill be madein the future, but this methodology works well now. Table 4.5 shows
various problemsthat can be solved with a spiral methodology.

Table4.5: Solving problems through spird devel opment

Problems Often Encountered Spiral Solution

| nadequate user requirements It enables and encourages user feedback.

Ambiguous communications Serious misunderstandings are evident eaxly in the
project.

Overwhedming architectures Development focuses on critica businessissues.

Subjective assessments Objective assessment is made through testing and QA.

Undetected inconsstencies Incons stencies are detected early in the project.

Poor testing and QA Testing gartsright from thefirg iteration.

Waterfdl development Risks are identified and addressed early on.




Synchronize and Stabilize M ethodology

One open-source model isthe one used by Microsoft. The methodology is used to build Microsoft's consumer level
products with the synchronize and stabilize methodology (see Figure4.11). The concept is easy project team
members synchronize their individua /team tasks on a continuous basis and then stabilize the product in small
increments, as the project moves forward. The methodology is based on the phases shown in Table 4.6.

Table 4.6. Synchronize and stabilize modd

Phase

Task

Who

Panning (3 12 months)

Prepare vision statement
/requirements assessment.

Develop product specification(s).

Project schedule preparation
fformulate team.

Product manager

Design build functiondity (6 12
months)

Design third of the system features
critical features.

Design second third of the features.

Desgnfind third of the features (less
criticd items).

Program manager

Feature team

Stabilizefix and freeze build (38
months)

Tes interndly.

Tedt externdly.

Prepare release.

Testers
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Figure 4.11: Synchronize and stabilize methodology.

This methodology isfeature driven. The team members can work autonomoudy, thereby ensuring that some creetive
licenseis dlowed on the project, provided their work can be combined successfully into the daily builds. The teams
are aso dlowed to come up with fun ways of discipline when adaily build has not been achieved. Synchronize (daily
build) and stabilize (fix errors at end of each milestone), such that the required set of featuresis completely functiond.
Product managers develop avision statement and feature list based on customer input. Program managers develop
aninitia functiona specification based on the vision statement. Program managers creete schedules and pardle
feature teams of three to eight developers and testers based on the functiona specification.



Rever se Engineering Development M ethodology

Important differences with this development modd are theinclusion of two conceptually new steps and the reusability
of parts of some existing system. Aswith most modds, the development life cycle starts with the requirements. If we
get the requirements wrong, we will be devel oping the wrong product from the start. The requirements of all
stakeholders must be considered.

In Figure 4.12, notice the feedback loops. If atest in design fails, design does not move back to performance
analysis. A design problem should not be solved by adjusting a performance parameter. Design problems usudly go
back to requirements engineering, dthough it is sometimes permissible to check on the functiondity ontheway. This
does not alow afunction to be changed without reference to the root requirement. Smilarly, if acodefailsatest and
Is subsequently amended, there should always be a back reference to the design of that portion of code. Integration
and test phase problems should not be rectified by reference to the coding phase but should go to the root at the
design phase (then possibly back further). Many projects have been dlowed to go horribly wrong by taking "shortcut
measures' in the software and hardware developments or accidentally omitting the loop back to the correct placein
the development life cycle. Being unprofessional and taking shortcuts do not work and often cause projectsto
ultimately take moretime, not less.
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Figure 4.12: Reverse engineering methodol ogy.

Requirements Engineering Phase

The stages of requirements engineering (RE) are:
1

Requirements elicitation: Helping the stakeholder to list and clarify as many requirements as are known.



Requirements analysis: Ligting requirementsin logical orderswith cross-referencing. This highlightsand
minimizes duplication, and alowslogica grouping of tasksinto identifiable areas ready for subsequent action.

Preparation of requirements specification: Documents the requirementsto facilitate further stages.

The ddiverable end product from the RE phase is the document known as the requirements specification, aso
cdled the operational requirement for contractual action. Thisbecomestheinput document for the next stage
functiond andyss

Functional Analysis Phase

With dl the requirements (known to date) laid out in logica groupingsin the requirements specification, the next task
istolook at the functionsinvolved in each group area. The purposeis to spot duplication of functionality and identify
any areas of conflict and contention. For example:

Many stakeholders have had input to the list of requirements, and it is possble that severa people have
requested the same or smilar actions. These duplications of functiondity must be sorted out now to iminate
duplication of code and costs later in the development.

Because of the diversity of stakeholder interests, there will be differences of opinion in priority levelsamong
the requirements, with every individua stakeholder claiming that his or her areais moreimportant and a
higher priority than others. It isat this stage that the project manager and project development team have to
agree on the overall picture for smooth future devel opment.

Not everyone agrees on technica items. The question of who has access and who has write rights can lead to
conflict. The project manager and team need to get agreement from the stakeholders. The problemswill only
get worseiif ignored now. Arrange for a conflict resolution meeting where the relevant stakehol ders can meet
and resolve the issues.

Performance Analysis Phase

With dl functiondity clear and understood by the development team, the next stage isto consider the performance
required. Performance indicatorsinclude:

Speed of response.



Routing.

Strange effects avoidance.

Choice of hardware.

Preparation for the design stage.

Speed of response to the requirementsis the usua way an end user will judge the operationa system. When an end
user makes an inquiry, he or she expects the whole answer to that inquiry. Some projects allow the responseto be a
smple message such as"inquiry being dealt with pleasewait." The actua processing has taken an unacceptable
amount of time, which frustrates the end user and givesthe project a poor name. If arequirement statesthat "the
response to an inquiry must gppear within x seconds,” the performance andysis stage should be surethat itis
physicaly reasonable and technicaly possible. Stakehol ders sometimes make excessive demands. These must be
sorted out and agreement reached in this phase.

Routing users through the final system will aso be judged as good or poor performance. An end product of the
previous stage was alogica grouping of the requirements. Now isthe time to sart thinking about fina performance
routing options. Other aspects on which the find system will be judged are how it performs when presented with
unexpected input, how it alows the end users to cope with unexpected output, and the error messages and options
presented to the end users when strange events occur. Thisisreferred to as strange effects avoidance. Now isthe
time to decide how some of the requirements are to be handled.

The Final Phases

The phases of design, coding, and integration are standard to most development models. Testing is carried out within
aswell asat the end of each phase. Notice the loop back from the integration phase goes right to design and not to
coding. Itisill advised and sometimes dangerous to attempt to rectify integration problems by dtering the code aone.

Rever se Engineering Phase

This phase considers any previous system(s) and attempts to reuse existing components. Software, hardware,
documentation, working practices, and loca standards may al be reused. Any of thesethat are reliably proven
usable are incorporated directly into the new system. Many parts of the old system will not be usable. Other parts
may be reengineered viathe design phase. The reverse engineering modd getsits name from the reusability of
previoudy proven components that are consdered relevant to the new development. These components should be
reverse engineered viathe design phase with only proven components used directly in the new system. The other
fundamentd differencesin this development modd are the incluson of two new phases, namely, (1) functiona
andysisand (2) performance analysis. The reverse engineering development model can be used for the whole project
or on subunits developed individualy and integrated into the whole project.






General Publication M ethodology

Publication houses and documentation-based companies manage their projects differently from the way information
technology (IT) or construction companies do. Publication methodologies can be either heavyweight (e.g., books) or
lightweight (e.g., creating various magazine iterations). Documentation forms the lifeblood of these companiesand
schedules become everything.

The Publishing Team

Asthe manuscript starts moving from rough draft toward abound book or glossy magazine, project managers are
involved with the following team members during the project life cycle.

| Author.
Acquistionseditor.
Editorid ass stant/project manager.
Development editor.
Copy editor.
Production editor.
Typestter.

Indexer.

Proofreader.



Printer.

Graphic artist.

In the documentation industry, extensive use is made of third party contractorsfor tasks such aswriting, typesetting,
graphics, editing, indexing, and front cover design. The phasesin a publications process are very specidized and
demand great patience and chalengesto ensure that project dates are met. If ajournalist or writer misses adeadline,
the magazine, newspaper, or book can be serioudy delayed. The process, shown in Figure4.13, isexplained as

follows

Initiate. The author submits amanuscript proposa or rough draft to the publishing house for consideration
and gpproval. Aswith most manuscripts submitted, many are regjected because of market demands. After the
acquisition editor has reviewed the manuscript, it is passed to the next phase.

Development launch. This phase startswith internal discussion between the acquisition editor, project
manager, and development editor, who decide what form and level of quality the project isto take, based on
the submitted proposal or rough draft.

First draft. A first draft document is sent by the author to the devel opment editor, who makes suggestions
on how to make the project take the shape decided at the development launch. The draft with redline
suggestionsis returned to the author, who incorporates (or sometimes does not) them into the fina
manuscript.

Final draft. A fina draft is sent back for comments and verification before production.

Transmittal package. A final document isturned into atransmittal package (hard copy of find manuscript,
eectronic fileswith author's origina coding stripped out, transmittal form, and memo), and is handed over to
the production editor.

Launch meeting. The production editor reviews the package and cals alaunch meeting to discussthe
specifics of the project: interna design, author concerns, schedule, and so on.

Production. A production schedule and cost estimates are formalized and published internally; fredancers
are hired to copyedit, proofread, typeset, index, and illustrate the project. A copyedited version of the
manuscript is sent to the author for review; the author returnsit with any comments and answersto queries,



the author's comments are incorporated into the copy-edited eectronic files and prepared for the typesetter;
the typesetter creates page proofs, incorporating the artwork that was created; and page proofs are sent to
the author.

Proofreading. Both the proofreader's and author's comments are incorporated into one proof, which is sent
back to the typesetter, and afinal proof is checked again.

Printing. Thefina eectronic files are sent to the printer. Blue-lines are created and sent back to the
production editor for approva. The book isthen printed.

Figure 4.13: Publication project life cycle methodol ogy.

Although afew concurrent project tasks could occur, in general, one phase needs to be completed before the next
phase can start atypicd waterfall approach. More than ever, publication-based methodol ogies require the following
from their project managers.

Timeto market is crucid, thus necessitating close coordination of milestones.

Project teams consist of many stakehol ders, working across geographic locations.

Project teams need to navigate through many legal and federd hurdles.

Ddlivery iscrucia because many publications have important rel ease dates to the public. If the project is
delayed, no onewill want to purchase an outdated book or magazine.

The development phases are dynamic.



Structured Systems Analysisand Design M ethod
(SSADM)

The SSADM isaforma "open" methodology used by the government, private sector, and educationd ingtitutions,
primarily for IT development projects. This methodology does not address areas beyond andlysis and design;
therefore, no deployment or implementation is catered for. Launched in 1981, SSADM has been updated and is il
inusetoday. It isan excelent way for developing projects and is not considered a de facto standard.

SSADM isused highly inthe IT community and takes a top-down approach to systems development. In thisway, a
high-level systlem designisachieved by smply refining theinitid system requirements. The amisto ensure that the
design isas accurate as possible and that al requirements have been addressed. SSADM has only alimited take-up
by large projectsfor mgjor I T initiatives. This processisrigorous a times and is bound and controlled by the
SSADM sdtructural framework. Figure 4.14 shows how a project proceeds using this methodology. SSADM forces
formulation and documentation of the necessary strategy for the project. Additiondly, it covers substantia areas such
asfeasibility study and findizetion of the design.
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Figure 4.14: SSASDM methodol ogy.

This structured methodology can bring cost savingsto a project over its complete life cycle, because so much timeis
spent on performing athorough design and andyses. The emphasisis providing the best upstream andysisand
feashility to reduce problems downstream.



The SSADM approach gradudly transforms the client's requirements into awell-specified requirements document.
The requirements are |ess ambiguous and are relevant to the business needs because the SSADM approach usesa
st of tried and tested techniques, whereas many developments are launched without proper thought.

SSADM Viewpointsand Techniques

The SSADM approach requires three interdependent views of a system being devel oped:

Functionality/processing. This assesses the way information and data flows around the system and the
processes that will be transformed by it, thereby laying out the functions for the users of the system. The
technique used here to depict the processing is data flow modeling (atechnique for analyss processng).

Data. Theinformation systems of any organization act as adata store and then act on the data. The data
view forms the backbone to SSADM. The technique used here to depict the processing is logical data
modeling (provides the foundation of the new system).

Effects of time and events on the data held in the system. The function and dataviews are Smply
"sngpshots'; the event view istruly dynamic, asit is specificaly designed to modd the system behavior over
time. The technique used here to depict the processing is entity behavior modeling.

The SSADM approach starts with adrawing of atop-level or top-down breakdown of the system into its lower
levd. It takes three interdependent views of a system that is going to be devel oped. SSADM is a product-driven
methodology becauseit islargely concerned with completion of the product, long with the quality, rather than the
gpplication techniques.

An SSADM project goes from investigation to construction under the influence of the client organizational structure
aong with their interna policy and procedures. During this development cycle, decisions are made through the
decision gtructure layer. Figure 4.14 illusrates this point.



The Pramis Methodology

The aim of this methodology isto reduce rework and promote earlier problem detection. At the sametime, an
improvement in the quality of the products produces important savingsin the maintenance phase of aproject, which
means important savingsfor clients and an improved commercid image of the developer. Customer satisfaction
should lead to increased sdles. This methodology should be oriented toward the planning and control processes of
systems and software development projects. Results would be the enhancement of the qudity of the development
processes of a particular company and, consequently, enhancement of its guarantee of conformance with the
customer's requirements. This methodology also takes into account the 1SO 9001 standard.

Over the years, this methodol ogy has been used to deliver projects on time, on budget, and in away that keeps
clients satisfied. Thismethodology isvery flexible, and athough not al components of the methodology apply to al
clients, asaframework for success, it isunrivaed. A typica process applied to atypica development project follows:

Phase 1. The discovery phase. Initid assessment of projects should be given as much consderation as any
other stage of the project. While the client usually has agood idea of what he or she wants, it can take the
consulting team agreat ded of work to understand the interna project language and al the unsaid design
gods. Corporate culture can be the enemy of asuccessful project because dl those things you take for
granted as "the way things are" may be unknown to your consultants, or subtly different from your end users
beliefs and experience. Thismodd requeststhat the client agree to asmall, fixed cost for discovery tasks.
This phase culminatesin a detailed requirements specification and more complete cost estimate. Thereare
two digtinct ddiverables; firdt isthe requirements and implementation plan. This makes no mention of cost
and has value as aroad map to the completed project. The second ddliverable isaquote for the
implementation of that plan; it includes the information the client needs to understand the cost and time
involved in implementing the project. Thisisusudly done on ashort duration, fixed-cost basis, dlowing the
client and consultant to build amutua understanding of the tasks and the capabilities of both teams.

Phase 2: The development phase. The development phaseistypically wherethe bulk of the project timeis
spent. This phase implements the project plan developed in the discovery phase, up to the point that the
gpplication isfeature-complete according to the initia specification, plus any mutually agreed-on changesthat
have been accepted by both the client and the consultant. This phase can be billed on afixed-price or
time-and-materids (T&M) basis. Billing method dependslargely on how well-scoped and definitive the
development effort can be.

Phase 3: Beta test and functional acceptance. Thisisthe client'sfirst red exposure to the application and
will very likely produce change orders. Any misconceptions or omissons from the discovery phase will be
most gpparent here. Bugs will be found and must be handled. In this phase, projectsthat get into trouble
redlly begin to show the signs of stress. To reduce the risk associated with this phase, you should agree that
work donein this phase be handled on aT&M basis, but at agreatly reduced rate. The low rate produces a
generd fedling of goodwill, because the customer il recognizes a cost associated with the work, and the
consulting organization is disincented from pushing work from Phase 2 to Phase 3.



Phase 4: Deployment and final acceptance. Rollout tendsto be afixed cost, one-time expense. Handling
this correctly iscritical and must be carefully planned. Additional support resources are often required during
therollout phase. A wdl-planned rollout phase with theright level of support and training can mean the
difference between success and failure for the project in the long term. For most users of the finished project,
therollout phaseisther first contact with the highly anticipated new tools. Documentation tendsto be afixed
cogt, but its scope should be clearly agreed on in advance. A predefined set of expectations must exist. The
target audienceisacritica consderation. Documentation meant for end usersin a"How-to" format isvastly
different from and does not replace the need for technical documentation on the structure and design of the
ddiveradle.

Successis based on quickly assmilating each customer's technical and documentation standards, project procedures,
construction processes, supplier requirements, contractua terms and conditions, and preferred contractors and
equipment supplier agreements. In many Stuations, project consultants function as an extension of thelr client's saff
and asan integral part of the project effort. In addition, these teams can add value to the project execution process
based on experience, internal company procedures, and knowledge of industry standards. As part of this
methodology, project managers must seek to meet your expectations through the use of key review and approval

steps.



Offshore Development M ethodology

In considering and implementing any offshore devel opment project, companies are frequently looking at outsourcing
those functions of their businessthat do not make economica senseto develop or maintain localy. This could
typicdly be the development of productsinternationaly such as building an arport in Hong Kong or developing
softwarein Chinafor aU.S. company. It might even include upgrading alegacy mainframe system into anew
Web-based system. Outsourcing must consider the potentia vendor capabilitiesin the possible areas of (1)
engineering, (2) manufacturing, (3) information technology, (4) competencies, and (5) support. Projects benefit from
the choice of an offshore partner who is able to provide services on aglobal basis. Companies outsource offshore

principdly to:
| Take advantage of skillsthe vendor can provide.

Reduceinternd conflict with primary corporate business objectives.
Reduce cost of services.
Focus on critica project goals and objectives.
Gain quick accessto latest technology.
Gain access to resources that otherwise might not be practica to obtain or retain.
Have access to best-in-class technologies, tools, and processes.
Reduce predictable costs and improve effectiveness.

Companies at this stage have already decided to reduce costs internally, and certain business areas are forecasted to

cost even more. The decision to outsource is based on:

Size of the project (too large to do in-house).



Complexity of the project requiring more interactions.

Availahility of resources and/or environments and their cost.

Cost of development tools required for offshore development and so on.

A typicd offshore project hasthe following stages:

Project initiation.

Requirement study.

High-leve design.

Detalled design.

Condtruction.

Sysem tedting.

Acceptance testing.

Ddivery.

Through outsourcing, clients have the flexibility to use (1) people, (2) processes, and (3) technology to enhance,

manage, and maintain systems and operations. This can be done remotely from any offshore facility, or co-located on
clients premises. Offshore devel opment methodology stagestypicdly include:



Application management: Staff, processes, and methodologies for maintaining, enhancing, and supporting
aoplications.

Application devel opment: Staff, processes, and methodol ogies for developing new gpplications.

Business process management: Services to manage and execute enterprise business processes, including
the sourcing and gtaffing of professionals.

Help desk: Providesthe professiond staff, facilities, and infrastructure to effectively support users of
gpplications and systems. Support servicesinclude problem reporting, resolution and tracking, and
gpplication usage ass stance.

Operations management: A set of servicesthat provides redl-time management and operation of the
information technology infrastructure supporting critical business operations. Typicad servicesinclude
hardware and software configuration, performance management, capacity planning, problem resolution,
problem tracking, backup, and recovery.

Business continuation: Contingency planning and disaster recovery services required for maintaining
business operationsin the event of information technology infrastructure failure.

The offshore devel opment methodology has a clear distinction of the activitiesthat can be done on-site and offshore,
Of the stages specified previoudy, the first three stages are normaly carried out at aclient's Site. After the high-leve
design (system specifications) is complete and signed off by the client, further work on detailed design and
congtruction is executed offshore. The client gpproves the system test plans. Detailed system test specifications are
then prepared based on the approved plan. System testing can be carried out either offshore, on-site, or both. For
example, BMW of Munich has many manufacturing plants located offshore (e.g., South Africa), which produce
world-class products. Similarly, in the IT industry, more and more companiesin the West are starting to outsource
their legacy systemsin countries such as India, China, and the Philippines.

If external interfaces are not available in the offshore environment, these interfaces are "stubbed” and the rest of the
system istested. These stubs are removed at the client Site and the tests are repeated after integrating these externa
interfaces. Acceptance testing is done by the users who normally provide on-site support during a client's acceptance
testing. After completion of acceptance testing on-site, skilled resources can be provided for supporting the
implementation. The methodology follows forma structured software development life cycle models and usesthe
latest structured methodol ogies while executing software projects.

Benefits of an Offshore M ethodology

The added benefits of an offshore methodology are great for organizations that cannot afford to maintain or develop
their own solutions or systems at home. In such cases, some of the benefitsare:



Productivity improvements.

Substantial cost savings.

Flexible resource base.

Large resource base of highly qudified staff.

Faster ramp-up of resources.

Faster ddlivery.

Extension of the service day (up to 13 hours).

Offshore, yet on-dite, advantage.

Control and consstency.

Table4.7 ligtsthe prerequisites for offshore support.

Table4.7: Prerequisites for using offshore methodology

resolved.

Prerequisite Client Vendor
Thetechnicd infragtructureisin place. ad
Accessto the systems has been 0 0




The project team is ableto transfer
knowledge.

Processes and procedures are
clearly defined.

Legd and pricing issues are resolved.

Project management isin place.




General Drug Development M ethodology

Assumeyou are asuccessful I T project manager who has been assigned to work for anew client; or you'rea
consultant and you find employment at apharmaceutical company, where you are to head up alarge multinationa
team of chemists and doctors to develop anew revolutionary drug. Can you doit? Yes, if you have athorough grasp
of project principles, understand process, and are ableto learn quickly.

A new drug devel opment methodol ogy is best defined as a process followed for al those project activities and
tasks from the identification of alead compound to the gpprova by aregulatory agency for marketing anew drug.
The project management methodology is surely one of the most crucia aspects for taking the new drug devel opment

through to its conclusion (see Figure 4.15).
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Figure 4.15: New drug development methodology. Source: FDA requirements, Overview of the drug
devel opment process, www.fda.gov/cder/handbook/devel op.htm. Reprinted with permission.

Many drug and pharmaceutical companies rely on the research and development of new drugsto prevent
life-threatening diseases and viral outbresks throughout the globe. Engaging in any new drug project isa
comprehensive task and should not be taken lightly. It requires considerable investment and resources, and may take
up to fifteen yearsto get approva by monitoring agencies, such asthe Federd Drug Agency (FDA). Even getting the
IT systemsin place to support the drug development processis audited by the FDA and a so requires formal
methodol ogies, which necessitate forma documentation and regul atory requirements.

New drug development isan R& D project, where the risks are notably high and can cost from the tensto hundreds
of millions of dollarsto develop and market. The research costs are astronomica during clinica trias. Therefore, drug
companies want not only the best pharmaceutical and medica minds devel oping these vitd drugs, but dso a
structured project methodology for this effort. Without adevelopment process, the process smply will not work.

Many drug-related projects face failure because of the high risks and research involved. The successrateissmall.
After adrug has been registered and approved, the sponsoring drug company will have applied for a patent.
Modern-day patentsfor drugs are limited to a 20-year period, thuslimiting their product earnings capability. This
leaves manufacturers with only a short time to commerciaize and recover the research and development costs before


http://www.fda.gov/cder/handbook/develop.htm

the patent expires. Competitors quickly start developing generic equivaents after the patent elapses and offer the
drugs a much lower cogts than the origina manufacturer, which forces prices down dramatically.

Moreimportantly, these pharmaceutical companies adhereto certain stlandards and guiddines. The new drug
development methodology is an example of such aprocess. It divides new drug devel opment into the following main
categories.

Concept.

Preclinica research.

Clinicd sudies.

NDA review.

Concept

After aconcept has been identified and presented, new compounds must be identified before the project can
proceed. Literaly thousands of compounds can be salected at this stage, and the concept phase is an important one
to consider before moving to the preclinical research phase.

Thisisthe early phase of the overall drug/biologic development process dealing with the synthesis of and search for
compounds and the screening processes devel oped to identify lead compounds. The discovery phasesrelate to the
research component of research and development.

Preclinical Resear ch

In this phase, chosen compounds are sudied to determine their bioavail ability, absorption, distribution, metabolism,
and dimination. The necessary testsare carried out in cellsand in animas to establish preclinica parametersfor
safety and efficacy.

Under FDA requirements, asponsor must first submit data showing that the drug is reasonably safefor useininitia,
smal-scdeclinica studies. Depending on whether the compound has been studied or marketed previoudy, the
sponsor may have saverd optionsfor fulfilling this requirement:

Compiling exigting nonclinica datafrom past in vitro laboratory or anima studies on the compound.



Compiling datafrom previous clinica testing or marketing of the drug in the United States or another country
whose population isrelevant to the U.S. population.

Undertaking new preclinical studies designed to provide the evidence necessary to support the safety of
administering the compound to humans.

During preclinica drug development, a sponsor eva uates the drug's toxic and pharmacologica effectsthrough in vitro
and in vivo laboratory animd testing. Genotoxicity screening is performed, aswel asinvestigations on drug
absorption and metabolism, the toxicity of the drug's metabolites, and the speed with which the drug and its
metabolites are excreted from the body. At the preclinical stage, the FDA generdly asks, at aminimum, that
sponsors. (1) develop apharmacologica profile of the drug; (2) determine the acute toxicity of thedrug in at least
two species of animdss; and (3) conduct short-term toxicity studies ranging from two weeks to three months,
depending on the proposed duration of use of the substancein the following proposed clinical sudies.

Synthesis and purification. The research processis complicated, time-consuming, and costly; and theend
result is never guaranteed. Hundreds and sometimes thousands of chemical compounds must be made and
tested in an effort to find one that can achieve adesirable result.

The FDA edtimatesthat it takes approximately eight and a haf yearsto study and test anew drug beforeit
can be approved for the genera public. This estimate includes early laboratory and animd testing, aswell as
later clinical trids using human subjects.

There is no standard route through which drugs are developed. A pharmaceutical company may decideto
develop anew drug aimed at a specific disease or medical condition. Sometimes, scientists choose to pursue
aninteresting or promising line of research. In other cases, new findings from university, government, or other
laboratories may point the way for drug companiesto follow with their own research.

New drug research starts with an understanding of how the body functions, both normally and abnormdly, at
itsmost basic levels. The questionsraised by this research help determine aconcept of how adrug might be
used to prevent, cure, or treat adisease or medical condition. This provides the researcher with atarget.
Sometimes, scientists find the right compound quickly, but usualy hundreds or thousands must be screened.
In aseries of test tube experiments called assays, compounds are added one at atime to enzymes, cell
cultures, or cdlular substances grown in alaboratory. The god isto find which additions show some effect.
This process may require testing hundreds of compounds as some may not work, but will indicate ways of
changing the compound's chemicd structure to improve its performance.

Computers can be used to smulate achemica compound and design chemica structures that might work
againg it. Enzymes attach to the correct site on acell's membrane, which causes the disease. A computer can
show scientists what the receptor sitelooks like and how one might tailor acompound to block an enzyme
from attaching there. But even though computers give chemists clues as to which compoundsto make, a
substance mugt till be tested in aliving being.



Another gpproach involves testing compounds made naturally by microscopic organisms. Candidates include
fungi, viruses, and molds, such asthose that led to penicillin and other antibiotics. Scientists grow the
microorganismsin what isknown as a fermentation broth, with one type of organism per broth. Sometimes,
100,000 or more broths are tested to see whether any compound made by amicroorganism has adesirable
effect.

Animal testing. In animd testing, drug companies make every effort to use asfew animasas possible and to
ensure their humane and proper care. Generally, two or more species (one rodent, one nonrodent) are tested
because adrug may affect one species differently from another. Animd testing is used to measure how much
of adrug isabsorbed into the blood, how it is broken down chemicaly in the body, the toxicity of the drug
and its breakdown products (metabolites), and how quickly the drug and its metabolites are excreted from

the body.

Clinical Studies

During this phase, the results of the preclinical tests are submitted to the monitoring agency (i.e., FDA) for review
before the drug can be tested in humans. Aninvestigationa new drug (IND) application isfiled and must be
approved before any human testing begins. Approximately onein five new IND request makesiit to the marketplace.

Phase 1. Safety studies. This phase beginstridsin humansthat test acompound for safety, tolerance, and
pharmacokinetics. The Phase 1 trids usualy employ normd (i.e., hedlthy) volunteers and may expose up to
50 individuasto the drug. For most thergpeutic biologics and any known toxic compounds, such as
anti-cancer agents, only patients with the targeted illness would be used.

Phase 2: Efficacy studies. These are thefirst studies (usually) to define efficacy. In genera, 100 to 300
patients enter into various closaly monitored clinicd trids during this phase. Dose and dosing regimens are
assessed for magnitude and duration of effect during this phase. Some companiesfurther differentiate this
phase into Phase 2A for studies designed to set dosing and Phase 2B for studies designed to determine

efficacy.

Phase 3: Extensive clinical testing. These are expanded controlled and uncontrolled clinica triasintended
to gather additional evidence of effectiveness for specific indications and to better understand safety and
drug-related adverse effects. Phase 3 trids are usudly large multicenter trials, which collect substantia safety
experience and may include specidized studies needed for labeling (e.g., pediatric or ederly, comparative
agents). Phase 3 trids normally include between 1,000 and 3,000 patients.

Phase 4: Postapproval studies. This phaseisactivated or requested only by the FDA when adrugis
approved for marketing. There are many reasons for performing Phase 4 studies, including:

0

To ducidate the incidence of adverse reactions.



Large scale, long-term studies to determine the effect of adrug on morbidity or mortdity.

To study a patient population not previoudy studied (e.g., children).

Marketing-oriented comparison studies against competitor products.
New Drug Application (NDA) Review

The new drug gpplication (NDA) isthe vehicle through which drug sponsors formally propose that the FDA approve
anew pharmaceutica for salein the United States. To obtain thiskind of authorization, adrug manufacturer submits
an NDA nonclinicd (animad) and clinica (human) test data and analyses, drug information, and descriptions of
manufacturing procedures.

The project manager should ensure that al the necessary NDA documentation is correct and in good order. An
NDA must provide sufficient information, data, and analysesto permit FDA reviewersto reach severd key
decisons, including:

Whether the drug is safe and effective for its proposed use(s), and whether the benefits of the drug outweigh
itsrisks.

Whether the drug's proposed labeling is appropriate, and, if not, what the drug's labeling should contain.

Whether the methods used in manufacturing the drug and the controls used to maintain the drug's quality are
adequate to preserve the drug's identity, strength, quality, and purity.

The purpose of preclinical work animal pharmacology/ toxicology testing isto develop adequate datato obtain a
decison that it isreasonably safe to proceed with human trids of the drug. Clinical trias represent the ultimate
premarket testing ground for unapproved drugs. During these trid's, an investigational compound is administered to
humans and is evauated for its safety and effectivenessin treating, preventing, or diagnosing a specific disease or
condition. The results of this testing comprise the sSingle most important factor in the approval or disgpprova of anew
drug.

Although the god of clinicd trialsisto obtain safety and effectiveness data, the overriding consderation in these
sudiesisthe safety of thosein thetrids. The Center for Drug Evaluation & Research (CDER) monitors the study
design and conduct of clinicdl trialsto ensure that peoplein the trids are not exposed to unnecessary risks.



Typical Drug Project Team

Thefollowing team members are required for drug-related projects, which am to register and approve public
accessbledrugs.

| Doctors.
Biologigs.
Biochemids.
Microbiologidts.
Chemidts.
Pharmacokinetics, formulation, and toxicology expertise and manpower.
Computer moddler.
Project manager.
Project coordinator.
The methodology is along and often complex series of challenges facing the project team. Project expertise and
commitment are needed to make it work. Most importantly, successis built around how theteam isled and

managed. The project may fail at any stage of the new drug devel opment because of poor efficacy, inability to
formulate properly, toxicity, uncompetitive costs, or many other project-related factors.



Summary

Just as wireless devices/PDAs today have dowly started to replace connected desktop/laptop systems, we see
newer, agile, lightwe ght methodol ogies advancing as possible replacements for the more rigid heavyweight
methodol ogies. From the methodol ogies discussed in this chapter, we see that there are numerous methodologies
acrossdl indugtrieslight, heavy, and hybrids. They differ in the number of people involved in the project, the
criticdity of the project, the project priorities, and, probably, by the persona philosophies of the peopleinvolved in
these projects. If you didn't find the ideal methodology in this chapter, smply use the best one of dl the mentioned
methodol ogies and expand on it. Supplement it with templates and assess the processes needed most. A good
development methodology optimizes quality, consstency, and timeliness of delivery.

Whether you use PRINCE2, RUP, RAD, Waterfal, Open Source, Scrum, Spird, or another, you should be familiar
with these underlying concepts. One project may require one approach while another project may need something
unique. While projects differ in Sze and complexity, your unique project gpproach is based on using key building
blocks to understand what needs to be done when designing/using amethodology. These building blocks are:

Understanding and assessment of the engagement and the solution to be implemented. Before initiating an
engagement, the project team works to understand the intricacies of the problem. From thisflowsa
comprehensive assessment of the solution to be devel oped, including time lines and budgets.

Planning the full scope of the project. Based on the assessment, a detailed project plan isassembled. This
includes schedules, milestones, staffing, risks, and dependencies. Over thelife cycle, the project plan
becomes the foundation and framework for dl activities.

Team design that assembles the best group of professionasfor the job. Project teams are assembled not only
based on the technical acumen required, but also on domain expertise in solving specific business problems.

Project management that ensures atimely ddivery within your budget. The team relies on a combination of
industry best practices and techniques to ensure that projects come in on time and within budget.

Communicate to project teamsthat any project methodology should follow astructured, yet flexible
gpproach, be ableto deliver qudity, and ensure client involvement at dl times.



L essons L ear ned

Thefollowing lessons are crucia in understanding development methodologies:
1.

Simply adopting amethodology is not feasible without a thorough assessment and gap analyss.

Dont try to sdll aRolls Royce to an organization that requires only a Jeep. Sometimesthey really don't need
dl theflash.

Gaining executive support for moving ahead with amethodology is paramount to the success of any
organization. Without executive support, it becomesincreasingly complex and time consuming.

Determine your business strategy first, and then focus on the tactics you wish to employ.



Questions

1. When deding with awaterfall methodology, can one proceed with the life cycleif the requirements *
have not been findized and signed off on by al parties?

(}
2. Define heavy and light methodologies. *

(}
3. Namethe benefits of iterative development on aproject. *

(}
4. Explain how you would convince your client or organization of the benefits of adopting aproject *

methodol ogy.

(}
5. Doesthetype of organizationd structure affect the efficiency by which projects are managed? *

(}
6. Lig fivereasonsthat most projectsfail today. *
7. Based on your answersin the previous question, would a project methodology resolve these failures?

(}
8. Describethe difference between the spiral and waterfall methodologies. *

Answers

1. No, awaterfal methodology requires or emphasizes that one phase needs to be completed before the next
phase begins. If the user requirements are incomplete, the subsequent phases become extremely complex, which
islikely to result in schedule and cost overruns.

N

Heavy methodologies are predictive in nature, which resultsin many unsuccessful projects. A heavy
methodology takes time; the design and deployment are dependent on each other. Light methodologiesare
more agile and adaptive in nature. They focus on being more informd, yet communicative. Light methodologies
are designed and built face-to-face so that information flows more freely and swiftly than a heavy methodology
would.



3.

4.

|

The benefits of iterative development on aproject are:

It encourages user feedback.

The system grows by adding new functions to each development iteration.

Misconceptions are identified upfront.

Continuous testing is performed throughout the project.

Allowsfor lessonslearned on previousiterations.

The benefits of adopting a project methodology include: (1) it adds vaue to the businessin terms of repeatable
standard, (2) it provides auniform way for projectsto be managed, and (3) it provides a platform to introduce
quality and planning into the project.

An organizationa structure has adirect effect on the manner in which projects are saffed, equipped, and
managed through the chosen life cycle. Large organizations with many departments working in amatrix or
functiond structure may take longer to complete than a project structure with everyone assigned by project
rather than by department.



6. Most projectstoday fail because of:

Poor communication.

Poor estimation.

Improper deployment.

I neffective user requirements.

Poor change control.

7. Yes, aproject methodology adds value to projects where no methodology is present. A methodology is not a
slver bullet that excuses poor planning and deployment; instead, it guides the team on proper techniques and
checklists, which will negate many of the obstacles found on projects today.

8. Thewaterfall methodology isthe most common methodology found today. It islinear in gpproach most tasks are
sequentialy digned to the previous and next tasks. The spiral methodology iterates the processes of planning,
designing, building, testing, and delivering, until the system is ready to be released to the client.
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Chapter 5: | mplementing Project
M ethodologies

Overview

Successful implementation of any project methodology isaproject itsdf. The hard part isto roll it out and makeit
part of the company's everyday culture. Y ou cannot get everyoneto start using the new methodology by smply
attaching afew wall charts of the project methodol ogy to cubicle walls and expect results. It could in fact take many
months to implement afull-blown project methodology. Many project life cycles require the following:

Automation and workflow.
Ease of use.
Proper methodol ogy documentation.

Acceptance by the entire organi zation.

There are adozen consulting and boutique firmsthat offer to implement project methodol ogies ranging from afew
thousand dollarsto afew hundred thousand dollarsinto an organization. Unfortunately, few ever take the greater
organization and its processesinto account. This book should provide you with enough information so that you can
successtully deploy any methodology yoursdlf.

One of thefirst stepsin implementing a project methodology is good planning. Questions that need to be considered
before implementing the required project or devel opment methodologiesinclude:

Will we get the best value for the money from this methodology?

How do we build project competencies?



Are the appropriate project management processes and practicesin place?

Have we chosen the correct project methodology?

Isit flexible enough to do any size of project?

How does our organization learn and continuoudy improve from this methodol ogy?
Are we able to measure the project benefits? How do we know this?

Are we getting optimum productivity throughout the life cycle?

Some modesty is necessary before attempting any methodol ogy implementation. Who can speak authoritatively on all
theissuesthat are of concern in the implementation of project methodol ogies?

The only thing that really distinguishes projects from non-projectsisthe project life cycle. To develop abroad
understanding of the generic discipline of the management of projects, both project managers and executives should
address the broad range of issues affecting al stages of thelife cyclein al kinds of projects. Thisis certainly atough
chalenge: It requiresa substantia breadth of andysis and understanding. Maintaining a coherent conceptua view of
thediscipline a this broader level isgenuindy difficult (see Figure 5.1).

Project Methodology

Project Team Toods Templates

ﬁ L] n

Bugingss Procosses Devalopment Technigues

Figure 5.1: Project structure and composition.



Considerations for M ethodology Rollout

Some project methodol ogies focus purely on the technology itself (e.g., Siebel software, SAP, Oracle), while others
focus more on a generic project management agpproach. Y ou must carefully consider the methodol ogy to use based
on the organizationa requirements. For example, if you were in the business to build space vehicle systems, you
would not be using a Siebel project methodology, but rather aNASA project methodology. A project manager must
condder many important aspects before implementing the new methodology. Some preplanning activitiesthat need to
be performed before you commence with any methodol ogy implementation include:

Conduct an assessment to understand the organization's current processes, including its strengths and
weaknesses.

Determine and prepare a preliminary blueprint to determine the extent to which the organization iswilling to
employ project management and best practices for other processes (a questionnaire is sufficient).

Develop and tailor the processes with the involvement of the client.

Prepare tools and attach templates to support those processes.

Prepare and implement arollout and support plan for the new processes.

Train program managers, project managers, and team members.

Mentor program managers, project managers, and team members.

Keep in mind that new processes change the way you work. The key to success in adopting these processes
isthe manner in which you introduce and deploy them.

Be sureto set aredidtic implementation timetable. Project or devel opment methodol ogies can often spird when it
comesto implementation, if the go-live scheduleitsdf isunredistic and fal se expectations are set. Prevailing
assumptions about how long methodol ogy deployment should take is sometimes way off base.



M ethodology Selection Matrix

Because project size and complexity affect the type of methodology to be selected, it iscrucia that project managers
determinethelay of the land first. Figure 5.2 isasdection matrix, which showsthe different sizes (i.e., small, medium,
or large) of projects you may encounter. Thismatrix serves as auseful guide to the type of methodology you should
deploy for your project. Selecting the wrong methodology for your project could be disastrous. Y ou will undoubtedly
need to nld<e adjustments by either adding or deleting phases.

Lisa "Light” Mathodoiogy Lise "Heavy™ Methodology

1

Complexity
=

I ¥
L_-;_ E

Maxd bopci e A

Loy Small-A Smal-B
1=# months 1.4 manths 148 monghs 1«18 months >3 YEArE
lime
W Program
B Large Projects
B Medium Projects

Small Projects

Figure 5.2: Sdlection of alight or heavy methodology.

For example, you are assigned a project that will take 14 months to complete. This project has some integration risk
and complexity. By following the vertica axis complexity, we salect our best judgment guess high complexity. Next,
we proceed to the horizontal time axis where we select our 14-month range. We then proceed to map the two axes
together. We hit a Large B, which recommends that we follow a heavy methodology. We can trim the methodology
down by omitting those parts we don't need.

The same appliesto the smaller projects. Assume that your Web site content needs to be migrated from one server

to another. By using our matrix, we can determine the choice of methodology for our project. First, on the vertical
axis, we agree that the project islow risk (based on the project brief document). We proceed along the horizontal
axis and estimate three weeks to complete the project. If we map the axistogether, we find that we areinthe Small A
category, which gives usthe choice of following a light methodology, such as Crystal, RAD, XP, and soon. A
heavyweight methodology istoo forma and is not needed.

How to Get Started

One of thefirg thingsto do isto establish a methodology project team. Thisteam will be responsible for
implementing the overal methodology or framework that will be used in the company. After the team has been
assembled and briefed on its mission, the team assesses the organization asto the type of business and projects that
are generdly performed in the organization. A skeleton framework isthen developed or created from existing project
frameworks available on the market. The methodology is tweaked and adjusted to fit the organization. Next,
document and start expanding the methodology. Feedback should be encouraged and used to correct critical issues
omitted. After the corrections are made, apilot project to test the methodology, using area project, islaunched. The
following steps should be taken to execute this pilot:

Pilot the implementation processes using a series of workshops.



Establish appropriate project office, portfolio management, and other support functions to enable the new
pilot methodol ogy.

Incorporate a process feedback system into the pilot rollout.

Develop acommunication plan for the organization.

Measure results continualy throughout the pilot implementation.

Many clients do not know what they want when determining project scope, risk, and execution of projects, nor do
they redize theintricacies of project/devel opment methodologies. Therefore, the project manager should introduce
everyone to the basics of project management or development best practices. After they understand these
project/devel opment concepts, show them the need to introduce aframework. Then start extending your efforts by
adding project templates, tools, and techniques. The clients at this stage will already have started seeing some
tangible results. Theam isto eventudly get to a complete package for the client, fully comprehensive and
encompassing.

Many of the big five consulting groups use their own unique methodol ogies when deploying package implementations
or projects, in spite of the fact that the clients may have their own methodologies. They do this because following a
custom package methodology sometimes doesn't work well by itself, isrestrictive, and does not lend itself to being a
complete methodology. Therefore, these big five firms combine the best of the best and use their own.

How to Implement the M ethodology

Firgt, and most important, the business strategy is reviewed and agreement is reached that thereisaneed for
managing the diverse number of projectsin the organization. The methodology should be introduced gradudly it does
not help to have a massive deployment to company departments, and possibly operating companies, without first
gaining some prior success on asmal scae. Implementing the methodol ogy on a step-by-step basis demonstrates
early successes and dlows you the opportunity to adjust things you may not have had timeto doinasingle

deployment.

Asthe project lead for the implementation of the methodology, you could decide to conduct a pilot project to prove
that the methodol ogy works. Y ou could be faced with a scenario in which a process does not work well, or you
might need to tweak a phase of the new methodology. If the project fails because the methodology istoo complex or
Is drawn out because of administrative work, it istime to meet with the project sponsor, who is the champion for the
new methodology. Minor issues can be refined based on the pilot project experience. The second project will go
more smoothly if you implement what you learned from the pilot project. There hasto be some feedback loop built
into "tweaking" the methodology.

Additionaly, before the pilot project islaunched, a select group of identified stakeholdersin the company needsto be



involved in the introduction process. Y ou cannot Ssmply notify afew key managers. After the stakeholders have been
briefed and have bought into the methodol ogy, the team needs to work in a cooperative and collaborative fashion in
deploying the methodology. Crucid questionsto ask yoursdlf before any deployment include:

What isthe purpose of the pilot? What will you achievel prove?

What are the project objectives?

Inwhat industry (e.g., pharmaceutical, banking) isthe project?

What milestones and ddliverables will be needed?

By when should the project be completed (e.g., in two months or two years)?

How many resources are available to complete the project?

Must the project be validated by government agencies (e.g., FDA, EPA)?

What technologies (e.g., high risk, bleeding edge solutions) will you be using?

Theintroduction of any project methodology to an organi zation impacts.

The people.

Their rolesand responghbilities.

The processes.

The technology being used.



Thisleve of impact must be assessed and managed accordingly. A useful checklist of theissues and concerns should
be prepared; it should cover the organization, its culture, the people, and, possibly, attitudes that need to change.

Has a Budget Been Allocated for Implementation?

Successfully implementing a new methodol ogy takes time and considerable resources. There will be costs associated
with such animplementation.

For example, aconsulting firm tried to implement afullblown project methodology for apharmaceutical client. Costs
were caculated for only the manpower time for this deployment, but the schedule dipped, and unforeseen costs such
as documentation, training, and information technology began driving up the origina implementation budget. The
project failed because of ineffective budgeting. Some of the most important cogts to include in a methodol ogy
implementation areliged in Table 5.1.

Table5.1: Consdering rollout costs

Cost Type Description

In-house resources Full-time employees assigned to team.

Vendors Software and hardware acquisition for (1) pilot and (2)
production.

Consultants Needed to bring knowledge to organization on process
and project.

Licendang Annua software licenaing fees and support.

Supplies Color charts, brochures, and project methodology
binders.

Travding Hotel, meal costs during nationa or internationd rollout.

Possible purchase of templates Templates needed for project phase from industry
leaders.

Traning Training users on the methodol ogy.




Support fees Includes annual support costs to maintain methodology.

Marketing Web ste design or enhancements to marketing
brochures.
Shipping costs Shipping materials and resourcesto fina destinations.

| mplementation Requirements

Certain documentation should be completed before any implementation of methodology takes place. Table 5.2 ligs
typica documentation.

Table5.2: Implementation requirements

Client Requirements Yes No
Solution to guide projects through I
completelifecycle.
Sdles cycle and operations turnover X
informetion.
Online gpplication. a
Hardcopy binderswith the I
methodology documented by project
manager.
Complete set of templatesfor each I
project phase.
Accommodationsfor exiging ad
organizationa processes.

| mplementation Tools

For many companies globally, the prospect of implementing afull-blown methodology for the first time can be
intimidating. In addition, if the implementation team does not understand how the organization's processes work and



which toolsto usefor the actua implementation, things only get worse. | recommend the following tools:

Any project management gpplication (e.g., MS Project, Primavera).

A spreadshest to track data and key businessinformation (e.g., MS Excdl).

Viso Professond or any diagramming application to create flowcharts and processes.

Any software devel opment package that allows devel opment of a customized project methodology with
graphical user interface (GUI).

Workflow software to automate the flow of project deliverables or support the established processes
between project teams.

An dectronic repository for document storage and version control.

A sizable database for storing and querying project data.
| mplementation Roles and Responsibilities

In any project deployment, anew project methodol ogy rollout requires a project methodology team, whichis
assigned aproject lead. Therole players on the deployment side of amethodology pilot rollout, dong with their key
roles and respongibilities, are shown in Table 5.3.

Table5.3: Roles and respongbilities in amethodology rollout

Role Responsibilities Full-Time As-Needed
Project sponsor Provides executive support I
and isthe methodology
champion.
Encourages and provides a
feedback to project lead.




Project lead

Managesthe overal
implementation of the
methodology.

Manages the expectations
of thedlient and
stakeholders.

Ensuresthat ddiverables
and milestones are met.

Busnessandys

Identifiesdl required
processes and business
requirements.

Mode!s the methodology of
the proposed business
modd.

Provides aworkflow of the
chosen methodol ogy .

Subject matter expert

Provides specidized
informetion on
methodologies.

Stsindl desgnreview
methodology sessions.

Computer support

Provides computer
hardware and software

support.

Provides architectura
design criteria




Functiona managers Provideinput on ad
departmental/ regiond
requirements.
Assist with resources 0
where needed.

Vendors Provide software support ad
and integration.
Assg withintegration and I
acceptance testing.
Provide usable 0
methodol ogy
documentation.
Provide user training. ad

One of my project manager colleagues planned to sail hisboat from Los Angeles Harbor to Honolulu, making the
13-day trip before the hurricane season started. He planned everything well in advance and in great detall. He
gathered hisfive-man crew. A commercid airliner pilot familiar with flight and shipping routes joined asthe skipper.
A diesel mechanic signed on to manage the engines; he even planned the spare parts to take onboard. A fisherman
was amember of the crew to catch fish should they run out of supplies. The owner of the vessel arranged firgt-aid
training aweek before the launch. Everything was planned, from onboard navigation to the handheld Global
Positioning System (GPS) system. They set adate to sail but never Ieft. My colleague eventually informed methat in
goite of dl hisplanning, he forgot team persondities. The skipper and the mechanic couldn't get along and hotilities
ensued. A great team needs to work well together and understand their roles and responsibilities.

There was a positive sSide to my colleaguestrip cancellation, however. If they had set sail at that time (September
2001), their GPS system would have been brought down because of the emergency restrictions resulting from the
September 11 terrorist attacks in the United States.

Secure M ethodology Training

| have attended many seminarsin which both project managers and senior executives have disclosed the best and
worst features of their respective project management methodol ogies. One feature highlighted every timeisthe
training of staff on the newly implemented methodology. | have often heard surprised project managers and
executives finding out about the "new methodology" on the day it isrolled ouit.

There are dso many project managers, andysts, engineers, and devel opers working on project teamsin virtually



every industry who are inadequately trained in the following areas, which should be part of the methodology training:

Obtaining user requirements.

Building qudity into the project.

Configuration management.

It is prudent to notify staff well in advance of the upcoming release or implementation of the methodology. Failureto
do so only adds to poor communication. Y ou heed to ensure that users understand how the components of the
chosen methodol ogy fit together, the types of projects that can be used with the methodol ogy, and the philosophy
behind it.

The project lead appointed to head the implementation of anew methodology and processes should include training
as part of the entire implementation process. After the methodology is communicated and the workforce trained,
companies should encourage their project/devel opment managers to be certified on their new project and/or
development methodologies. The following action items must be implemented:

Establish acomprehensive training plan and schedule.

Limit class Szesto 15 members per session.

Identify al project managers and technical leadsin the company.

Include computer-based training (CBT) asan option if cost alows.

Provide a conceptual overview and understanding of the methodology.

Provide practicd examples.

Discuss processes needed to support the methodol ogy.



Print sufficient color copies of the project methodology for attendees of sessons.

Maintain the necessary dectronic filesin a centraized repository for easy updates and modification.

Provide annud refresher training to introduce and explain new templates.
How Long Isa Typical | mplementation?

Each project methodology hasits own unique set of challenges and advantages. Certain methodologies are smply
sraightforward deployments, whereas others designed from scratch may take longer to deploy. For example, a
Commercid-Off-The Shelf (COTS) method may be smpler to implement than designing a methodol ogy from scratch.

Project methodol ogy implementation durations can range from 8 to 12 weeksfor a standard, commercia
off-the-shelf package. For atailored gpproach, sx monthsis the minimum period needed. A more complex
deployment could take substantialy longer (e.g., deploying a project methodology in 20 offices globdly). Immediate
results of implementation of your methodology become evident after afew projects have been completed, but the
metrics should be established as soon as possible (i.e., you want to measure the number of projects that succeed in
reducing cost or schedule overruns because of the chosen methodology).

Documenting the Project Methodology

During the pilot project, atechnicd writer or andyst documents the methodology from theinitid launch to the
completion of the project. This documentation becomes aformalized document or guiddine, which isrolled out
together with the methodol ogy after it has been accepted by the organization.

I ntegration of the Methodology into the Business

Simply implementing the new methodol ogy into an exigting environment causes problems. The methodology must be
integrated without disrupting existing processes and causing the business to come to a stop. The project manager or
executive must be sure the new project methodology will provide staff a better way of managing projects.

Be sure that a procurement process is integrated with the relevant methodology at thetimethe pilot isrolled out asit
iIsmogt likely you will need to place ordersfor project related equipment during this period.

Methodology I nfrastructure and Environment

Deciding to implement a project methodology at amoment's notice islike going on vacation in peak season without



lodging reservations. Prior planning and upfront confirmation of the environment and infrastructure are essential.
Requirements for successinclude:

Establishment of the proper infrastructure and creation of the necessary environment.

A centraly located facility where the methodol ogy can be managed.

Dedicated software and computer infrastructure to support the needs of the methodology team.

Sufficient facilities to accommodate the implementation/ deployment team during the pilot project and
postpilot launch.

| mplementation Checklist

At Microsoft Corporation, project managers and team leads meet regularly after regular business hoursto discuss
key software projects. These meetingsinclude aggressive, decisve assessments of tasks and activitiesto be
performed (either for the next day, week, or month). All attendees determine their project priorities and activities.
They aso formulate and communicate checklists to the necessary team leads.

The project methodology team should ensure that the following questions are answered before launching the chosen
methodology:

Do we have dl the project templates available in hard copy and soft copy format?
Have weidentified dl the processesin the organization, and are they relevant?
Have we identified the minimum set of documents needed for the project?

Arethe project templates easy to use and identified for use by project phase?

Aretemplates available online, or are they stored on aserver?



Do the templates meet the purpose of the various projects and technology used?
Have we communicated our approach and plan to al stakeholders?
0

Road shows to the various departments or regions.

Brochures circulated before launch.

Information lesflets circulated to dl users.

Presentations to potential users.

Involvement of users and subject matter experts.

Arethere areas of the business we have not addressed?

Have we considered legal aspects, such as contract management or failure to addresslega issueson
projects, which could result in lavsuits?

Have we trained users on the methodol ogy?
0

By department.

By sdected invitation.

Do we have atechnica writer in place to document any changes to the methodol ogy?

Testing the Success of Your M ethodology



When the early Romans built an agueduct, the engineer who designed the structure stood under it when the
scaffolding was removed. The engineer's expertisein his craft determined whether helived or died. The sameidea
appliesto modern day project management. Knowledge of project management mattersisimperative for success. If
the project fails because of poor methodology or noncompliance, the project manager should be accountable for the
falure

A project manager needs to test and measure the progress of each step of the process. Thisis achieved by involving
the QA department (independent of your project management office) to police or audit your projects on an ad-hoc
basis. Thisresultsin feedback asto the methodology's use and acceptance in the company. It aso showsto some
degree how well you are performing.



Communication

Communication isthe backbone of any successful project rollout. Without it, projects have conflict, delays, and
failure. Effective communication can be achieved with tools such as an intranet or Web-based technology to inform
stakeholders of current status and expected rollout date. Regular briefings with client executives and interaction with
the project sponsor are also effective.

Briefings/Presentations

Regular stakeholder presentations are akey part of methodol ogy implementation. The project lead should prepare
the following presentations for the client organization:

Kick-off presentation. After the go-ahead has been given for the methodol ogy to proceed, it is necessary to present
the (1) aim, (2) scope, (3) team, and (4) deliverablesto the client. This presentation communicates the Sart of the
project and gains support from stakeholders.

Informative progress presentations. These presentations are provided to the client at frequent, regular periods
(e.9., weekly) to communicate project progress and determine the next steps.

Prelaunch presentation. Before starting the actua launch of the methodol ogy, this presentation involvesthe staff that
will be directly connected with the rollout. Participants may include (1) functiona department heads, (2) regiond
executives, and (3) users. This presentation forms the basis for execution of the rollout. Failure to inform stakeholders
would result in miscommunication and possible ddays.

Postlaunch presentation. After the methodology has been rolled out to the specific client Sites, it becomes
necessary to again communicate with the stakeholders to notify them of the success of therollout. Thisisthe last
presentation the project deployment team hosts.

Marketing Campaign

Often, too littleis donein aclient organization to properly market the implementation of the new methodology. When
the implementation team redlizes that it hardly addressed the marketing of the methodology, color copies of the
methodology are often distributed to the end users. Thiswill not suffice in today's busi ness environment. The project
methodology team should have aready provided the marketing department or vendor with a proper set of
documentation. This documentation should include:

Project or development methodology binders describing the methodology, printed in sufficient quantities (and
with the ability to get additiona copies as needed).



Information leaflets for the client organization, or provide the information on the client'sintranet.
Hashy color brochures depicting the methodol ogy for the internd client departments.

Success stories on the value of methodol ogies posted throughout the organi zation.

Many companiestoday generate revenues marketing the adoption and implementation of methodologiesto interested
clients. They lure clientswith their marketing campaigns, which highlight their respective methodologies and provide
the justification for having amethodol ogy to support projects.



Methodology Acceptance Criteria

After the project methodology has been implemented and the first pilot project successfully completed, the project
methodology team, together with the client, should walk through the necessary acceptance criteria. Questionsto
answer include:

Has the methodol ogy addressed al areas of our business?

Does the methodology alow usvisbility to monitor al projectsin the pipding?

Have we addressed dl necessary templates that are required?

Arethere qudity gates built into our methodology?

Will the methodology be able to capture project metrics?

If relevant, have the software licenses for the methodol ogy been purchased?

Isthe hardware in place and in production?

Haveal the users been provided with methodology training?

Have the required support agreements with vendors been gpproved and implemented?
Have the project office team roles and respons bilities been completed?

In the end, the only thing that really countsto the client is the perception of what was ddlivered and the client
experience during the deployment. If the client is happy and well informed, deployment will be eesier.



Consider a Pilot Project Deployment

When any project framework or devel opment methodol ogy isimplemented, the company should consider deploying
apilot project before afull-blown methodology rollout. By initiating apilot project, the project team hasthe
opportunity to prove the effectiveness and true value to the stakehol ders. The methodology team then recruits a pilot
project manager to manage a project using the new methodology. The entire team patiently observes, monitors, and
documents al movementsin the pilot project.

Any small problems or issues are noted and corrected when the pilot project is complete. The entire team then holds
adesign review meeting to ensure that any changes are incorporated into the methodology procedures, training, and
mearketing materid. Figure 5.3 shows steps for implementation of a pilot methodology.

'
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Figure 5.3: Implementation of a pilot methodology.




L essons L ear ned

Introduction of any project methodology into an organization requires careful coordination and control. The following
arelessons learned on projects rolled out by Fortune 1000 clients:

1.

Using aflexible methodology in which projects are approached collaboratively and incrementaly provides
recognizable results at amuch faster pace, compared to an inflexible methodology that forces usersto
comply with every document and step.

Communicate to al stakeholdersthe status of pilot implementation.

Share success and highlights of milestones achieved and benefitsthat will be gained.

Y ou cannot gain acceptance from everybody when deploying anew project methodology; someone will
identify missing pieces.

Perform an assessment of the organization's current capability, identifying what key process areas need to be
improved to gain the maximum benefit; then make the gppropriate changes.

When working with sales and marketing staff who sdll project methodologiesto clients, be sure that the
project lead isinvolved before any commitment date is provided as many projectsfail when promisesare
made in isolation by sdesteamsjust to get the contract from aclient.



Questions

(}
1. What does implementing a project methodol ogy into an organization mean? *
- . | | ?
2. Nameat least four areas of the organization or business that have an impact on the newly implemented
methodology.
3. Describe how you would communicate the implementation of anew methodology into an organization.  *
| - | | ?
4. Name five methodology acceptance criteriathat are relevant to any methodol ogy implementation.
(}
5. Nameat least four job positions that would be required to ass st with a methodology rollouit. *
6. Discussthe importance and contributions of the project sponsor of the new methodology being rolled
Out.
7. Explaintherole of the project office in implementing a project methodology. *
(}
8. Why would aproject manager consider implementing a pilot before a magjor methodology rollout? *
i

9. How long isatypicd methodology implementation?

Answers

1. Implementing a project methodology into an organization demands a dedicated team to research and deploy a
new manner in which projectswill be managed.



2. Theorganization may beimpacted by the implementation of anew project methodology in the following aress of
busness:

Financid.

Procurement.

Traning.

Human resources and/or recruitment.

3. Communicate a new methodology though (1) aseries of methodology deployment presentations to project and
functional managers, (2) hold methodology training classes, (3) hand out information flyers, or (4) have senior
executives endorse the new methodol ogy throughout the organi zation.

4. Acceptance criteriathat need to be established for atypica project methodology implementation are:

Has the methodology addressed dl areas of our business?

Does the methodology alow usvisbility to monitor al project pipdines?

Have we addressed all necessary templates that would be required?

Arethere qudity gates built into our methodology?

If relevant, have dl the software licenses of the methodology been purchased?

5. Job positions required to assist with amethodology rollout are project lead, business analyst, sponsor, and
process enginesr.



|
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9.

The project sponsor provides executive support, champions the methodology, and provides guidance to the
project team on the implementation and necessary objective feedback.

The project office plays akey role with any project implementation. If it isanew implementation, the PMO will
assist with the deployment of the methodol ogy into the organization until it isfully operationa and then resume
with postimplementation.

A pilot project dlows ateam to assess the results of the methodology on asmaller scae instead of implementing
afull-blown methodology rollout that might fail.

A typica methodology implementation depends on the size of the organization and the company's project
meaturity level; but usualy abasic implementation takes between 8 and 12 weeks.
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Chapter 6. Supporting the
M ethodology

Overview

Any organization that intends to support aformal project methodology should redize that it would not smply end
there. Much more is needed than smply using a project methodology for your project delivery process. Y ou need to
support your methodology after you have implemented it. Key factors that your organization should consider before
commencing with theimplementation include:

There must be an executive commitment to the continual support.

The methodology must be accepted in totdity by the organization and al required input must be received.

All project managers and support staff must be trained in the proper use and functiondity of the
methodology, itstools, and its processes.

All projects must be prioritized and identified in the organization.

Prioritized projects should be funneled through the project office, which, in turn, schedulesthe projectsin
accordance with the resources available.

Processes must be updated to reflect the presence of the new methodology (i.e., the financia reporting and
executive reporting systems must be updated).



L evels of Maintenance

A certainleve of support or maintenance must be given to the newly implemented methodology. It cannot Smply
exig onitsown it requires constant support and nurturing to fully maximize the efforts and val ue the organization
needs. Thefollowing levels of support are necessary:

Leve 1. Minor level. At thislevd, project templates are updated or removed and replaced by improved
versons. A member of the project office team administersthislevel of support.

Level 2: Intermediate level. At thisleve of support, recommendations to change key processes are
consdered. A competent member of the project office team who speciaizesin processes and project
management adminigersthisleve.

Level 3: Major level. At thislevel, support oversees situations such as a database supporting the framework
goes down, project managers do not have accessto their files, aphase is added to the methodology, or
conformance to a new specification or government regulation requires that the methodology be adjusted. This
level of support may generate additional work for the project office team supporting the methodology.

Thefollowing questions are frequently asked about the maintenance and support of project methodologies:

When does maintenance begin for a project methodology?

Doesthe project office maintain the methodology or isthis|eft to individua users?

Maintenance is afact as business needs change; therefore, dthough maintenance is necessary at the end of the
development process framework definition, it should be considered from the very beginning of the project. The
project framework guiddine document should makeit explicitly clear that support will be provided to dl usersof the

methodology.

A methodology does not ensure maintainability by itself. Maintainability and support are made possible by a
combination of fivefactors

1.

Tools.



People.

Documentation.

Good practice guidelines.

A methodology budget.

Guidance on the first three of these agpects can be provided in amethodol ogy framework manual. Good practice
guiddines cover aspects such as standards, style guide, use of methodology for the execution of projects, and so on
everything that would have been done automatically for awaterfal approach and should not be forgotten just
because a RAD method, for example, is being used.

Methodol ogies with poor maintainability characteristics are difficult to change and prone to operationa problems and
errors because they have an adverse effect on the budget. Conversely, methodol ogies with good maintainability
characterigtics are quicker and easier to change, arelesslikely to succumb to problems and errors, have longer lives,
and make more effective use of available resources.



The Project Office Influence

A project office can relieve aproject or development manager of the details that can be obstaclesto achieving
success. It provides centraized management and coordination of multiple projects and resources, aswell as
establishes a project management culture. Further, a project office can serve as acenter of excellence to provide
quick and organized accessto years of project best practices. Support isthe most complex part of the rollout
process. The project office must be able to keep track of the complete project portfolio. Thisincludes the selection
and prioritization of new projects coming into the organization, aswell as cancellation of those that are not meeting
the metrics set by the company executives. When a project isin trouble, executives do not want to hear about it only
at the last moment. The project office's responsibility is, therefore, to provide abaance or checkpoint for al projects.
Additiondly, the management of the methodology pipelineisjust one aspect of the project office.

Responsibilities of the Project M anagement Office (PMO)

The project office plays an important part in amethodology. The most logica choice to manage the methodology is
the PMO. The relationship between the PMO and the project or development methodol ogiesis shown by the
following tasks, which become the respongbilities of the PMO:

| Managing the portfolio of projects against the project framework and methodology.
Maintaining the project framework and methodology.
Ensuring that all projects are tracked and measured for performance.
Using tight interna controlsto meet company goas and objectives.
Ensuring that best industry practices and standards are constantly applied.

Delegating responsibilities, which should be assgned for the duration of the project.

Participating in cross-functiond activities such as QA, finance, and HR.



Monitoring, evauating, and controlling progressin comparison to project plans.

Ensuring internal company processes are enhanced to support the project portfolio.

Support Toolsand Techniques

The PMO supplies al the necessary tools and techniques for use by the company. It maintains the latest versions of
these tools and ensures that the most efficient techniques are provided to the project managers working with the
project methodology. Table 6.1 lists project support requirements.

Table 6.1: Project methodol ogy support requirements

Support Area Tools
Fanning WBStool, templates
Edimating Cost estimation tools, COCOMO
Project templates Word processors, spreadsheets, and databases
Project and company process flows Workflow autometion tools

Documentation Supporting the M ethodology

The saying goesthat it's not over until the paperwork is complete. Project documentation formsacrucia part of any
project methodology. Each phase requires its own unique set of documentation, which should identify and capture the
essence of the project. When amethodology does not have the correct types of documentation and they are

incons stent with the organizationa objectives for managing projects, not only are they not used, but they most likely
are completed incorrectly. Thus, the project office team has to ensure that the correct documentation isavailable to
the people who use the methodol ogy.

Cost of Supporting a M ethdology

Nothing isfree, not even maintaining project methodologies. In its smplest form, there may be minimal expensesif the
methodology isrelatively easy to use. If you have acomplex SDLC or aniterative life cycle, the costs to support and
maintain such methodol ogies riseincrementdly. Either aninternd department can maintain methodologies, or this
support may be outsourced to an externa vendor. In either case, it will cost you money.




Additionally, support costs should be variable based on the priority set by the client demanding the support. This can
take many forms, but most often it meansthat if a client ignores the project methodology guiddinesand assgnsa
higher priority for hisor her concern, some cost possibly an interna charge-back must be associated.

Auditing the Project M ethodology

What are the measures of project success? What are the critical factors that cause projects to be successful or to
fall? How ussful ameasureis project overrun? What contribution has project management made to business
performance?

Organi zation and human issues continue to cause major chalengesto the effective implementation of projects. How
much new theoretically based research is il to be accomplished is questionable. Organizationd learningisan
example, however, of genuiney new theoretica ground to explore in the following aress.

Useof tight interna controlsto meet goals and objectives.

Use of best practices to ensure success throughout the entire project life cycle.

Delegation of respongbilities, which should be assigned for the duration of the project.

Involvement of cross-functiona activities.

Monitoring, evauating, and controlling progress againgt project plans.
Achieving Organizational Support

Project managers must be aware that after a project methodology has been implemented, continued support is
required from across functiona departmentsin an organization. The project manager in charge of managing the
methodology must ensure that a balance exists between the interna and external organizations. Users say that
everything isfine until the moment you change their environment (e.g., changing their computer screen). Itis,
therefore, essential to obtain organizational support from day one.

For example, alarge pharmaceutical company such as Johnson & Johnson has many operating companies that
require project management services. Cross-functiona support and communication is effectively managed on a
continuous basis to ensure that no duplication and confusion exists between any operating company project needs. In
addition, Johnson & Johnson's project life cycle methodologies are consolidated at al times, and knowledge sharing
is encouraged throughout the organization. For thisreason, Johnson & Johnson truly stands out as one of the most



successful hedlth care companiesin the world.

Studies have shown that a clear relationship exists between the number of people-oriented activities and the size of
the company, and, more importantly, its organizationd culture. This suggests that implementation methodology needs
to be based on the characteristics of an organization.

Support Agreements

Itislikely that many project offices have integrated toolsthat are used by al project managersfor managing their
projectson adaily basis. Companies cannot afford downtimeif the softwarefalls. Therefore, it isimportant thet the
vendors support the methodology. The support agreements between the support team (i.e., PMO or vendors) should
indudethefollowing:

Minimum call-back times (e.g., two hours, one day).

Minimum time for the resolution of issues.

Types of resources responding to the types of problems.
Support Infrastructure and Resour ces

A project methodology and its associated processes, tools, and techniques should be managed from a centralized
location in the company. That location should include:

Computing support.
Remote access support (networking).

Facilities (offices).

Adminidration offices.



Traningfadlity.

Support Checklist

The project manager should ensure that documentation or deliverables are checked after the company has accepted
the project methodology. Be sure that:

Service leve agreements of dl vendorsthat have systems linked to the methodology arein place.

All project templatesarein asingle repository.

A backup exigtsfor al project templates and data.

A scheduleisin place for regular backups and that the staff is trained to perform the backup procedures.

All PMO gaff has been trained to answer any questions from project managersin thefield (i.e., off-site) or
in-house.

An escaation process has been communicated to al project managersfor problemsthey may have with the
project methodol ogy.

A contact ligt of al project managers and users of the methodology exists.



Reality on Project Support

Everything being said, | don't think | can provide enough emphasis on the "political” side of project management.
Projects fail for dl the reasons I've cited, but they also fail because of poor, or no, management support, competing
management philosophies, persond career agendas, and lots of other related reasons that you may have seen,
overheard from fellow colleagues, or even persondly struggled through. Where are the toolsto build project
support? Glossy communications just aren't enough. Y ou need to run aproject like apolitica campaign with lots of
behind the scenes negotiations and arm twisting to ensure that the metrics by which successwill be determined are
achieved.



L essons L ear ned

Thefollowing are some va uable lessons regarding support of methodology:
1.

Be aware that outsourcing your methodology support to outsiders costs money.

Ensure that the organization provides yearly financial support in their budgetsfor the project office that
supports the methodol ogy, improvements, new tools, and so on.

Ensurethat any SLA for avendor is gpproved and signed before anything goeslive.

Ensurethat dl project templates are available online and that they work properly.



Questions

(?
1. Why do wetalk about support for a project methodology? I's support really necessary? *
(?
2. Who owns a project methodology in an organization? Isit the project office, the program office, an *
externa vendor, or the users? Explain.
3. Nameat |least three areas of support that likely would be needed when supporting a project framework  *
In an organization?
4. Do you agreethat different levels of support are needed in an organization to tend to the overal *
methodology? (Isit afixed dedicated team or managed ad hoc?)
(?
5. Who maintains the methodology after implementation? *
(?

6. Describe how you, as the newly appointed manager, would begin to address the support of an
enterprisewide project management methodology. Y ou have to present a plan of action to ensure that
the company project managers have areliable framework. Looking at thefiles, you notice that two
vendors who currently provide limited online support deployed the project methodology. Various
peoplein your company review project templatesintermittently, and users have stated that the
templates don't alwayswork.

Answers

L

After aproject management methodology has been established in acompany, it needsto receive proper support
and maintenance. Thisinvolves ensuring constant monitoring of the entire framework ecosystem, which includes
the project methodology, templates, processes, information systems, resources, and facilities.

|N

The project management office must own the project methodology. A centraized body in the company must be
accountable for managing the methodology. Any problems encountered can be efficiently resolved and
communicated to project managers. There are then aso those organizations that didike PMOs and consider
them as anon-billable function and therefore consdered overhead.



3. Project support can be categorized into three main aress of support, namely:

Level 1 support: Basic support that must be resolved within two hours.

Level 2 support: Intermediate support that must be resolved within one day.

Level 3 support: Advanced support that has to be resolved within one week.

4. Firgt, you would need to assess the Situation and solicit va uable input from project managers, executives, and
project aff asto the shortcomings of the enterprise project methodology. Y ou should concurrently assessthe
current project tools, techniques, training, and processes being used and then formul ate a recommendation with
an action plan. Thisisto be presented to the company executives, recommending the support needed, including
the support agreements that need to be put in place to get the methodology back on track.

|on

Either the QA or the PM O department can maintain the methodology, depending whereit islocated. It redly
depends on the organi zation.

|

To support any methodology, you need to understand the size and complexity of the methodology (i.e., complex
waterfal or open source methodol ogy), the number of users, and which components of the methodology were
being used a which times. This could imply that you may need to support project templates or processes,
provide continuous training to the users, and upgrade existing methodology softwaretools. It iswiseto establish
aservice-level agreement with the organization or project teamsto provide a support mode for them.



Chapter 7. Project Templates
and Techniques

Establishing a Template Road M ap

Templates also referred to as artifacts or boilerplate templates are essentia to the success of any project.
Templates are seldom found bundled together nicely in abox, ready for use. Project or devel opment managers do
not want to spend the time to create new project templates for their projects. Instead, they benefit greatly from using
awide variety of tried and tested methodology templates, which gives them time to concentrate on the actua project.

This chapter provides ardiable source of useful methodology templates that might be required by project or

devel opment managers during specific project phases. Whether managing projects or actually developing the
technical detail (i.e., design or build phase), you will face constant change. M ethodology templates support the user in
cregting and maintaining project datalinformation in aformalized and structured manner. Templates dso focuson
guiding usersto specifically define key deliverables, addressing issues such as quaity, scope, resources, risk, and
cost. These templates help project team members gain a better understanding of the project and its associated tasks.
Table 7.1 lists advantages and disadvantages of project templates.

Table 7.1: Advantages and disadvantages of project templates

Advantages Disadvantages
Reusable no need to start from scratch Needs custom tailoring
Savestime May contain difficult style and ineffective format

Pick and mix

Ease of use smply edit, copy, and paste

Format dready exists

Although the lightweight methodology family discussed in previous chapters does not encourage large amounts of
project documentation, it requires some methodology templates.






Template Selection

| recently bought apair of snow boots from the Timberland Web site. After selecting the boots, | wasimmediately
offered accompanying winter socks an excellent way to cross-sell something | had not planned to purchase.
Likewise, when choosing amethodol ogy, you would surely need some templates to accompany it. After you have
defined the methodology, add the appropriate methodology templates (e.g., concept phase would require a business
case template and afeasbility template). However, you must be very sdective with project templates, asthere are
essentialy hundreds of forms, checklists, and templates you could use. If you select every template, you've cregted a
monster. Select too few, and you are short. Through extensive experience on many different projects, | offer a
complete project template toolkit which is available on my persona website www.jasoncharvat.com/saeshtml. This
toolkit can be used with any project methodology and for each project, you merdly identify and select the relevant
templates you need.

Figure 7.1 showsthat each stakeholder in the project plays an important role. Sometimes, stakeholdersrequirea
complete set of templatesfor their tasks. Other times, a stakeholder needs only specific templates (e.g., QA
stakeholders require QA_—_re_I_ate_d documentati _(_)n_).
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Figure 7.1: Project templates per project role.

Purpose of Project Templates

The definitions and templates found in this book are best described as generic because certain methodologies and
companies may havetheir own variations of the templatesthey need. Therefore, project templates should be
modified based on the specific methodology to be used or tweaked to suit your company standards. Figure 7.2
provides asummary of the contents of the CD-ROM that | provide on my website. Once you obtain the CD-ROM,
there are 120 different project templates available for use. The structureislisted in possible phases you could expect
to encounter on atypica project. If you have just started your project, you would open the Concept Phase folder
and locate the relevant template.
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Concept Phase Templates

Master Record Index Template for Project Start

The master record index isused at the start of aproject. It listsal documents used during the initial phase of the
project and indicates status of the documents (i.e., gpproved or not approved). The master record index assistsin
auditing and provides project managers with aquick reference of documentsrequired for the project. Thisisa
one-page document and the template is Smple to complete.

Feasibility Report Template

Thefeasibility report isaforma report that provides the findings of the feasibility study, which isundertaken before
the project starts. The report includes an overview of the request, the reasons for initiating the project, the findings of
the study, recommendations elther for going forward or for rgjecting the request, and the estimated cost and effort of
the project. If available, it also summarizes the expected advantages to the group (e.g., cost savings, less maintenance
effort) of the new ddiverable.

Product Brief Template

The product brief document describes the aim, benefits, and objectives of the proposed product. It could describe
the development of anew photocopier, satellite, or medica drug. Additiondly, it establishesthe parametersfor the
work to be done, including tasks to be performed (scope) and tasks not to be performed (outside of the scope of the
project). It may include expected deliverables, risks, the project team and their roles, and measures of success
(close-out criteria).

Product Plan Template

The product plan document describes where the product will compete, development time line, scope, and resources.
User Requirements Specification (URS) Template

The URS document describes, in business terminology, the client's project requirements. Many failed projects have
had either no or poorly documented user requirements. The client should typicaly complete the URS, but this does
not always happen. In any event, be prepared to complete this template for the client, because the URS setsthe
entire direction of the project. Without aURS in place, you may encounter clients asking for more than what was
origindly bargained for. The URS usudly precedes a system requirements specification document. To ensure that the
URS templateis properly completed, engage the client in a series of discussions, questionnaires, or workshopsto



obtain the requirements (see Figure 7.3).
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Figure 7.3: Importance of URS on projects.

Financial Analysis Spreadsheet Template

Thefinancid anaysis spreadsheet caculatesthe various financia benefits and vaue of your project. It providesthe
necessary information to guide you in estimating codts.

Request for Proposal (RFP) Template

The RFPisaforma document soliciting proposa's from selected vendors. Included in this document is adescription,
usualy detailed, of the project. Also specified isthe format that the vendor proposal must follow, which dlowsthe
requestor to compare one vendor's response to another's. An RFP template varies from company to company.

Statement of Work (SOW) Template

The SOW isaforma, signed document, which describes the project needs and the solution. The following sections
may be included in the SOW:

Executive summary, which summarizesthe project at ahighleve.



Project scope (including assumptions).

Solution (gpproach to take).

Roles and respongbilities of each individual (and/or company) on the project team.

Closeout criteria (agreed-to ddliverables, which define when project is complete).

Pricing (project costs may be a separate document).

Discovery Template

The discovery template is a document used by the project team when aclient requests the team to perform a
"discovery” of the client's current business environment and explore future intended business sate. Asthe template
nameimplies, it isan exploratory document. It should contain aroad map of the technology used, processes,
resources used, anticipated growth, and direction to take. Thistemplate requires some innovative input.

Project Charter Template

The project charter isahigh-level document generated by the project manager to provide an overview of the project
and to inform senior stakeholders and sponsor of the project initiative.

Project Roles and Responsibilities Template

Project managers use the roles and responsbilities template to il lustrate the various roles to be played on the project.
It specifiesthe responghilities of each member of the project team. Without this template, communication would be
difficult because project team members would be unsure of task responsibility on the project.

Project IssueList/Log Template

Theproject issuelist or log is adocument that identifies al issues requiring resolution. Each issueis categorized with
degree of severity and priority and/or date for resolution. If the issue is deemed arisk to the successful and timely
completion of the project, it istransferred from theissuelist to therisk list.



Project Risk List/Log Template

The project risk list or log isadocument used to identify al conditions or eventsthat may endanger the project's
timely and successful completion. Each condition islabeled with a degree of severity and probability of occurrence.
Actionsto mitigate the risk should be included.

Project Management Plan (PMP) Template

The PMPissmilar to aproject definition report (PDR). The PMPis one of the most important documentsin any
project manager's template tool kit and needs to be completed as quickly as possible. It defines the project scope,
objectives, interfaces, resources, budget, and schedule. The PMP document can also consist of appendixes
containing data on related topics, such as communication and quality assurance.

Project Definition Report (PDR) Template

The PDR isaforma document generated at the project definition workshop (PDW), which usudly includesthe
project sponsor, the project team, and the immediate stakeholders of the project. The aim of the PDR isto clarify
and define the purpose, scope, and fina objectives of the project. It servesto introduce the team to the stakeholders
aswd| as generate commitment from al. Additionaly, the document must contain aclear description of the domain of
the project, the problems to be solved, and the fina goasto be achieved.

Termsof Reference (TOR) Template

The TOR documentsthe "rules’ that project participants must follow. This document includesthe vision, mission roles
and responsihilities, project goas, budget, project control and QA processes, and escalation procedures, among
other factors. It is prepared specificaly to describe goals, activities, and scope of work to be undertaken. It should
aso provide an outline for the business plan, prototype Site, evauation, and readiness. The TOR should usudly be
limited to 10 to 15 pages.

Business Case Template

The business case is an important document used to address not only the effect of investments but also the processes
that ensure that capital spent on projects brings an exceptional, risk-adjusted return. The goa of the business caseis
to define the opportunity and reasons that management may accept the undertaking of a systems devel opment or
enhancement project. These business case objectives and descriptions, therefore, provide the basisfor the business
assessment. This document is akey decision-making document for not only the company executives, but dso
investors and other important stakeholders. Additionaly, many top executives that read business cases today demand
subgtantialy more than cut-and-paste work. Project managers must strive to find those opportunities that increase
top- and bottom-line performance, and methods to improve cash flow and free up working capital.



Feasibility Study Template

Thefeashility study isused to determine if the proposed project is practical and will meet the needs of the group
requesting the project. The study includes analysisto determine the practicdity of the project and aforma report
detailing the findings and recommendation. A business andyst, consultant, or executive familiar with the proposed
solution usudly completesthe project feasibility template.

Team Contract Template

The team contract isaformal document developed by the project manager describing the project in terms of a team
contract, which isthen signed by al partiesto the project. It solidifies the project and brings the team together.

Project Contact List Template

The project contact list shows al members of the project team, including the sponsor. The list includes contact
information, such as phone number, pager number, location, and primary and backup contacts, including their roles
on the project.

Project Brief Template

The project brief defines the aimed scope of the project. It issmple to complete and well accepted by project team
members. All stakeholders are identified in the project brief.

Project Status Report Template

The project gatus report highlights project accomplishments since the last reported status. It is used to identify
outstanding issues and may include specific action items requiring resolution. The status report should include
upcoming activitieswith their associated dates. Depending on the required report, it may also be necessary to include
financid and schedule information such as planned versus actua. The status report should be concise.

Risk Management Plan Template

The risk management plan includes the risk event, the probability of risks, and the consequences of these risks.
Recommendeations and actions to be taken on the project areincluded. The risk management plan should be
approximately 5 to 15 pages, depending on the project size.

Work Breakdown Structure (WBS) Template



The WBS isthe blueprint used to carry out the work. It identifies the actual tasksto be performed and the hierarcha
relationships of the tasks. It also defines the task duration and the anticipated resources in the project. Favored by
many project managers, the WBS differs from project to project, but the breakdown isusudly limited to four levels
or fewer.

Project Agenda Template

The project agenda document is used by project staff to plan required project meetings. The agenda setsthe
direction of the meseting by listing specific agendaitems. Each agendaitem should have a specific time dlocated to it
so that al itemswill be covered.

Project Kickoff Meeting Template

Thekickoff meeting document lists the essential requirements for conducting akickoff meeting. The kickoff meeting
allows project stakeholdersto gain a better understanding of project objectives, time frames, and resources.

Minutes of a Meeting Template

The minutes should be recorded at al project meetings. Minutes of meetings should be short and concise and state
the actions, due dates, and respongbilities by party. The minutes of a meeting should be sent to participants and
interested parties within 48 hours of the meeting. A smple e-mail template can be used to summarize the project
meeting minutesin bullet format with action items and compl etion dates, then send the e-mail minutesto your
digtribution list. Although asmall percentage of project/development managersin companies| have worked with
actualy digtribute minutes of the meeting, and forms are an essentid part of the project communication process.



Design Phase Templates

Technical Specification Template

A technica specification document is needed because it formalizes the technica details of the project. It should detail
the devel opment methodol ogy to be followed for the solution. The technical manager of the project should work in
conjunction with subject matter experts (SMES) or vendorsto create the required technica specification documents.
There can be more than one technical specification, depending on size and complexity of the project. For example,
you could have billing, software, and integration specifications just for one project. The technica specification
document can beformal (e.g., for heavyweight methodologies) or informal asaworkflow or software code (e.g., for
lightweight methodol ogies).

Provisional mplementation Plan Template

During theinitia phases of the project, the provisiona implementation plan document should be used to start planning
the implementation of the project.

Provisional Back-Out Plan Template

Deveoping a project back-out plan israrely considered in many project organizations today because those involved
assume the project will succeed. However, only 16.2 percent of projects succeed; thus, 83.8 percent fail. A
back-out plan is necessary because theinitid project plan may not be successfully launched or it may fail because of
technica difficulties. The backup plan, which should describe a safe, dternative route, then takes effect.

Functional Specification Template

Thefunctiond specificationisatechnica document, usually prepared by the development team. It describes the user
requirementsin technical termsin preparation for system devel opmen.

Master Record Index Template Design Phase

Thisindex lists al the documents that are required during the design phase of the project. Thisisagood way to keep
track of the approved documentsin each phase you can readily open the project binder and determine which
documents were approved and used during the design phase.

Resour ce Allocation Template



The resource alocation document can be used by a project manager to document al resources (team) working on
the project. It hel ps manage the resources time over the entire project. This useful template allows monitoring of
percentage of resources time and monthly costs to the project.

Provisional Service Level Agreement Template

The provisond service level agreement sets out the necessary levels of support needed for the project after it is
deployed. The provisond service level agreement defines the services needed and states to what extent they will be
met.

Deviation/Concession Template

The deviation template isaforma document used by the project team to indicate any deviation from the original
scope of the project. It Signifies that adeviation has been made and that al parties agree to the change.

Actual Cost Spreadsheet Template

The actual cost spreadsheset is useful when a project manager would like to capture actual costs of the project staff,
equipment, suppliers, and associated costs.



Build Phase Templates

Master Record Index Template Build Phase

Thisindex ligts dl the build phase documents that may be required by the project during the build phase. It helps
keep track of the approved documents for each phase; you can readily open the binder and quickly determine which
documents were gpproved and used during the build phase.

Acceptance Testing Template

Acceptance testing is performed by the QA team to test and accept the solution that has been built before release to
the client. Many clients have their own acceptance testing staffs, who need to be included in the development of any
acceptance testing documents.

Test Plan Template

Thetest plan lists specific Stuations or events (test cases) to test for functiond (incorrect logic) or interpretation
(miscom-munication at the design stage) errors. Test cases and expected results are prepared before the test phase.

User Acceptance Test (UAT) Plan Template

The UAT document lists the specific business requirements (test cases) to test the businesslogic and flow of the
solution. Thisincludestesting to ensure the system meets the business needs (tests against the business requirements).

Development Testing Template

This document, which tests for functiondity and stability, may be performed a (1) amodule or program level and (2)
asystem level, which aso tests the interaction between modules or programs (operationa test procedures).

QA Error Log Template

The QA error log isused to record dl errors on the project after findization by the deployment team. The error log
ligsal errorsfound by the QA team and should include specific examples of how and when the errorsfailed during
the test process. Until dl the errors have been resolved, the product or solution cannot be delivered to the client.






| mplementation Phase Templates

Master Record Index Template | mplementation Phase

Thisindex lists al the implementation phase documents required by the project during the deployment phase. A quick
look at the binder will determine which documents were agpproved and used during the deployment phase.

| mplementation Plan Template

Theimplementation planisaforma document that identifies the stepsfor deploying the solution into the designated
environment. The plan includes al project tasks that must be completed, the responsibilities of identified stakeholders,
deliverables, and completion dates. Additiondly, when relevant, the implementation plan should contain any
resources such as hardware, software, machinery, logigtics, connectivity, project staff, and cost for each item
required to implement the target solution.



Closure Phase Templates

Master Record Index Template Closure Phase

Thisindex ligs dl the closure documents that are actualy needed on the project during the closure phase.
Postproject Review Template

The postproject review template is used to start areview after the project has been deployed. Thisreview should
capture the inputs and reviews of the client, team members, and sponsors.

Support Plan Template

The support planisacrucia project document that must clearly and accurately describe (1) the what, (2) the how,
(3) support time, and (4) who will provide the required support needed after the project is handed over to
production or operations. It aso requires specific metrics and detail s to support the solution.

Sign-Off Certificate Template

The sign-off certificateisaforma document approved by key stakeholders who authorize the acceptance and
satisfactory completion of their areas of the project. This document usually requires only afew pages.



Selecting Project Templates

It issenselessto use every project template for your project. Y ou merely add a great administrative burden on
yourself, and you will likely end up over schedule because of it. For example, it isinefficient to use the entire arsena
of templates on a database migration project. Instead, you should selectively identify critical templates required by the
business. Thefollowing types of projects require different levels of project templates:

Small-sized projects. These are projects ranging from one to four monthsin duration. The emphasisison
completing the project as quickly as possible. Examples are small migration projects, crestion of aWeb sSite,
or smply upgrading.

Medium-sized projects. These projects take up to twelve monthsin duration, which isthe norm in most
companies. They are not quickly resolved and usualy consst of externa vendors and integration. The leve of
risk and change control starts increasing with mediumsi zed projects. Examples are devel opment of (1) anew
network center in anew location, (2) acedlular phone project, and (3) abusinessintelligence project.

Super-sized projects. These arethe largest of dl projects. They may take afew yearsto complete.
Examples of these projects are the devel opment and building of ships or space vessals, large construction
projects, or development of anew drug.

Figure 7.4 showsthree categories of projects (i.e., smdl, medium, super) and the minimum project templates that are
recommended. For small projects, the emphasisis on having only the minimum project templates, medium-sized
projects require afew more, and the super-sized projects require the most, because of the amount of communication
and coordination required.

Poroect Typas .

Figure 7.4: Minimum number of templates needed per project Size.

Template Checklist

The project or development manager should ensure completion of the following steps:



All templates have been identified for each phase.

Templates have been cross-referenced againgt avail able methodology standards used in the organization.

Resources have been identified to complete the templ ates.

Templates are accessible for use.

Templates are available in hardcopy format.

Format of Project Templates

Project templates should be provided in a standard e ectronic format. Many companies use the most common word
processing or spreadsheet packages, such asMSWord or MS Excel. The formatting of the templates usualy
undergoes aseries of editing checks and technica reviews before distribution. Text sufficient to guide the user should
be included on each project template. The PM O should also maintain and publish a separate master record index
with acompletelist of al project templatesin circulation in the company. The master record index should contain the
fallowinginformation:

The project template name.

Current revison number.

Dateissued for use.



L essons L ear ned

Asanew project manager for aclient, | wasresponsible for devel oping certain project documents. From previous
experience, | knew that these templates were available online at a pecific Web ste; | was not fully aware that the
templates came at aprice. Because | didn't want to recreate anything aready available, | obtained approval to
purchase these templates, which took too long. Thelesson learned: Identify and secure the necessary templates well
ahead of time.



Questions

(}
1. What isthe importance of project templates? Discuss. *
(}
2. Namefive project templates used in the concept or initiation phase of a project. *
(}
3. What isthe purpose of a project brief/project definition report? *
(}
4. Discussthree waysto access templates in an organization. Assume you are anew project manage. *
(’)
5. Explain whether it is necessary to use al templates for your project. *
(}
6. Explain how to select speific templates when assigned a project by your organization (e.g., business  *
case, ROI). Would you discussit with your project sponsor or take the initiative yourself?
(}

7. Ligteight essentid project artifacts or templates you would use for a 30-month project, whichis
awaiting approva by an executive board. The project will design and build a state-of-the-art electric
vehicle, with participation from three well-known manufacturers. Y ou are the project manager. State
which type of methodology you would recommend.

Answers

|

The purpose of project templatesisto assst project managers or busi ness executives in a productive manner,
with already-prepared document frameworks, ready for completion with specific project deliverables.

[N

Templates used in the concept phase are URS, SOW, RFP, business case, and feasibility study.

I

The purpose of the project brief or project definition report isto define the aim, scope, objectives, and
deliverables of the project to be undertaken.



4.

5.

|

Project templates should be readily accessible to project managers through one of the following channels:

On the company network residing on acommon directory.

On acompany intranet Site.

In stand-alone CD-ROM format.

When working on aproject, it is not necessary to use every project template available. Instead, identify with the
key stakeholders which templates are necessary for the type and size of project. Smdler projects require fewer
templates than larger projects.

When deciding on project templates, it is necessary that the project manager identify which templatesare
needed. After compiling alist of templates needed, the list should be reviewed with the project sponsor. The
sponsor provides the necessary input, which should formalize the minimum number of templatesto use. By
following this gpproach, the project sponsor isinvolved.



7. Although each project can be approached differently, | would employ an SDLC methodology because more
coordination is needed between dl the various parties (i.e., designers, technicians, inspectors, marketing
managers), who may reside globally. My choice of templates for thissize project is:

Project brief.

Project feasibility report.

Businesscase.

Statement of work.

Technicd specification.

Quality assurance plan.

Communications plan.

Contact ligt.



Chapter 8. Project Processes and
Trends

Process Consider ations

Looking beyond your company's portfolio of projects products and servicesthat it works so hard on reflect on those
core processes needed to support overall objectives. Beyond being passionate and committed in your work, there
must be afundamenta focus on having the right processesin place. There will dways be opportunitiesfor you as
project or development manager to tailor processes; therefore, you must understand how and when processes come
into play. Someone once said, "We don't use standard business processes; we have unconventiona ways of
recharging our entire business, which totally support our project and devel opment methodologies.”

On any project you undertake, you may encounter Situations from which you need to remove certain processes
because they are not in your project scope. For example, you don't need to do financia's on your project (on many
projects, project managers don't touch finances). In this case, you would drop the financia process and use the rest.
Or, you are using aWaterfall methodology on aproject and your client ingsts on document management (i.e., verson
control, distribution). In this case, you need to add this process to the project scope. Project methodol ogies:

Demondrate the ability to get the job done.
Meet certain criteria set by auditing or certification groups monitoring the company.

Allow the company to prioritize resources accordingly, based on the project's progress.

What | sa Process?

A process is best defined aswho (is doing what), where, when, and how to reach acertain goa (see Figure 8.1).
Because processes are the foundation of successful projects, it isimportant to devel op those processes that reflect
the organization's unique strengths and work patterns. In project-oriented organizations, project management serves
as the core process, which integrates the devel opment/depl oyment practices to complete projects successfully. The
use of project methodologiesisthe most significant factor in project management today.



Figure 8.1: What is a process?

Methodologiesimpose adisciplined process on the project life cycle with the aim of making the execution and
completion more predictable and more efficient. Thisis done by developing a detailed project framework with a
strong emphasis on other project areas such as planning, design, procurement, finance, acceptance testing, and so on
(see Figure 8.2).
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Figure 8.2: Effect of processes on aproject.

What Core Processes Are Available?

Core processes are typicaly those key processes that transform "what the company does' into vauable outputs for
its client. Without these key process areasin place, projects would struggle to meet their schedules. Table 8.1 ligs
those key processes, which any company should consider using.




Table 8.1: Key process areas

Processes Area Addressed Resour ce Needed
Change control Configuration management Configuration manager
Procurement Purchasing of equipment Procurement manager
Issue and risk Problems on the project Project manager
Documentation Document management Configuration clerk
Egimation Project cost forecasting Cost estimator
Communication Project communications Project manager
Recruitment Hiring new project resources Human resources/personnd
Marketing and sdes Marketing and sdes Marketing and saes manager
Project framework Actud project methodology Project manager
Finance Budgeting and invoicing Fnancid manager
Audit Project Qudity assurance
Quadlity assurance Project qudity Qudity assurance manager
Traning Traning Traner
Product development Devdoping/manufacturing Deve opment manager

Decide which processes you need on the project. Y ou could use either dl of them or only a selected few. However,
they need to be available and ready to execute when a project manager wants them. Companiesthat are ISO
certified or regulated by groups such asthe FDA or CMM often have their processesin place, which impliesthat
these companies have defined key processes across the organization and their staff are familiar with them.




Project management processes have been around for years, but have never been fully integrated into the project
management "space” or ecosystem. Recently, processes have been reemphas zed through changing technology and
commercidly available methodol ogies that necessitate leveraging al processes, which were possbly never fully used
before. However, organizations have been dow to adopt them because most off-the-shelf processes are too generic
towork effectively.



Defining an Effective Process

An effective processis a process that helps organizations move rapidly through their activities, reducing risk and
forming acommon standardized approach for dl to follow. Table 8.2 lists some of the key factors of an effective
process, which creates a stream of advantages for companies.

Table 8.2: Key factors for defining processes

Provides guidelinesfor efficient development of quality systems and solutions.

Reducesrisk and increases predictability.

Captures and presents best practices.

Promotes acommon vision and culture for the organization.

Provides aroadmap for applying tools and techniques.

Easy to understand and smpleto use.

Demystifying Some Crucial Questions

The project or development manager, at this stage of defining processes, should ensure that the following questions
have been answered before starting a project:

Have | determined which processeswill be used on my project?
Have | appointed team members to devel op those processes?

How long will it take to complete?

What templates do | need to create for these processes?



Do any steering committees or teams need to be established?
[« rrevious [next |



Observations From the Titans

Exasperated by multimillion-dollar cost overruns and delays measured in years, agrowing number of large
corporations are taking an innovative approach to systems devel opment. Sometimes the opportunities that exist mean
that you need to reconfigure the existing business modd.

In the past two years, American Express Financial Advisors, Inc., United Air Lines, and Ryder Systems, Inc., have
al established project management offices because they must manage their methodologies on aregular basis. These
offices have the sole mandate and authority to authorize changesin systems devel opment deadlines and budgets.
They act asthe security check for catching any projectsin thered. Thisisthe way effective companieswork.

Nynex Corp., meanwhile, requires al outside vendors working on Nynex IS projects to comply with the
telecommunications company's project management methodology. Tracking aproject's progressagaingt itsinitia
goas not only hel ps keep a devel opment project on track, but aso helps 1S measure and document productivity,
according to Richard V. Mulcahy (2001), staff director of IS at the company. He said:

When processes were manud, it was easy to measure | S productivity. If you automated payroll, you'd lose 30
clerks. So it was easy to prove ISsworth. Now that we've squeezed out most of the fat from the organization, we
need to move to improved project management efficiency.

When American Express Financid Advisors set up its project office, budget overruns of as high as 500 percent were
not uncommon at the Minnegpolis-based company, according to Warren G. Herreid (2001), aformer lieutenant in
the military and the office's senior director. Most increases resulted from changes in project requirements and/or
development tools. Two years ago, for example, amid-project switch from Windows operating system to OS2
caused a 200 percent overrun and more than aone-year delay on agenera ledger application. Now, all project
change requests with a price tag of more than $250,000 must be approved by atechnology council and Herreid's
office, which supports more than 70 active projects and a 750-person |S organization. Thisisamethodology in place
that works.

Productivity hasincreased 40 percent since United Air Lines created its four-person, San Francisco-based IS
project office, according to Richard L. Gleason (2001), project office manager. Currently, the office supports 17
major development projects. It dso maintains an online ectronic library containing al project deliverables,
schedules, and documentation. Gleason said:

Before the project office, the planning that got done had the depth of aback-lot facade you see at Universal Studios.
Now we have avery standardized way of planning projects with afinancial aspect tied in to track how we are doing
againg those plans. (p. 2)

Case No. 1: Norigen Communications Inc.

It's been ayear snce Norigen Communications Inc. of Toronto arrived on the scene as a competitive local exchange



carrier, offering arange of communications services to businesses across Canadaayear of massive growth from 15
to 500 employees and severd key acquisitions.

Managing that magnitude of growth is never easy, acknowledges Allan McNedy (2001), Norigen's director of
program management; but with a strong corporate commitment to project management behind it to keep the
company on track, business continuesto thrive.

The powerful thing about what we're doing here a Norigen isthe way we're set up. We have aforma program
management office where we handle not only al of our projects, but we also handle the processes ... Project
Management getsinto every aspect of the businessit's absolutely full spectrum. (p. 1)

Under McNeely isateam of nine project managers who execute specific projectsin specific departments. If a
project spans multiple departments, that project istermed a program and is handled by a program manager charged
with the task of pulling it al together. One reason for the group's successis that company president and COO Bill
Baines throws "170 percent support” behind the concept, said McNedy. Another isthat it bresks down the
communication barriers between departments, building amore collaborative and efficient work environment.
McNedly continued:

The biggest thing project management brings to the table isto help acompany stop looking at itself asafunctiona
matrix, the classic slos (departments) of doom where you have information randomly popping out of the top. Some
landsin the next silo but alot landsin between and just rots away. (p. 2)

Instead, a project management focus helps acompany dign itsef horizontaly so that information from departmentsis
shared. "They don' fly the plane, but they have aview of what's going on acrossal of the projects,” he says. It'sa
model he has seen in other companies during the course of his research in the area and one he prefersto others.

In aJune 1999 report designed to find waysto improve I T project management, Shevlin concluded that although
companieswere managing I T projects well, they were not achieving results. The problem heidentified wasthat more
emphasis was being placed on the process of managing the project than on the application or product being built. To
hel p shift the focus back to the product, Shevlin advises dividing project office teamsinto two groups: product
managers and project managers. Product managers focus on the business reasons for doing the project while project
managers focus on the processitself.

Finding good candidates, however, isn't easy. McNedly, who interviews people daily, says.

It isachdlengeto find people who arered project managers. There are alot of folks out there who have thetitle
project manager or project coordinator, but they're not redly professonaly trained project managers.

Case No. 2: City of San Diego

Facing the challenges of running more than 160 I'T projects concurrently at any given time, the city of San Diego hired
RCG Information Technology to set up a project office to establish forma project management policies, tools, and
methodol ogies appropriate for the city's structure. RCG I T was selected for the job because they were flexiblein the
way they implemented atruly effective project solution, by aigning the city'sIT projects with the selected project



methodology. Richard Wilken (2002), director of IT&C, said:

Our IT projects are sometimes not successful or vary significantly project to project. We needed help bringing our
housein order asfar as establishing strong and clear accountability for project management in the organization and
improving project delivery, project management practices, and communication overall.

Experienceswith CMM

Some organi zations have seen tremendous benefits using a CMM approach. Motorola Transmission Products,
trangtioning fromalLeve 1toalevd 2 organization, had the following experience:

They went from having great difficulty predicting ship dates to predicting schedules within 15 percent of
basdine.

They formerly could not measure quality before the product hit the field and had to fix products after ddlivery

to customers, but the CMM approach helped them control quality and limit field problemsto lessthan two
per month.

Raytheon Equipment Divison trangtioned fromalLeve 1toaleve 3 organization, and they found that the following
was achieved:

A $7.70 return on every dollar invested in process improvement.

A $4.48 million savings over SiX projectsin one yesr.

A 140 percent increase in productivity.

According to Bill Pollak (2001), public relations manager for the Software Engineering Indtitute (SEI) a Carnegie
Méllon Univergty, where the Capability Maturity Model was devel oped, there are two general kinds of metricsfor
software devel opment metrics that focus on management, such as CMM, and metrics that focus on technica
practices and performance such aslines of code written and function point anaysis (atool for measuring changesin
functiondity from software development projects). These metric standards do not compete and the performance
metrics are part of alater stage of the CMM model. Watts Humphrey (1989), creator of the Capability Maturity

Mode, claimsthat Microsoft could have saved $4 hillion in development costs with proper quality processes and
better testing procedures.




Project M ethodology Processes

Asdiscussed in earlier chapters, the necessity for having solid project processesin place remains undisputed. Some
of these essential project processes are:

| ssue management process.
Risk management process.
Change control process.
Procurement process.
Planning process.
Estimating process.
Quality assurance process.
Figure 8.3 showsthe various levels that company processes affect. For example, in the financia process, which hasa

ripple effect throughout any project, theinternd financia process for issues such as estimating, quoting, invoicing,
credits, and disbursements should be understood before starting a project.
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Figure 8.3: Integration of process areas on a project.



| ssue M anagement Process

Anissue is something that has happened that can threaten the success of your project. With issue management, you
encounter typicaly four different scenarios:

Unconscious issues (there, but unknown).

Consciousissues (not publicly known, athough discussed with the right people).

Shared issues (shared but remain unresolved).

Shared and resolved issues (the ideal scenario). (See Figure8.4.)
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Figure 8.4: 1ssue management process.

Theissue processis key to the successful delivery of any project. It ensures that each issue identified in the project
environment is documented, prioritized, and resolved in an appropriate length of time. Issues cannot remain
unresolved for an indefinite time. For the purpose of your project, you need to follow an issue management process.
Start by tackling issuesfirst. Concentrate on:

[ dentifying current issues.



| dentifying themes among theissues (e.g., vendor issues, financid issues).

Clarifyingtheissues.

Prioritizing theissues (e.g., priority 1, or color codered, ydlow, green).

Sdlecting the issue you want to work on.

Understanding why theissue exigts.

Sdecting asolution with an action item(s).

I ssue management is introduced to this project through the implementation of five key processes. A forma process
for the:

1.

I dentification of project issues.

Logging and prioritization of project issues.

Determination of issue resolution actions.

Monitoring and control of assigned issue resolution actions.

Closure of project issues.

Raise | ssue

This process provides the ability for any member of the project team to raise a project-related issue. The following



procedures are undertaken:

Issue originator identifies an issue applicable to a particular aspect of the project (e.g., scope, ddiverables,
time scaes, organization).

Issue originator completes an issue form and distributes the form to the project manager.

Register Issue

This process allows the project manager to review all issues raised and determine whether each issueis applicable to
the project. Thisdecison isbased primarily on whether the issue impacts:

A project deliverable specified in the project deliverablesregister.

A qudity deliverable specified in the qudity plan.

The time scale specified in the project plan.

If the project manager considers the issue gppropriate to the project, aformal issueisraised in the project issue
register and an issue number isassigned. The project manager assignsan issue priority based on the leve of impact
of theissueto the project.

Assign Issue Actions

This processinvolvesthe formd review of the issueregister by the project review group. The project review group
reviews each issuein turn (based on issue priority) and may decideto:

Closetheissueintheissueregister if there are no outstanding issue actions and the issue is no longer
Impacting the project.

Raise achange request if theissue hasresulted in the need for a change to the project.



Raiseaproject risk if theissueisaso likely to impact the project in the future.

Assign issue actionsto attempt to resolve theissue.

| mplement | ssue Actions

This processinvolves the implementation of al actions assgned by the project review group and includes:

Scheduling each action for completion.

Implementing each action scheduled.

Reviewing the success of each action completed.

Communicating the success of each action completed.

| ssue Roles and Responsibilities

Definethe roles and responshilitiesfor al resources (both within and externa to the project) involved with the
identification, review, and resolution of issuesin the project. There are three primary roles when working with project
issues. They are:

1.

Issue originator. Theissue originator initidly identifies the issue and formaly communicatestheissueto the
project manager. Theissue originator isformaly responsiblefor:

0
I dentification of project issues.

Documenting theissue, using theissuelog.

Notifying the project manager of the new issue.



Project manager. After the project manager receives, records, monitors, and controls the progress of al
Issuesin aproject, he or sheisresponsiblefor:

0

Receiving al issuesraised by the person identifying the issue(s) and determining that they are relevant to
the project.

Recording all issues deemed appropriate to the project in the issue register.

Prioritizing al issuesin the issue register and initiating the project review group mesting.

Reporting and communicating al decisions made by the project review group.

Monitoring the progress of dl issue resolution actions assigned.

Project steering group. The project steering group determines the issue status and assigns issue resolution
actions where appropriate. The steering group is responsible for:

0

Regular reviews of dl issuesrecorded in theissuelog.

Identifying issues that require change requests and/or project risksto be raised.

Assessment of the status of issues listed in theissuelog.

The closure of issues that have no outstanding actions and are no longer impacting the project.

| ssue Log

Theissuelogisthe mainlog in which al issues are registered and tracked through to resolution. Seethe
accompanying CD-ROM for theissuelog template.






Change Control Process

When we speak about change control, then | have to address the whole issue of scope creep, both on the end user's
side and on the devel oper's. The business plan (should) define the vaue that will result from the expenditure of money
and resources. Thisvaue definition needs to be trandated into specific measurable requirements that then become the
functional specifications for the devel opers. Then the change management process can track the impact of new
ingghts and understandings as the project matures without losing scope of what it was that was origindly determined
to have enough business value to warrant the project in thefirst place.

A change management process should control changesin any project environment affecting products or services
being devel oped by the project team. A core change team must assess the impact of any proposed changes to gauge
cost, schedule, documentation, and training, plus the change'simpact on retooling implications. The change
management processidentifies, defines, evauates, and approves these changes before any implementation. This
configuration management process must be introduced to the project, through the implementation of five key forma
processesfor:

1.

Submission and receipt of change requests.
Review and logging of change requests.
Determination of the feasihility of change requests.
Approva of change requests.

Implementation and closure of change requests.

Figure 8.5 provides an overview of the change processes and procedures for effectively managing project-related
change.
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Figure 8.5: Change control process.

Submit Change Request

This process provides the ability for any member of the project team to submit arequest for change to the project.
The following procedures are compl eted:

Change requestor identifies arequirement for change to any aspect of the project (e.g., scope, deliverables,
time scales, organization).

Change requestor completes a change request form (CRF) and distributes the form to the change manager.
The CRF providesasummary of the change required, including the:

0
Change description.
Reasonsfor change (including busnessdrivers).

Benefits of change.

Costs of change.



Impacts of change.

Supporting documentation.
Review Change Request

This process dlows the change manager to review the CRF and determine whether afull feasibility study isrequired
for the change approval group to assessthe full impact of the change. The decision isbased primarily on the:

Number of change options presented.

Complexity of the change options requested.

Scale of the change solutions proposed.

The change manager opens a change request in the change log and records whether achange feasibility study is
required.

| dentify Change Feasibility

This processinvolves the completion of afull change feasbility sudy to ensurethat al change options have been
investigated and presented accordingly. The change feasibility study involves definition of the:

Requirements.
Options.

Codgts and benefits.

Risksand issues.



Impact.

Recommendations and plan.

A quality review of thefeasbility study isthen performed to ensure that it has been conducted as requested and the
fina deliverableis approved and ready for release to the change approva group. All change documentation isthen
collated by the change manager and submitted to the change approva group for find review. This documentation
indudes

Theorigind change request form.

The approved change feasibility study report.

Any supporting documentation.
Approve Change Request

In this process, the change approva group formaly reviews the change request. The change approva group chooses
one of the following outcomes regarding the change proposed:

Reect the change.
Reguest more information related to the change.

Approve the change as requested.

Approve the change subject to specified conditions.

The change decision is based primarily on the following criteria



Risk to the project in implementing the change.

Risk to the project in not implementing the change.

Impact to the project in implementing the change (time, resources, finance, qudity).
| mplement Change Request

This process concerns the complete implementation of the change, which includes:

I dentifying the change schedule (i.e., date for implementation of the change).

Tedting the change before implementation.

Implementing the change.

Reviewing the success of the change implementation.

Communiceating the success of the change implementation.

Closing the changein the change log.
ChangeRoles

In this process, the roles and respongbilitiesfor al resources (both within and externa to the project) involved with
theinitiation, review, and implementation of changesin the project are defined. For example:

The change requestor initidly recognizes aneed for changeto the project and formaly communicatesthis
requirement to the change manager. The change requestor isformally responsiblefor:



The early identification of aneed to make achangeto the project.

The forma documentation of that need, through the compl etion of achange request form.

The submission of the change request form to the change manager for review.

The change manager receives, logs, monitors, and controls the progress of all changesin aproject. The
change manager isformaly responsiblefor:

(0]

Recelving al change requests and logging those requestsinto the change regidter.

Categorizing and prioritizing al change requests.

Reviewing dl change requeststo determineif additiond information isrequired to present the submission
to the change review group.

Determining whether aformal change feasibility study isrequired to complete a change request
submission.

Initiating the change feasibility study, through assignment of the change feasibility group.

Monitoring the progress of al change requests to ensure processtimeliness.

Escdating al change request issues and risks to the change approval group.

Reporting and communicating al decisions made by the change approval group.

The change feasibility group completes forma feasibility sudiesfor change requests issued by the change
manager. The change feasbility group isformdly responsiblefor:



Performing research to determine the likely optionsfor change, costs, benefits, and impacts of change.

Documenting dl findingsin achange feasibility study report.

Performing aquality review of the report and gpproving the report for submission.

Forwarding the report to the change manager for change approva group submission.

The change approval group determinesthe authorization of al change requests forwarded by the change
manager. The change approva group isformaly responsiblefor:

(0]

Thereview of al change requests forwarded by the change manager.

The consideration of al supporting change documentation.

Approving/relecting each change request based on its relevant merits.

Resolving change conflict (where two or more changes overlap).

Resolving changeissues,

Determining the change implementation timetable (for gpproved changes).
Project Change Steering Group

Regarding the project environment, it is necessary that the project change steering group schedule, carry out, and
review theimplementation of al changesin aproject. The change implementation group isformally responsiblefor:



Scheduling of al changes (subject to the genera time frames provided by the change approva group).

Tedting of al changes before implementation.

Implementation of dl changesin the project.

Review of the success of achange, following implementation.

Request for closure of achangein the changelog.



Risk M anagement Process

The risk management processis fundamenta to the successful ddlivery of any project whether it islight or
heavyweight in nature. The risk management processisthere to ensure that each risk is properly identified,
documented, categorized, and resolved within the project environment. For the purpose of this project, risks are
defined as"those project eventsthat are most likely to adversdly affect the ability to produce the required
ddiverables" Therefore, to understand risk management at its best, an overview of five key processes that make up
the risk management framework follows:

1.

| dentification of project risks.

Logging and prioritization of project risks.
Determination of risk mitigating actions.

Monitoring and control of risk resolution action items.
Closure of project risks.

Figure 8.6 provides an overview of the risk processes and procedures, which are undertaken by project managers or
executivesto effectively manage any project-related risks.
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Figure 8.6: Risk management process.

Raise and Assessthe Risk

This process provides the ability for any member of the project team to raise a project-related risk. The following
procedures are followed:

The originator identifies arisk applicable to a particular aspect of the project (e.g., scope, ddiverables, time
scales, or organization are in jeopardy).

The originator completesthe risk log and distributes the form to the project manager. (See the accompanying
CD-ROM for arisk log template.)

The project manager ensurestherisk is captured accurately.

The project or development manager reviews al raised risks and determines whether each risk is gpplicable
to the project.

The project or development manager formulates an impact of the risk.

If therisk is consdered relevant by the project or development manager, aforma risk israised in therisk log, where
the impact and probability are calculated, based on the input provided by the person originating the risk.

Assign Risk Actions

The number of peopleto assign to risk-related tasks depends on the size of the project. On small to medium-sized
projects, the project manager usudly performsthistask with limited help. On super projects, it is not uncommon for a
dedicated project risk steering group (two to four people) to be created. In this case, the steering group would obtain
and formaly review al submitted project risks and either (1) approve, (2) rgect, or (3) postpone until further
assessment has been completed. Options that the steering group would present to the project or devel opment
manager would be one of thefollowing:

Closetherisk intherisk log if there are no outstanding risk actions and the risk isno longer likely to impact
the project.



Submit a change request to resolve therisk, thereby indicating that the project will have achange.

Assgn action itemsto resolve the risk.

Executing and Resolving Risk Items

After logging the risksinto the risk log, the project or development manager needs to move forward and resolve
theserisks. The best way to achievethisisto:

Start scheduling each risk on the project use the project schedule.

Define who on the project or externally would be working to resolve the risk.

Execute each risk as scheduled.

Reviaew or test the successful execution of therisk.

Document and communicate the success of the risk just resolved.
Roles and Responsibilities Project Risk

The Originator

The originator of the risk isthe most important person in the chain of events. The originator is someone on the project
team or sometimes externaly who initidly identifies the risk and formally communicatesthe risk to the project
manager. The originator isresponsblefor:

Identifying therisk.

Logging therisk.



Submitting therisk or risk log form to the project/ development manager.

Project or Development M anager

The project manager isthe central person throughout the entire risk process. He or she receives, documents, and
monitors the status of dl risks during aproject life cycle. The project or development manager isresponsiblefor:

Assessing risks submitted for relevance to the project at hand.

Recording accurately intherisk log.

Presenting the risk to the risk steering group or sponsor for review.

Assessing therisk usng SMEsto gain more detall.

Communicating the decison to implement or rgject the risk.

Implementing the risk into the project.

Monitoring the report on its successful completion.

Project Steering Group

The project steering group isateam that formally reviewsal risks usually on super projects and confirmswhat the
probability and impact to the project would be. A risk could have severe cost and schedule impacts, which the
project or development manager may not have considered. The steering team assigns steps or action itemsto resolve
al known risks. The steering team isformally responsiblefor:

Theregular review and audit of al project risksrecorded in therisk log.



Ensuring that the risk process has been followed to mitigate risks raised.

Recommending risk action items.

Bringing closure of al risk items on the project.



Assembling a Core Process Team

By this stage, you have been bombarded by processes, forms, templates, and methodol ogies, which you can usein
your company or for your own project(s). This can be very unsettling to any practicing project manager who does
not have the time to spend on creating new processes.

The solution to that problem isto assemble a core team of specidiststo drive the development or enhancement of the
necessary processes for the company. Asthe business model changes, so must its processes change. The following
team should be brought together to ensure that al areas of the business and project work together:

Process leader or champion.
Quality assurance representative.

Project office manager representetive.

Ad-hoc members from the required process groups.



Summary

This book's mission to inform you about methodol ogies was intended primarily to comfort the methodol ogy-afflicted
and afflict those pushing their own methodol ogies as the be-dl-and-end-all of methodologies. Throughout this book,
you have seen the need for atailored approach to building your projects. Different projectsrequire different
methodol ogies including templates and processes. Occasionally, anew idea comes aong that makes usreexamine
our philosophy on methodologies this new ideais the concept of the lighter, faster, agile family of methodologies. My
advice: When you are faced with asmall project, consder using these new methodol ogies.

Additionally, we discussed the smilarities of project processesin many companies; those processes used on projects
irrespective of their industry type are largely universd in nature. After dl, achange processis achange process. It
may be tweaked alittle on acertain project, but it remains basically the same. We aso saw numerous project
management methodol ogies available for use, depending on the gpplication, project size, technology, and schedule.
Therefore, select the most gppropriate one, identify your processes, and get on with it. The key isto manipulate and
configure thingsto suit your environmen.




Questions

(}
1. Whatisa process? *
(}
2. Lig five processes you would likely encounter when following a project methodol ogy. *
(}
3. Discussthe importance of taking organizationa processesinto consderation. Assume you haveto *
purchase equipment. Would you adhere to the company procurement/solicitation process or would you
Cregte your own procurement process?
4. How would you address the scenario when a certain process takes too long? How would you dedl
with thisstuation?
(}
5. Who owns organizational processes? *
(}
6. When dedling specificaly with achange management process, how would you ensure that proposed *
change requests are incorporated in your project and how would the change control process assist the
project?
| | o | ?
7. Distussthe gate process. Isthis purely aquality-driven process or something more?
| | ?
8. What isthe purpose of an issue management process?
(’)

9. What isthe purpose of arisk management process?

Answers

1. A processisaflow of key inputs and outputs performed by various company resources, to reach acertain god.
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The following processes are likely to be encountered on a project:

Procurement process.

Change control process.

I ssue process.

Risk process.

Financid process.

Accommodating existing organizationa processesfor aproject is mandatory because processes affect the
outcome of project deliverables. Assuming we have to order equipment on the project, it may be possible that
the company has no existing procurement process in place to order and take receipt of this equipment. Inthis
instance, you have to develop a procurement process at the start of your project. If the company hasa
procurement processin place, you would need to assess the lead times for equipment ordering and ddlivery. Itis
not uncommon for many projectsto face afew weeks delay in purchase order approvals. Thiswill affect the
project dramatically. Therefore, project managers need to assess each required process before project
commencement.

For any process that takes too long, an assessment needs to be performed to determine lead times, and you
need to facilitate the necessary changesto speed up the process by amending the existing process implementing
aproject waiver or deviation.

The quality assurance team in acompany contains the most qualified membersto accurately define, document,
and maintain each process used by the company on their projects. It is best that they be centrally seen asthe
owners of company processes. Thisteam will subsequently delegate business representatives to be subowners of
their respective processes (e.g., thefinancid manager is accountable for the efficiency of the financial process
used on projects).

Any change to the project should be captured in a standardized change control process. Thisimpliesthat the
proposed change and itsimpact on the project in terms of cost, technology, schedule, and so on should be
recorded from the change requests into a change log.

The gate processis areview process, which guides the project team through the various project phases, ensuring
the status of the project deliverables.



8. Thepurpose of theissue processisto identify, document, and resolve all known project issues, thereby ensuring
that the project does not fail. Each issueistracked according to its severity and high-impact issues are escalated
asrisks.

9. Thepurpose of therisk processisto identify, document, and resolve al risks on the project.
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Appendix A: Questions and
Answers

Following are the end-of -chapter questions, ong with suggested answers. | welcome your critique.

Chapter 1

Questions

1.

Define the concept methodol ogy.

Ligt five shortcomings of a project methodology.

Apart from aproject management methodol ogy, what other methodol ogies would be considered relative to
the project?

What do we mean by project management methodology and project framework?

What does the term project strategy mean?Isit the same as abusiness strategy ?

How would you explain the benefits of adopting a project methodology to your client or organization?
Doesthetype of organizationa structure affect the efficiency by which projects are managed through the

methodol ogy?

Answers



Methodology isaset of guiddines or principlesthat can betailored and applied to aspecific Stuation. Ina
project environment, it can be alist of thingsto do. This could be a specific approach, templates, forms, and
even checklists used over the project life cycle.

Shortcomings of amethodology are:
0

Many of the project life cycle methodologies are abstract and high level.

There are insufficient narratives to support these methodologies.

They are not functional nor do they address any operationa areas(i.e., QA, CM, testing).

Many of the methodologies smply ignore the industry standards.

Many methodologies are Smply incomplete.

Other methodol ogies relative to a project methodol ogy in an organization include (1) recruitment
methodology, (2) development methodol ogy, (3) support methodology, and (4) marketing methodol ogy.

A project framework is more inclusive than methodology because it has templates, processes, project
techniques, and training. Product management methodology is the process used to get from point A to point
B.

Project strategy is specific and focused on the project to be executed and deployed; it isbased on a
specific set of objectives and project scope. Without a project strategy, it isunlikely that the project would
be planned very well. A business strategy ismore comprehensive from an organizationa perspective, which
focuses on embracing I T, marketing, sales, manufacturing, and HR and the ability to forge ahead of its
competitors.

Y ou should be able to convince clients that adopting a project management methodology is an effective
technique used to guide projects through the design and deployment of aproduct or service. It provides an
organized and cong stent process for gpproaching aproject, and it provides templates and checkliststo
project teams.



Y es, an organizationa structure does play akey role in the manner in which projects are identified,
ramped-up, executed, and managed to full conclusion. Certain structures, such asamatrix structure, which
requires project managersto work across functiona slos, are more complex. A smpler gpproach in which
organizations create project teams, formed to drive home company strategy, resultsin astronger project
dructure.



Chapter 2

Questions

1.

Definetheterm project life cycle.

Methodologies are the best wegpon in acompany's arsend if they want to avoid what?

List five reasonsthat projectsfail and state what possible solutions could prevent failure.

What does the term project strategy mean? Isit the same as a business strategy?

What are thefive levels of the capability maturity modd?

List three reasons why team memberswould didike methodol ogies?

Answers

A project life cycle isacollection of project phases. Project phases vary by project or industry, but some
genera phasesinclude (1) concept, (2) development, (3) implementation, and (4) support.

Methodol ogies provide companies the opportunity to avoid incons stency and nonstandardization throughout
the organi zation when managing their projects.

Thefollowing typica failures occur on projects:

(0]

Incorrect or no choice of methodology. Solution: Assess what the correct methodol ogy should be.



Poor egtimation. Solution: Spend additiona time estimating the project with a cost accountant or
estimating tool.

Poor planning. Solution: Use planning techniques and templates with the project team.

No change control. Solution: Implement a change control process on the project with regular checks
and assessments for each change.

Poor implementation. Solution: Consider the type and scae of implementation that is required.

Project strategy is specific and focused on the project to be executed and deployed; it isbased on a
specific set of objectives and project scope. Without a project strategy, it isunlikely that the project would
be planned very well. A business strategy is more comprehensive from an organizationa perspective, which
focuses on embracing I T, marketing, sales, manufacturing, and HR and the ability to forge ahead of its
competitors.

Thefivelevels of the cgpability maturity modd areinitid, repeatable, defined, managed, and optimized.

Team members didike for methodologies are: (1) Methodologies are awaste of time; (2) They don't
represent what really happens on aproject; and (3) They don't reflect the actua detail technica requirements
for executing the project.



Chapter 3

Questions

1.

Name five objectives when selecting an enterprisewide project management methodol ogy.

Wheat isthe difference between a project methodol ogy and a devel opment methodol ogy?

If you evauate your project with the client and he or she states that the project took too long, do you think
that a standard waterfall approach was a probable cause? Discuss.

Name five best practices for selecting or deploying project methodol ogies.

Discusstherationdethat one methodology does not fit al projects.

ISPRINCEZ2 suitablefor non-IT projects?

What does the term project strategy mean? Isit the same as a business strategy?

Answers

Objectives when sdlecting an enterprisewide project management methodol ogy include:
0
Overdl company strategy how competitive are we as acompany?

Size of the project team and/or scope to be managed.

Priority of the project.



How critical isthis project to our company?

How flexible isthe methodology and its components?

A project methodology isthe entire structure used to support a project. It conssts of templates and
processes and isthe generic standard for al projects used in acompany. A development methodology is
specific to the technology and ismore technica in nature.

Today, many methodol ogists think the waterfal methodology isthe dinosaur of al methodologies. The
waterfall methodology could be a probable cause for a project's running over schedule. Possibly aRAD or
iterative gpproach would ddliver results sooner.

Five best practicesfor selecting or deploying project methodologies are:

(0]

Use standard-proven processes and techniques.

Draw on best industry practices and trends.

Use standard best practices to reduce everyday project problems.

Look at implementation time and cost reduction.

Minimize templates and adminigtration.

Thereisnot one universa methodology that will suit dl projects. Depending on the type, complexity, and
completion date of the project, it may be necessary to assess the type of methodology needed.

Y es, PRINCEZ2 can be used for non-IT projects.



Project strategy is specific and focused on the project to be executed and deployed; it isbased on a
specific set of objectives and project scope. Without a project strategy, it isunlikely that the project would
be planned very well. A business strategy is more comprehensive from an organizationa perspective, which
focuses on embracing I T, marketing, sales, manufacturing, and HR and the ability to forge ahead of its

competitors.



Chapter 4

Questions

1.

When dedling with awaterfal methodology, can one proceed with the life cycleif the requirements have not
been findlized and signed off on by dl parties?

Define heavy and light methodologies.
Name the benefits of iterative devel opment on a project.

Explain how you would convince your client or organization of the benefits of adopting a project
methodology.

Doesthe type of organizationd structure affect the efficiency by which projects are managed?
List five reasonsthat most projectsfail today.
Based on your answers in the previous question, would a project methodology resolve these failures?

Describe the difference between the spiral and waterfal methodologies.

Answers

No, awaterfall methodology requires or emphasizes that one phase needs to be completed before the next
phase begins. If the user requirements are incompl ete, the subsequent phases become extremely complex,
whichislikely to result in schedule and cost overruns.



Heavy methodologies are predictive in nature, which resultsin many unsuccessful projects. A heavy
methodology takes time; the design and deployment are dependent on each other. Light methodologiesare
more agile and adaptive in nature. They focus on being more informa, yet communicative. Light
methodologies are designed and built face-to-face so that information flows more freely and swiftly than a
heavy methodology would.

The benefits of iterative development on aproject are:

0

It encourages user feedback.

The system grows by adding new functionsto each development iteration.

Misconceptions are identified upfront.

Continuous testing is performed throughout the project.

Allowsfor lessonslearned on previousiterations.

The benefits of adopting a project methodology include: (1) it adds vaue to the businessin terms of
repestable standard, (2) it provides a uniform way for projects to be managed, and (3) it provides a platform
to introduce qudity and planning into the project.

An organizationa structure has adirect effect on the manner in which projects are staffed, equipped, and
managed through the chosen life cycle. Large organizations with many departments working in amatrix or
functiond structure may take longer to complete than a project structure with everyone assigned by project
rather than by department.

Most projectstoday fail because of:

0

Poor communication.

Poor estimation.



Improper deployment.

| neffective user requirements.

Poor change contral.

Y es, aproject methodology adds vaue to projects where no methodology is present. A methodology is not
adglver bullet that excuses poor planning and deployment; instead, it guides the team on proper techniques
and checklists, which will negate many of the obstacles found on projects today.

The waterfdl methodology isthe most common methodology found today. It islinear in gpproach most tasks
are sequentially aligned to the previous and next tasks. The spird methodology iterates the processes of
planning, designing, building, testing, and delivering, until the system isreaedy to be released to the client.



Chapter 5

Questions

1.

What does implementing a project methodology into an organization mean?

Name at |east four areas of the organization or business that have an impact on the newly implemented
methodol ogy.

Describe how you would communicate the implementation of anew methodology into an organization.

Name five methodology acceptance criteriathat are relevant to any methodol ogy implementation.

Name at least four job positions that would be required to assst with a methodology rollout.

Discuss the importance and contributions of the project sponsor of the new methodology being rolled out.

Explain therole of the project office in implementing a project methodology.

Why would a project manager consider implementing a pilot before amajor methodology rollout?

How long isatypica methodology implementation?

Answers

Implementing a project methodology into an organization demands a dedicated team to research and deploy
anew manner in which projectswill be managed.



The organization may be impacted by the implementation of anew project methodology in thefollowing
areas of business:

0

Fineancid.

Procurement.

Traning.

Human resources and/or recruitment.

Communicate a new methodology though (1) a series of methodology deployment presentations to project
and functional managers, (2) hold methodology training classes, (3) hand out information flyers, or (4) have
senior executives endorse the new methodol ogy throughout the organization.

Acceptance criteriathat need to be established for atypica project methodology implementation are:

0

Has the methodol ogy addressed al areas of our business?

Does the methodology dlow usvisbility to monitor al project pipeines?

Have we addressed all necessary templates that would be required?

Arethere qudity gates built into our methodology?

If relevant, have dl the software licenses of the methodology been purchased?

Job positions required to assist with amethodology rollout are project lead, business anayst, sponsor, and
process engines.



The project sponsor provides executive support, champions the methodology, and provides guidance to the
project team on the implementation and necessary objective feedback.

The project office plays akey role with any project implementation. If it isanew implementation, the PMO
will assst with the deployment of the methodol ogy into the organization until it isfully operational and then
resume with postimplementation.

A pilot project allows ateam to assess the results of the methodology on asmaller scaleinstead of
implementing afull-blown methodology rollout that might fail.

A typical methodology implementation depends on the Size of the organi zation and the company's project
maturity level; but usualy abasicimplementation takes between 8 and 12 weeks.




Chapter 6

Questions

1.

Why do we talk about support for a project methodology? |s support really necessary?

Who owns a project methodology in an organization? Isit the project office, the program office, an externa
vendor, or the users? Explain.

Name at least three areas of support that likely would be needed when supporting a project framework in an
organization.

Do you agreethat different levels of support are needed in an organization to tend to the overdll
methodology? (Isit afixed dedicated team or managed ad hoc?)

Who maintains the methodology after implementation?

Describe how you, as the newly appointed manager, would begin to address the support of an
enterprisewide project management methodology. Y ou have to present a plan of action to ensure that the
company project managers have areliable framework. Looking at the files, you notice that two vendorswho
currently provide limited online support deployed the project methodology. Various people in your company
review project templatesintermittently, and users have Sated that the templates don't dways work.

Answers

After aproject management methodology has been established in acompany, it needs to receive proper
support and maintenance. Thisinvolves ensuring constant monitoring of the entire framework ecosystem,
which includes the project methodology, templates, processes, information systems, resources, and facilities.

The project management office must own the project methodology. A centralized body in the company must
be accountable for managing the methodology. Any problems encountered can be efficiently resolved and
communicated to project managers. There are then a so those organizations that didike PMOs and consider



them as a non-hillable function and therefore consdered overhead.

Project support can be categorized into three main areas of support, namely:

(0]

Level 1 support: Basic support that must be resolved within two hours.

Level 2 support: Intermediate support that must be resolved within one day.

Level 3 support: Advanced support that has to be resolved within one week.

Firgt, you would need to assess the situation and solicit valuable input from project managers, executives, and
project gaff asto the shortcomings of the enterprise project methodology. Y ou should concurrently assess
the current project toals, techniques, training, and processes being used and then formulate a
recommendation with an action plan. Thisisto be presented to the company executives, recommending the
support needed, including the support agreements that need to be put in place to get the methodology back
on track.

Either the QA or the PM O department can maintai n the methodology, depending whereit islocated. It redly
depends on the organization.

To support any methodology, you need to understand the size and complexity of the methodology (i.e.,
complex waterfal or open source methodology), the number of users, and which components of the
methodology were being used at which times. This could imply that you may need to support project
templates or processes, provide continuous training to the users, and upgrade existing methodology software
tools. It iswiseto establish aservice-level agreement with the organization or project teamsto provide a
support modd for them.



Chapter 7

Questions

1.

What isthe importance of project templates? Discuss.

Name five project templates used in the concept or initiation phase of a project.

What isthe purpose of aproject brief/project definition report?

Discuss three ways to access templatesin an organization. Assume you are anew project manager.
Explain whether it is necessary to use dl templatesfor your project.

Explain how to salect specific templates when assigned a project by your organization (e.g., business case,
ROI). Would you discussit with your project sponsor or teke the initiative yourself?

List eight essentid project artifacts or templates you would use for a 30-month project, which is awaiting
approval by an executive board. The project will design and build a state-of -the-art eectric vehicle, with
participation from three well-known manufacturers. Y ou are the project manager. State which type of
methodology you would recommend.

Answers

The purpose of project templatesisto assst project managers or business executives in a productive manner,
with aready-prepared document frameworks, ready for completion with specific project deliverables.

Templates used in the concept phase are URS, SOW, RFP, business case, and feasibility study.



The purpose of the project brief or project definition report isto define the aim, scope, objectives, and
ddiverables of the project to be undertaken.

Project templates should be readily accessible to project managers through one of the following channdls:
0

On the company network residing on acommon directory.

On acompany intranet Ste.

In stand-alone CD-ROM format.

When working on aproject, it isnot necessary to use every project template available. Instead, identify with
the key stakeholders which templates are necessary for the type and size of project. Smaller projectsrequire
fewer templates than larger projects.

When deciding on project templates, it is necessary that the project manager identify which templates are
needed. After compiling alist of templates needed, the list should be reviewed with the project sponsor. The
sponsor provides the necessary input, which should formalize the minimum number of templatesto use. By
following this approach, the project sponsor isinvolved.

Although each project can be approached differently, | would employ an SDL C methodol ogy becauise more
coordination is needed between all the various parties (i.e., designers, technicians, inspectors, marketing
managers), who may reside globally. My choice of templates for thissize project is.

0

Project brief.

Project feasibility report.

Businesscase.

Statement of work.



Technica specification.

Quadlity assurance plan.

Communications plan.

Contact list.



Chapter 8

Questions

1.

What isa process?

Ligt five processes you would likely encounter when following a project methodology.

Discuss the importance of taking organizational processesinto consideration. Assume you have to purchase
equipment. Would you adhere to the company procurement/ solicitation process or would you create your
own procurement process?

How would you address the scenario when a certain process takes too long? How would you ded with this
gtuation?

Who owns organizationa processes?

When dedling specificaly with achange management process, how would you ensure that proposed change
requests are incorporated in your project and how would the change control process assist the project?

Discussthe gate process. Isthis purdly aquaity-driven process or something more?

Wheat isthe purpose of an issue management process?

What isthe purpose of arisk management process?

Answers

A process isaflow of key inputs and outputs performed by various company resources, to reach acertain



The following processes are likely to be encountered on a project:
0

Procurement process.

Change control process.

0

I ssue process.
0

Risk process.
0

Financia process.

Accommodating existing organizationa processesfor aproject is mandatory because processes affect the
outcome of project deliverables. Assuming we have to order equipment on the project, it may be possible
that the company has no existing procurement process in place to order and take receipt of this equipment. In
thisinstance, you have to devel op a procurement process at the start of your project. If the company hasa
procurement processin place, you would need to assess the lead times for equipment ordering and ddlivery.
It is not uncommon for many projectsto face afew weeks delay in purchase order approvas. Thiswill affect
the project dramatically. Therefore, project managers need to assess each required process before project
commencement.

For any process that takes too long, an assessment needs to be performed to determine lead times, and you
need to facilitate the necessary changes to speed up the process by amending the existing process
implementing a project waiver or devigtion.

The quality assurance team in acompany contains the most quaified membersto accurately define,
document, and maintain each process used by the company on their projects. It isbest that they be centraly
seen asthe owners of company processes. Thisteam will subsequently delegate business representatives to
be subowners of their respective processes (e.g., the financia manager is accountable for the efficiency of the
financia process used on projects).

Any change to the project should be captured in astandardized change control process. Thisimpliesthat the
proposed change and itsimpact on the project in terms of cogt, technology, schedule, and so on should be



recorded from the change requests into a change log.

The gate processis areview process, which guides the project team through the various project phases,
ensuring the gatus of the project ddiverables.

The purpose of the issue processisto identify, document, and resolve al known project issues, thereby
ensuring that the project does not fail. Each issueistracked according to its severity and high-impact issues
are escaated asrisks.

The purpose of the risk processisto identify, document, and resolve al risks on the project.
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