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Goals for Project Managers

Finish in Time?

Finish in Budget?

Complete required functionality?

Constantly know where you are

w.r.t. your plan?

Stick to a defined process?

 Deliver customer satisfaction!

 End with a happy and healthy team!
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A new value system for (IT) system development

We are uncovering better ways of developing software by
doing it and helping others to do it. Through this
work we have come to value

Individuals and interaction over processes and tools
Working software over comprehensive documentation
Customer collaboration over contract negotiation

Responding to change over following a plan

That is, while there is value in the items on the right, we
value the items on the left more.

www.agileAliance.org
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fear of

loss of

control

Convert control into trust and care

             Team 

               member

Manager

Responsiblity

Responsibility

ensure  results

control
Other jobs
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Manager´s 8 tasks ... and variations in doing them

goal setting

planning

monitoring

controlling

organizing

managing
human resources

deciding

informing

extensive,

formal, strict

informal,

ad hoc
. . . . . . . . . 

We will discuss
three examples
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Example 1: Planning

For what period do you buy food ...   *)

• A year ahead?

shopping week-1 week-... week-52
Feedback

(Inventory)
.....

... or for the upcoming week?

S 1 2 3 F S 1 2 3 F ..... S 1 2 3 F S 1 2 3 F

*) An idea from Dr. Gernot Starke
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From the waterfall .....

„Development, Integration and Test
within a few hours -
definitely shorter cycles than one day“

Analysis

Design

Implement.

Test/Integr.

A
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T
Daily Build

is for the

Whimps

Kent Beck

... to iterative development
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How long is one iteration?

industry trend  2 - 4 months

person days

1000

100

10

1

0.1

International large projects

many fixed price contracts

quaterly releases

web sites, portals

daily releases

P. Hruschka
Iterationen: Von 3

Stunden bis 3 Jahre,

Objektspektrum,

Jan./Feb. 2003
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My Recommendation:

Whatever you current cycle length is:
seriously try to cut in in half 

or reduce it to one third!

12 month -> 4 - 6 month

  6 month -> 2 - 3 month

  3 month -> 4 - 6 weeks
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Example 2: Controlling/Informing/Planning

Try SCRUM meetings:

Important facts:

daily!!!

Max 15 minutes

standing

No problem solutions

Three questions:

What did you do yesterday?

What will you be doing today?

What problems?

Invite pigs and chicken

Only pigs talk

Chicken may listen,
(to avoid additional meetings)

*) Agile Project Management

   with Scrum

   Ken Schwaber,

   Microsoft Press, 2004
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Effectiveness of Communication

Recommendation:
Choose the richest communication channel

that the projects allows

Paper

Audio

Video

2 person

via email

2 person

on the phone

2 person
on whiteboard

Richness of channel

E
ff
e
c
ti
v
e
n
e
s
s

No question/answers

questio
ns and answers
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Recommendation: 

Shift the emphasis in 

your process models:

Example 3: organizing

Products
Syn: Results,

Artefacts,
Output

Activities
Syn: Phases, 

Steps, Workflows

Activities
Syn: Phases, 

Steps, Workflows

Roles
Syn: Resources,

Workers
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Example 3: organizing

Plan-Driven methods

Rational Unified Process

CMMI

German V-Model 97, XT

…

Plan-driven methods traditionally

Define heavyweight process

guidelines

Advocate tailoring

Treat mass of processes as

security blanket

Agile methods

Crystal Clear/Orange

XP

SCRUM

Lean Development

…

Agilists traditionally

Begin with the minimum

Add as needed (and justified by
cost-benefit)

Start small; extend only where

necessary

Recommendation:  Build up - don’t tailor down!

14

Process
Model

Best
Practices

Process
Model

Best
Practices

Build up - don`t tailor down!

Goal: “A barely sufficient process”
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Risk balancing

based on five critical decision factors *)
Personnel 
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Size 
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*) Barry Boehm,

Richard Turner:

Balancing Agility

and Discipline,

Addison Wesley, 2004
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Criticality & Size

Personnel 
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Number of people involved
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..
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Comfort
(C)

Essential
money

(E)

Life
(L)

+20%

 . . . Prioritized for Legal Liability

1 - 6 - 20 - 40 - 100 - 200 - 500 - 1,000

C6 C20 C40 C100 C200 C500 C1000

D6 D20 D40 D100 D200 D500 D1000

E6 E20 E40 E100 E200 E500 E1000

L6 L20 L40 L100 L200 L500 L1000

Prioritized for Productivity & Tolerance

Discretionary
money

(D)

*) Alistair Cockburn:

Agile Software Development
Addison Wesley, 2002
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Criticality & Size - Suggested Roles

Personnel 
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(D)

The only suggested roles: 

 sponsor

 senior designer

 designer/programmer

 user (part-time)

C
ry

st
al

C
le

ar
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Criticality & Size - Suggested roles

Personnel 
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(D) C
ry

st
al

O
ra

ng
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Suggested roles: 

 Sponsor, Business expert 

 Usage expert

 Technical facilitator 

 Business analyst/designer 

 Project Manager

 Architect

 Lead designer/programmer 

 Designer/programmer

 Design Mentor

 Reuse Point

 Writer

 Tester 

 UI designer
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Personnel - Skill levels
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   Agility

Zone
2

3

4

5

6

7

Productivity

Time

1. Innocent never heard about 

process X

2. aware read a paper about X

3. apprentice    attended 5 day seminar

about X

4. practitioner   can use X in projects

5. journeyman uses X in every project;

complains if it is not 

allowed

6. master knows everything about

X: knows when to break

the rules

7. expert writes books about X, 

tries to extend X to other

domains
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Home Grounds of more agile and more plan

driven approaches

* Collaborative, Representative, Authorized, Committed, Knowledgeable
** These numbers will particularly vary with the complexity of the application

Comfort and empowerment via framework of policies and

procedures (thriving on order)

Comfort and empowerment via many degrees of freedom

(thriving on chaos)

Culture

50% Cockburn Level 3s early; 10% throughout; 30% Level 1B’s
workable; no Level -1s**

At least 30% full-time Cockburn level 2 and 3 experts; no

Level 1B or -1 personnel**

Developers

CRACK* performers, not always collocatedDedicated, collocated CRACK* performersCustomers

Personnel

Documented test plans and proceduresExecutable test cases define requirementsTest

Architect for parallel development; longer increments;

refactoring assumed expensive

Simple design; short increments; refactoring assumed

inexpensive

Development

Formalized project, capability, interface, quality, forseeable

evolution requirements

Prioritized informal stories and test cases; undergoing

unforseeable change

Requirements

Technical

Explicit documented knowledgeTacit interpersonal knowledgeCommunications

Documented plans, quantitative controlInternalized plans; qualitative controlPlanning/Control

As-needed customer interactions; focused on contract

provisions; increasingly evolutionary

Dedicated on-site customers, where feasible; focused on

prioritized increments

Customer Relations

Management

Stable; low-change; project/organization focusedTurbulent; high change; project-focusedEnvironment

Larger teams and projectsSmaller teams and projectsSize

Predictability, stability, high assuranceRapid value; responding to changePrimary Goals

Application

Plan-drivenAgileCharacteristics

[Boehm, Turner]



Controlling IT Projects

Balancing Agility & Discipline

11© 2005 Dr. Peter Hruschka

21

One final suggestion:

Institutionalize a feedback process

Hang a flipchart:

(Don’t create an area for
“Don’t like these”!)

Spend 30 minutes filling in the chart

HANG THE CHART IN A PUBLIC, VISIBLE FREQUENTLY SEEN
PLACE !!!!!

Make sure you actually try some of the “Try These” ideas !

Repeat after each iteration

Try TheseKeep These

Ongoing Problems

Post-iteration 

reflection workshops:

22

Summary

Many projects are

”over-controlled”

“over-administrated”, but

“under-managed”

If you want to make your (management) process more effective
you sometimes have to remove steps instead of always adding
steps

Move to “best practices” instead of a defined process

Build up (risk driven), not tailor down

Review them often

Dare to change them, if they do not work

Process improvement is best achieved by trained, motivated
and empowered people


