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Niels Malotaux   
Niels Malotaux is an independent Project Coach and expert in optimizing project performance. He has 
some 40 years of experience in designing electronic and software systems, at Delft University, in the Dutch 
Army, at Philips Electronics and 20 years leading a systems design company. Since 1998 he has devoted his 
expertise to helping projects and organizations to deliver Quality On Time: delivering what the customer 
needs, when they need it, to enable customer success. To this effect, Niels developed an approach for 
effectively teaching Evolutionary Project Management (Evo) Methods, Requirements Engineering, Review 
and Inspection techniques, as well as Reliable Embedded Systems Design and how to achieve Zero Defects 
for the customer. Since 2001, he has taught and coached well over 400 projects in 40+ organizations in the 
Netherlands, Belgium, China, Germany, Ireland, India, Israel, Japan, Poland, Romania, Serbia, South Africa, 
the UK and the US, which has led to a wealth of experience in which approaches work better and which 
work less well in practice. 
Niels puts development teams on the Quality On Time track and coaches them to stay there and deliver 
their quality systems on time, without overtime, without the need for excuses. Practical methods are 
developed, used, taught and continually optimized for:  
• Evolutionary Project Management (Evo)  
• Requirements Engineering and Management  
• Reviews and Inspections 
• Zero Defects delivery 
Within a few weeks of turning a development project into an Evo project, the team has control and can tell 
the customer when the required features will all be done, or which features will be done at a certain date. 
Niels enjoys greatly the moments of enlightenment experienced by his clients when they find out that they 
can do it, that they are really in control, for the first time in their lives. 
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The essential technique for continuous improvement is the Deming or Plan-Do-Check-Act cycle. We Do all the 
time, Planning we do more or less, usually less and for Check and Act we don’t have time. 
Many people think they know the Deming cycle, but let’s see how it really starts working for us. 
The intuitive cycle, how we normally work, is the Pl-Do-cycle. I can’t call it Plan, so I call it only Pl. “What was 
the next thing we are supposed to do?” and we are already doing it. If intuition would be perfect, everything 
would be perfect. Not everything we do is perfect, so apparently our intuition sometimes points us into the 
wrong direction. 
So, let’s first Plan what Result we want to achieve and how we think we can most efficiently achieve that 
(Planning is twofold: the product and the project). Then we Do according to the Plan. This is the first pitfall: 
the Plan must be doable and we must follow the Plan. Let’s assume we did that, then in the Check phase we 
can Check (Deming also called it Study phase) whether the Result was according to Plan. If it was according 
to the Plan, we can think: “Can we do it even better the next time?”. If it wasn’t according to Plan, we can 
think: “How can we do it better the next time?”. Then comes the Act phase: “What are we going to do 
differently the next time, because if we don’t do anything differently, the result will be the same. If we want 
to improve we have to decide to do something differently, then Plan and Do accordingly and then Check 
whether the change actually was an improvement. If yes, can we do it better the next time. If not, can we do 
it better the next time. In the Act phase we introduce a “mutation” in our way of working, hence we call it 
the “Evolutionary” approach. 
This way, we are continuously improving on the Result (the product), the way we realize the Result (the 
project) and even how we organize all of this (the process). Actually we can stop now, because using the 
PDCA technique, you can start from scratch and very quickly find out how to continuously do things better. 
Because we have been doing this already for a long time, we can save you time and give you a flying start. 
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