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Niels Malotaux

Niels Malotaux is an independent Project Coach and expert in optimizing project performance. He has
some 35 years experience in designing electronic and software systems, at Delft University, in the Dutch
Army, at Philips Electronics and 20 years leading his own systems design company. Since 1998 he devotes
his expertise to helping projects to deliver Quality On Time: delivering what the customer needs, when he
needs it, to enable customer success. Niels effectively teaches Evolutionary Project Management (Evo)
Methods, Requirements Engineering, and Review and Inspection techniques. Since 2001, he taught and
coached well over 100 projects in 25+ organizations in the Netherlands, Belgium, China, Germany, Ireland,
India, Israel, Japan, Romania, South Africa and the US, which led to a wealth of experience in which
approaches work better and which work less well in practice. He is a frequent speaker at conferences, see
www.malotaux.nl/nrm/Conf

Niels puts development teams on the Quality On Time track and coaches them to stay there and deliver
their quality software or 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.

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.

N R Malotaux

Consultancy
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Niels Malotaux 3723 VB Bilthoven
project coach The Netherlands
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Predictable Projects?

« Any problems with projects?
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Cobb's Paradox

» We know why projects fail
+ We know how to prevent their failure

+ 50 why do they still fail 2

Martin Cobb
Treasury Board of Canada Secretariat
Ottawa, Canada

189

What is the most important Requirement?

+ Delivery Time is a Requirement,
like all other Requirements

» How come most projects are late 22?7

Apparently all other Requirements
are more important than Delivery Time

+ Are the really?

Booklets:
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Fallacy of ‘all’ requirements T.x
=

» “We're done when all requirements are implemented”

+ Isn’t delivery time a requirement ?

» Requirements are always contradictory

+ Perception of the requirements

» Who's requirements are we talking about ?

» Do we really know the real requirements ?

+» Are customers able to define requirements ?
* Customers specify things they do not need
* And forget things they do need
* They're even less trained in defining reguirements than we are

» What we think we have to do should fit the available time

» Use the Business Case

If our previous project was late,
our current project will also be late

unless we do things differently and better

If we don’t learn from history,

we are doomed torepeat it
after George Santayana (1905)

Projects don’t have to be late
They deserve better

a
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Causes of Delay

» Some typical causes of delay are:

* Developing the wrong things * Changing requirements

* Unclear requirements » Doing things over

* Misunderstandings * Indecisiveness

+ No feedback from stakeholders + Suppliers

* No adequate planning » Quality of suppliers results
* Mo adequate communication * Mo Sense of Urgency

* Doing unnecessary things » Hobbying

* Doing things less cleverly » Political ploys

* Waiting (before and during the project) + Boss is always right (culture)

» Excuses, excuses: it’s always “them”. How about “us” ?

« What are causes of these causes? (uses times ‘Why '}

Booklets:
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What has this to do with Systems Engineers?

» The Project Manager is responsible for delivering
the right result, the right way, at the right time

+» The Project Worker's work and decisions
determine the result and the timeit is delivered

+» This makes everybody in the project implicitly
as responsible as Project Management

More information:
www.malotaux.nl
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Multidisciplinary <> Interdisciplinary

+ There is a tension between what is:
* Technologically possible
+ Economically profitable
+ Socially and psychologically acceptable
# All kinds of disciplines needed for a good solution

« Multidisciplinary
* Many disciplines work in the project
+ Optimize solution in their own domain

« Interdisciplinary
* Many disciplines work together in the project
+ Overall-optimizing
» First developing the problem before developing the solution

What isOn Time?

Yesterday?

Before the next exhibition?

« Managers dream?
+ Time to market?

+ Time to profit?

Compromise between what is needed
and what is possible
just like any other requirement

Booklets:
www.malotaux.nl/Booklets
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Cost of one day of delay

» Do you know how much you cost per day?
Note: that's not what you get !

» Mew electronic measuring instrument
* 40 people in Oregon, US
* 8 people in Bangalore, India

» US4 40,000 per day for the project
» Plus US% 30,000 per day for lost benefit
+ Total: U5$ 70,000 per day for every day of (unnecessary) delay

« ot" order estimationsare good enough

More information:
www.malotaux.nl
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The Cost of Time

Start End

-F||-|I1I3-I4-I5IE|:ITIBI?‘I-“:I

\ 10 months x 4 people x € soo/day = €400k

2 wks x 2 people x € soo/day = €10k 4 months — esok

1month x 2 people x €5oo/day = €20k

+ We can save 4 months by investing €200k — “That's too much !"

* It's a nicer solution - Let's do z weeks more research on the benefits

* What are the expected revenues when all is done?  — &16M/yr oammng
* S0 2 weeks extra doesn't cost €10k, but rather €16M/24 = €670k

* And saving 4 months brings €16M/(3 = £5M extra

= Invest that €200k NOW and don't waste time !

The challenge

+ Getting and keeping the project under control

+ Never to be late

« If we are late, we failed

» Mo excuses whenwe're not done at the FatalDay
« Not stealing from our customer’s (boss’) purse

+ The only justifiable cost is the cost of developing
the right things, the right way, at the right time

» The rest is waste

» Would we enjoy producing waste?

a
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Is this what you did?

Defectrate

» Beforetest?

» After test?

Booklets:
www.malotaux.nl/Booklets
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Alternative Design (how to solve the requirement)

Another alternative design

mD'I"E-:

ereare ™ olu
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What was the real requirement?

Assumptions, assumptions...
Better assume that many assumptions are wrong.

Check !

=]

Elementsin the exercise

« Estimation, optimistic [ realistic

Interrupts

Test, test strategy
+ Defectrate

* Design

« Requirements

» Assumptions

2b
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Human Behavior

* Systems are conceived, designed, implemented, maintained, used, and
tolerated (or not) by people

* People react guite predictably

* However, often differently from what we intuitively think

* Most project process approaches (PMI, INCOSE, as well as developers)
* ignore human behavior,
« incorrectly assume behavior,
* or decide how people should behave (ha ha)

* Tosucceed in projects, we must study and adapt to real behavior
rather than assumed behavior

* Even if we don't agree with that behavior

3
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Peopleresponsible for success

+ During the project
* Can still influence the performance of the project
+ First responsibility of the Project Manager
* Actually responsibility of the whole development organization

+» After the project, once the system is out there
* Mo influence on the performance of the system any more
* Systermn must perform autonomously
* 5pthe performance must be there by design
* Including appropriate interface with humans
* Responsibility and required skill of Systems Engineering

5

Discipline

+ Control of wrong inclinations

» Even if we know how it should be done...
(if nobody is watching ...)

+ Discipline is very difficult

» Homans 7:19
+ The good that | want to do, | do not ...

— Helping each other (watching over the shoulder)
— Rapid success (do it 3 weeks for me...)

— Making mistakes (provides short window of opportunity)

— Openness (management must learn how to cope)

Booklets:
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Intuition

» Makes you react on every situation

+ Intuition is fed by experience

+ It is free, we always carry it withus

» We cannot even turn it off

» Sometimes intuition shows us the wrong direction
+ In many cases the head knows, the heart not

+ Coaching is about redirecting intuition

Communication

« Traffic accident: witnesses tell their truth

« Same words, different concepts

» Human brains contain rather fuzzy concepts

« Try to explain to a colleague

« Writing it down is explaining it to paper

« If it’s written it can be discussed and changed
» Vocal communication evaporates immediately

+ E-mail communication evaporates in a few days

Y

16

More information:
www.malotaux.nl




INCOSE-IL - Herzlia - 9 March 2011
Niels Malotaux

How Proactive Systems Engineers can realize Predictable Projects

Logical thinking is not always better

+ Intuitive decision is often good
+ Logical thinking feeds the sub-consciousness

+ Sub-consciousness needs some time

+» Should we make a decision at the end of a meeting ?

Booklets:
www.malotaux.nl/Booklets
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E}{CLISES, eXcuses, excuses...

» We have been thoroughly trained to make excuses

» We always downplay our failures

+ At the Fatal Day, any excuse is in vain: we failed
+ Even if we “couldn’t do anything about it"”
+ Failureis a very hard word. That’s why we are using it !
» Mo pain, no gain
« We never say: “You failed”, better: “We failed”
+ After all, we didn't help the person not to fail

18
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When can we use waterfall ?

» Requirements are completely clear, nothing will change
« We've done it may times before
+ Everybody knows exactly what todo

« We call this production

* In your projects:
+ Is everything completely clear ?
+ Will nothing change ?
* Does everybody know exactly what to do ?
+ Are you sure ?

20
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All Models are wrong

Some are useful

Booklets:
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Identifying waste

Manufacturing Development Possible Remedies

Overproduction

Inventory

Transport
Processing
Waiting

Movement

Defects

Ignoring ingenuity
of people

Extra features
Unused documents
Partially done work

Handoffs

Design inefficiency
Wishful thinking
Delays

Task Switching
Finding right files
Number of clicks
Defects

lgnoring ingenuity of
people

Real Requirements, prioritizing,
deciding what notto do
Synchronization, Just In Time

Synchronization if different people have
to doit

Knowledge, experience, reviews
Preflection
Process/Organization design
Active synchronization

Max z tasks in parallel

Digital 55

Design

Prevention

Real management, coaching,

empowerment, bottom-up responsibility,
inviting whistle-blowing

F

24
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What is Agile?

+ A philosophy (Agile Manifesto)

o
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From the Principles behind the Agile Manifesto

* Qur highest priority is to satisfy the customer through early and
continuous delivery of valuable software

* We welcome changing requirements, even late in development

* We deliver working software frequently;
Working software is the primary measure of progress

* Business people and developers must work together daily
+ Simplicity - the art of maximizing the amount of work not done

» At regular intervals, the team reflects on how to become more effective,
then tunes and adjusts its behaviour accordingly

3
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What is Agile ? Er;E:’

(=
+ A philosophy (Agile Manifesto)
+ Agile = ability to move quick, easy and adaptable
+ Short iterations — not one Waterfall
+ Delivering value (notmuch notion how to define and measure real value)
+ Retrospectives (no retrospectives on retrospectives: did it really work ?)
+ Mot a standard: You can make of it whatever you want
+ XP -focus on software development techniques
+ Scrum- very basic short term organization of development

+ Are you Agile if you religiously focus on a ‘method’?

]
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XP - eXtreme Programming

Planning Game » Small releases
Metaphor « Pair programming
Simple Design + Collective Ownership
Testing (TDD) + Continuousintegration
Refactoring + 4o0-hourweek

Coding standards » On-site customer

Original project was not successful
as soon as the writer of the book left the project

55

28

More information:
www.malotaux.nl




INCOSE-IL - Herzlia - 9 March 2011
Niels Malotaux

How Proactive Systems Engineers can realize Predictable Projects

What’s missing in Agile ? Ref Tom Gilb

Stakeholder Focus
= Real projects have dozens of stakeholders
+ Mot just a customer in the room, not just a user with a usecase or story

Results Focus
= [t is notabout programming, it is about making systems work, for real people

Systems Focus
= [t is notabout coding, but rather:
reuse, data, hardware, training, motivation, sub-contracting, outsourcing,
help lines, user documentation, user interfaces, security, etc.
= 5o, asystems engineering scope is necessary to deliver results
= Systems Engineering needs quantified performance and quality objectives

Planning Ref Niels Malotaux
» Retrospectives within the Sprint
» Retrospectives of retrospectives
» Planning what not to do — preflection
= Overall planning and prediction: when will what be done

Booklets:
www.malotaux.nl/Booklets
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Essence of being really Lean & Agile

Delivering the right stuff, the right way, at the right time, as efficiently as possible
+ Understanding what real Value means
v Quickly and easily adapting to all Stakeholders (ut anly the Customar pays 3
v Total system focus - software is only an aid - only provides value wien it Is used successfully

v Continuous eliminationof Waste
—  Dwing what contributes the most valse
— Mot doing what doesn't contribute value
— Prevention rather than repair - relentless problem solving - root cause analysis
Pesfection - Quality is cheaper

+  Predictability: Continuously being ableto tell what will be donewhen (doing something about 1)

v Delivering in small stepsto real Stakeholders doing real things- minimizng the waste of
Incormect perceptions, amamptions and implementations, optimizing productivity of Stalchalders

+ Continuously optimizing what we do, how we da it, and how we organize things usng Poca

+ Empowerment - everybody feeling responsible for the Result josl of 2 Project)

+  Assertiveness - actively removing impediments, no exases

+ Understanding that it's not about tools:a lot is craft (you cannat 4mplement’ Lean nor agile)

+  Management facilitating and coaching the workers ta do the right things the right way 3t the right time

+  Management to be personally responsible for continuous improvement (not just changs)

g

30
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Murphy’s Law

» Whatever can go wrong, will go wrong

+ Should we accept fate 77

Murphy's Law for Professionals:
Whatever can go wrong, will go wrong ...

Therefore:

We should actively check all possibilities that can go wrong
and make sure that they cannot happen

Booklets:
www.malotaux.nl/Booklets
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Preflection, foresight, prevention

Insanity is doing the same things over and over again

and hoping the outcome to be different (let alone better)
Albert Einstein 1875-1955, Benjamin Franklin 1706-1790, it seems Franklin was first

Only if we change our way of working,
the result may be different

= Hindsight is easy, but reactive

+ Foresight is less easy, but proactive

+ Reflectionis for hindsight and learning

+ Preflectionis for foresight and prevention

Only with prevention we can save precious time

This is used in the Deming or Plan-Do-Check-Act cycle

[

32
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Lean things

+ Plan-Do-Check-Act cycle was by far the most important thing

we did in hindsight (Tom Harada)
+ go per cent of all corporate problems can be solved using
common sense and improving quality while reducing cost

through the elimination of waste
Imai: Gemba Kaizen - A Commonsense Low-Cost Approach to Management

» Root-Cause-Analysis onevery defect found?
We don’t have time for that! (project manager)

Project evaluations

one project duration
[y
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Act Plan
= Whist ard wi gy # ‘What toachieve
b b ditferentyl & Howinachisva it
Knowledge - Wa ara gl 1

o it dFferantiy

how to achieve the goal

Theck

= Inthe Reult
atcarding b Plant

T -
the Reault arcording tn Plan?

Do
Carry ol the Flan

If we
+ Use very short Plan-Do-Check-Act cycles

+ Constantly selecting the most important things to
+ Don't do unnecessary things doing the
right things

then we can .o O
+ Most quickly learn what the real requirements are
+ Learn how to most effectively and efficiently realize these

. &
requirements =l'e

doing the
right things
ight

and we can
+ Spot problems quicker, allowing
more time to do something about them

34
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Act Plan
-~ = Wibakare we gaing = Wl b e b
ea i dlifersatlyl = Hoew b achires

» "o ars gring o

E.v.o da It d¥feranty!

Check
= tha Rt
aczording & Plan?
= i ey et bl Dhas
thar e it wreording b2 Plan? Carry ot tha Plan

+ Evo (short for Evolutionary...) uses PDCA consistently
+ Applying the PDCA-cycle
actively, deliberately, rapidly and frequently,
for Product, Project and Process, based on ROl and highest value
+ Combining Planning, Requirements- and Risk-Managementinto
Result Management
+ Weknow we are not perfect, but the customer shouldn’t be
affected
+ Evois about delivering Real Stuff to Real Stakeholders
doing Real Things “Nothing beats the Real Thing”

+ Projects seriously applying Evo, routinely conclude
successfully on time, or earlier

Booklets:
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Ultimate Goal of a Project

Qu 'a"ﬂt‘ﬁl o

+ Delivering the Right Result at the Right Time,
wasting as little time as possible (= efficiently)

[ E )
o TIO

-

+» Providing the customer with
+ what he needs
+ at the time he needs it
+ to be satisfied

+ to be more successful than he was without it

+» Constrained by (win - win)
+ what the customer can afford

+ what we mutually beneficially and satisfactorily can deliver

* in areasonable period of time

36
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To-do lists

+ Are you using to-do lists? — EXERCISE

* Did you add effort estimates?

* Does what you have to do fitin the available time?

* Did you check what you can do and what you cannot do?
* Did you take the consequence?

» Evo:
+ Because we are short of time, we better use the limited available
time as best as possible
* We don't try to do better than possible
* Tomake sure we do the best possible, we choose what to do in the
limited available time.We don't just let it happen randomly

Booklets:
www.malotaux.nl/Booklets

37



INCOSE-IL - Herzlia - 9 March 2011
Niels Malotaux

How Proactive Systems Engineers can realize Predictable Projects

Evo Planning: Weekly TaskCycle task
Israel: *
3o plannable T
hours LY
+ Are we doing the right things, [ delivery
in the right order, N 4
to the right level of detail for now project 4
+ Optimizing estimation, planning.4nd tracking oroanization T
abilities to better predi::tt ture P
+ Selecthighest priority tasks, never do any | Strateay |
lower priority tasks, neyer do undefined tasks "---I---‘
+ Thereare only about 26 plannable hours ina week (2/3)
+ In the remaining time: do whateverelseyou haveto do »— ¢
+ Tasks are always done, 100% done | roadmap |
L

T4

Effort and Lead Time

+ Days estimation — lead time (calendar time)

» Hours estimation — effort

» Effort variations and lead time variations have different
causes

+ Treat them differently and keep them separate
» Effort: complexity

* Lead Time: time-management
» (effort | lead-time ratio)

38
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Weekly 3-Step Procedure

+ Individual preparation
+ Conclude current tasks
+ What to do next
+ Estimations
+ How much time available

» Modulationwith [ coaching by Project Management
+ Status
* Priority check
» Feasibility
* Commitment and decision

+ Synchronization with group (team meeting)
* Formal confirmation
+ Concurrency
* Learning
* Helping
* Socializing

Booklets:
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DeliveryCycle

+ Are we delivering the right things,
in the right order
to the right level of detail for now
« Optimizing requirements
and checking assumptions
1. What will generate the optimum feedback

organization

2. We deliver only to eagerly waiting stakeholders

3. Delivering the juiciest, most important

stakeholder values that can be made in the least time

* What will make Stakeholders more productive now

» Mot more than 2 weeks

task

delivery

40
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Agile, but will we beontime?

+ Organizing the work in very short cycles

« Making sure we are doing the right things
» Doing the right things right

« Continuously optimizing (whatnot to do)

+ So, we already work more efficiently

but ...

» How do we make sure the whole project is done on time ?

iz

42
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TimelLine what the customer wants, he cannot afford
naw date needed {FatalDate) “all" done
) all we think we have to do with the resources we have /}\ :nnﬂ'l@{en:r |

Standard Projects

g date needed (FatalDate)
wil be done /{: migh-fbe done Knat Jm\e}{l Evo
- mast Enportant things bells & whisties
Bz g
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If it easily fits...

now

|

FatalDate

l

m meeded time << avallable Hime : OF for now m
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A A
. s ther
| Calibration Factor * ZAE
i
HOW
+«— thenz

6
a

Predicting what will be done when
Line| Activity |Estim |Spent|Still to| Ratio |Calibr |Calibr Date
spend |realfes |factor |still to done
1 | Activity 1 2 p] o 1.0
3 | Activity 2 g g 1 1.2 1.0 1 30 Mar zoog
3 |Activity 3 1 3 o 3.0
4 | Activity 4 2 3 2 2.5 1.0 2 1 Apr zoog
5 | Activity 5 5 4 1 1.0 1.0 1 2 Apr 2000
6 | Activity 6 3 1.4 4.2 o Apr zo0g
7 |Activity 7 1 1.4 1.4 10 Apr 2009
8 |Activity 8 3 1.4 4.2 16 Apr 2o00g
+ |+
16 | Activity 16 4 1.4 5.6 2 Jun 2000
17 | Activity 17 5 1.4 7.0 11 Jun 2000
18 | Activity 18 7 1.4 0.8 25 Jun 2000
o
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Product/Portfolio/Resource Management

+ Current Program/Portfolio/Resource Management is based
on hope

» More a game than management

With TimeLine we can provide PPR Management with
sufficientlyreliable data

» To start managing

oo
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now
» sWalue Still to Earn

Earned Value

What do we do if we see we won’t make it ontime?

FatalDate

|

[55%5%  needed thme <= avallable thme : OF for now  57%]

(0000, Peeded fime = avallable Fme s nOE DR L0t

W needed time » available time @ not QK

» |f it doesn't fit ... count backwards

« If the match is over, you cannot score a goal

Deceptive options

+ Hoping for the best (fatalistic)

Going for it (macho)

Working Overtime (fooling ourselves)

Moving the deadline
* Parkinson's Law

= Work expands to fill the time for its completion
+ Student Syndrome

= Starting as late as possible,
only when the pressure of the FatalDate is really felt

B3
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Adding peopleto a late project...

makes it later

(Brooks' Law, 1575}

The Myth of the
Man-Month |
jovwer cost
N Economic

" / optimum? ‘\

37T

T eality

wt (Putnam}

0T \

ot shorter time

E-- "

project| 1 nine
duration| 4 mothers
area

51

at intuition

) people x time = constant

an-Month Myth

Brooks’ Law (1g75) :
Adding people T
toa IEIf.EPFDjEI.’_t 12 3 4 5 B 7 B gowmono o243 14 1506

. number of people
makes it later BE2R

5
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Continuous
n of waste

| prevention of Waste
We don’t have enough time, but we can save time
without negatively affecting the Result !

—_—

IQ{Q Saving time

+ Efficiencyin what (why, for whom) we do - deing the right things
* Not doing what later proves to be superfluous
+ Efficiencyin how we do it - doing things differently
* The product
= Using proper and most efficient solution,
instead of the solution we always used
+ The project
= Doing the same in less time,
instead of immediately doing it the way we always did
* Continuous improvement and prevention processes
» Constantly learning doing things better
and overcoming bad tendencies
+ Efficiency in when we do it - right time, in the right order

+ TimeBoxing- much more efficient than FeatureBoxing

TimeLine produces Predictability

The TimeLine technique doesn’t solve our problems
It exposes the real status early and continuously

Instead of accepting the undesired outcome,
we do something about it

The earlier we know, the more we can do aboutit

We start saving time from the very beginning

L9c

We can save a lot of time in any project,
while producing a better outcome =7

If, and only if, we are serious about time !

g7
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-
TimeLine example
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TimeLine exercise example

+ Preparing for student exams

10z
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Do you think you can help us ?

Plan
« What to achieve
s How to achieve it

Act

* What are we going

to do differently?
s Weare going to
do it differently! /&

Check
s |5 the Result
according to Plan?
* s the way we achievad Do
the Result according to Plan? Carry out the Plan
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Objectifying and quantifying the problem

is a first step to the solution

O ==

]

Line |Activity Estim | Alter |Junior | Devel |Customer | will be done
native | tester | opers (now=22Feb)
1 |Package1 17 2 17 4 HT
2 |Packagez ] 5 0 chrt
3 |Package 3 14 7 5 4 BMC
4 |Package 4 (wait for feedbadk)| n Mo
5 |Packages g 3 5 Ast
& |Packages 17 3 w0 W H
7 |Patkage7 4 1 3 Cli
8 |Package B.1 1 1 SEV
g |Package 8.z 1 1 H
10 |Package 8.3 1 1 chrt 24 Feb
#  |Package 8.4 1 1 chrt
12 |Package 8.5 i i Tet 28 Feb
13 |Package 8.6 3 3 Tet 24 Mar
14 |Package 8.7 ol X cli After 8.5 0K
15 |Package 8.8 i3 1B Azt
totals 0] 47 32 36
.
TimeLine
wk
L9 10 | Rl | 12 | 13 | 14 | 15 | 16 | 17 | 13 |
! } } } } }
start delivery delivery delivery (all done)
cust a cust b, cust a,d

Selecting the priority order of customers to be served
+ “‘We'll have a solution at that date ... Will you be ready for it 2"
An other customer could be more eagerly waiting
* Most promising customers

56
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Result

+ Tester empowered

« Done in g weeks

+» 50 called “Full Regression Testing” was redesigned
» Customers systematically happy and amazed

» Kept up with development ever since

+ Increased revenue

Recently:

+» Tester promoted to product manager

« 5till coaching successors how to plan
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.,

DesignLog

(project level)

* In computer, not loose notes, not in e-mails, not handwritten

+ Text

= Drawings!

= On subject order

» Initially free-format
» Forallto see

» All concepts contemplated
» Requirement
» Assumptions
= Questions
= Available technigues
« (Calculations
» Choices + reasoning:
v If rejected: why?
v If chosers why?

* Rejected choices
» Final (current) choices

* Implementation

=

Chapter
Requirement —» What to achieve

Assumption
Guestions +

Design options
Decision criteria
Decision — implementation spec
Mew date: change of i
Design options
Decision criteria
Decision — implementation spec

SWers

58

More information:
www.malotaux.nl




INCOSE-IL - Herzlia - 9 March 2011
Niels Malotaux

How Proactive Systems Engineers can realize Predictable Projects

Proce 55L0g (department | organization level)

* In computer, not loose notes, not in e-mails, not handwritten

+ Text S y
= Graphics (drawings)
= On subject order Chapter
" |”|.t|.a”Y free-format Requirement — What to achisve
+ Faorall to see ﬁssumptinn
+ All concepts contemplated Guestions +

= Requirement

= Assumptions
= Questions Do ;

. . sign options

Kn D":'l.l'l'l technlqusfs Decision criteria

+ Choices + reasoning : Decision — implemeéntation spec

v Krejectedswhyr 00000 b

v If chosen: why? Mew date: change of idea:

. . Design options
* Rejected choices Decision criteria

. . Decision — implementation spec
* Final (current) choices

* Implementation e

Booklets:
www.malotaux.nl/Booklets



INCOSE-IL - Herzlia - 9 March 2011
Niels Malotaux

How Proactive Systems Engineers can realize Predictable Projects

1

RS

www.malotaux.nl/Booklets More

Evolutionary Project Management Methods (zoo)

Issues to solve, and first experience with the Evo Planning approach

How Quality is Assured by Evolutionary Methods (zoo4)

After a lot more experience:rather mature Eve Planning process
Optimizing the Contribution of Testing to Project Success (2o05)

Howr Testing fits in

Optimizing Quality Assurance for Better Results (zo05)

Same as Booklet 3, but for non-software projects

Controlling Project Risk by Design (2006)

How the Evo approach solves Risk by Design (by process)

TimeLine: How to Get and Keep Control over Longer Periods of Time (2007)
Replaced by Booklet 7, except for the step-by-step Timeline procedure
Human Behavior in Projects (APCOSE 2008)

Human Behavicral aspects of Projects

How to Achieve the Most Important Requirement (2008)

Planning of longer periods of time, what to do if you don't have encugh time
Help! We have a QA Problem ! (zo0g)

Use of TimeLine technigue: How we solved a & month backlog in g weeks
Measurable Value with Agile (Ryan Shriver - zo0g)

Use of Evo Reguirements and Prioritizing prindples

www.malotaux.nl/nrm/Insp

Inspection pages

a
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Active Synchronization

Somewhere around you, there is the bad world.

Iif you are waiting for a result outside your control,
there are three possible cases:

You are sure they'll deliver Quality On Time

You are notsure

You are sure they'll not deliver Quality On Time

If you are not sure (case z), better assume case 3

From other Evo projects you should expect case 1
» Evosuppliers behave like case 1

w R

In cases 2 and 3: Actively Synchronize: Go there!
1. Showing up increases your priority

2. Youcan resolve issues which otherwise would delay delivery
3. If they are really late, you'll know much earlier
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Interrupts

+ Boss comes in: “Can you paint my fence?”
« What do you do?

+ In case of interrupt, use interrupt procedure

Interrupt Procedure *weshall work only on planned Tasks”

In case a new task suddenly appears in the middle of a Task Cycle

{(we call this an Interrupt) we follow this procedure:

1. Define the expected Results of the new Task properly

2. Estimate the time needed to perform the new Task, to the level of
detail really needed

3. Go to your task planning tool (many projects use the ETA tool)

4. Decide which of the planned Tasks isjare going to be sacrificed
(up to the number of hours needed for the new Task)

5. Weigh the priorities of the new Task against the Task(s) to be
sacrificed

6. Decide which is more important

7. If the new Task is more important: replan accordingly

8. | the new Task is not more important, then do not replan and
do not work on the new Task. Of course the new Task may be added to
the Candidate Task List

g. Mow we are still working on planned Tasks.
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Managers have to learn

» Managers facilitate their people to be successful
» Managers should be coaches
+ Mot police

« Managers have to understand the Evo approach

il
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Estimation techniques used

. Just—ennugh estimation (don't do unnecessary things)
» Maximizing Return-on-investment and Value Delivered

+ Changing from optimistic to realistic predictions
= Estimation of Tasks in the TaskCycle
» Prediction what will be done when in TimeLine

+ o order estimations (ball-park figures)
= Fordecision-making in Business Case and Design
+ Simple Delphi
= For estimating longer periods of time in TimeLine
» For duration of several (15 or maore) elements of work

« Simpler Delphi (just enough )
= Same, but for aulcker insight
» Recently added by practice

+ Calibration
» Coarse metrics provide accurate predictions

. Dﬂinﬁscﬁmething about it (if we don't like what we see)
» Taking the consequence
= Saving time
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Requirements Example

» How many Requirements do you typically deal with?

+ CRM system, to replace ‘old’ CRM system
« Original plan: 6 months and € 1M
» Spent 1.5 years and € 5M: business hasn’t seen any result

* New Project Manager, new System Integrator

+ Who's project is this ?

g

Delivery Requirements

requirements  design implement test deploy E-

* Evoluti Deli ?
volutionary wer"'r(_,,-w-,_feedback??

* Suggested Requirements:

1. Within one week of any delivery, the businessis not less efficient than before
2. The business decides whether they are satisfied

+ “Unacceptable” means supplier is saying:
1. Within one week of a delivery, the business will be less efficient than before
2. The business will not be satisfied
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How about many small deliveries
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