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Niels Malotaux

Niels Malotaux is an independent Project Coach and expert in optimizing project performance. He has over
40 year 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. To this effect, Niels developed an approach for effectively teaching
Evolutionary Project Management (Evo) Methods, Requirements Engineering, and Review and Inspection
techniques. Since 2001, he taught and coached well over 150 projects in 30+ organizations in the
Netherlands, Belgium, China, Germany, India, Ireland, Israel, Japan, Romania, South Africa, the UK and the
US, which led to a wealth of experience in which approaches work better and which work less in real
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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Niels Malotaux

* Independent Project and Organizational Coach

* Expertin helping optimizing performance

* Helping projects and organizations very quickly to become
* More effective — doing the right things better
* More efficient - deing the right things betterin lesstime

+ Predictable - delivering 2= predicted eﬂt
* Getting projects on track u\t N\ ana%em
ResS
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Today

* Is there a problem

* Universal goal of any project

* Human behaviour in projects

* Estimation

* Evolutionary Project Planning - prevention is better than cure

*  Optimizing the efficiency of what wedo
¢ Optimizing the effectiveness of what we do

* How to make sure that we get the right result at the right time

* Business case - stakeholders - requirements

* How to specify results - How to select the right solution

* How to check that we wrote the right things — Reviews and Inspections

* How to work towards Zero Defects

* Planning your own work using these principles

aatan

Earth Observation Satellite

* Their only problemn: They missed all deadlines

* Mow: They haven't missed any deadline for at least a year

More information:
www.malotaux.nl
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Is delivery time important?

* Will we be on time ?

* If yes: How do we know ?
= If no: Why ?
* Failure is not an option:
* Whatcan we do about it?

* What is ‘on time’?

Malatzun z =

Why is time important

— |
T doing nothing T doing T benefit

idea start done

Return on Investment (ROI)
+ Benefit of doing - huge (otherwise other projects weuld be more rewarding)
Cost of doing - project cost, usuzlly miner compared with othercosts
Cost of doing nothing - every day we start |ater, we finish later
Cost of being late - lost benefit

Malatau 8
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Ultimate Goal of our work

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

Time

-

5

* Providing the customer with
* what heneeds
+ at the time heneeds it
* to besatisfied
* to bemore successful than he was without it
* Constrained by (win-win)
* what the customer can afford
* what we mutually beneficially and satisfactorily can deliver
* ina reasonable period of time

-

Malatsu 7

Malatau |

Delivery time is a Requirement

* Delivery Time is a Requirement,
like all other Requirements

* How come maost projects are late 722

* Apparently all other Requirements
are more important than Delivery Time

* Are they really 7

More information:
www.malotaux.nl
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What is the cost of one day of (unnecessary)delay ?

* What is the cost of the project per day ?

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

* If you don't know the benefit, assume 10 times the cost

* How can you make decisions, if you don't know ?

* No need for exact numbers - it'll be a lot anyway

[

7

* Do you know the benefit of your projects ?
* Do you know the penalty for delay ?
* Who is paying for the extra time ?

Malotan 3
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Isn’t that the Responsibility
of the Project Manager ?

=1 Ay

* The Project Manager is responsible for delivering
the right result at the right time -0

.

* The Project Workers work and decisions "
determine the result and the time it is delivered

= This makes everybody in the project
as responsible as Project Management

Malatau 1a
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| want V-O-L-U-M-E!

* Produce faster ! — bad quality — produce slower

‘ ' * Produce quality ! — produce faster

Quick delivery of a solution that doesn’t work means nodelivery

Malatsu "

Causes of Delay

* Some typical causes of delay are:

+ Developing the wrong things = Changing requirements

* Unclear requirements = Doing things over

* Misunderstandings = Indecisiveness

* Mofeedback from stakeholders = Suppliers

* Moadequate 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)  » Bossis always right (culture)

* What are causes of these causes ? [use 5 times "Why ')

Malatsu 12
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Causes of causes

* Management * Indifference

* No Sense of Urgency * Perception

* Uncertainty » Lack of time

* Perceived weakness * Mot a Zero Defects attitude

* Fear of Failure * Mo technigues offered

* |gnorance * Mo empowerment

* Incompetence » Discipline

* Politics * Intuition

Intuition often guides us in the wrong direction

Malatzun 13

The problems in projects are not the real problem,

the real problem is that we don’t do something about it

Malatsun 14
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yor
The challenge 0 Dpﬂo

* Getting and keeping the project under control
* Mever to be late

* If we are late, we failed

* No excuses needed

= Mot stealing from our customer’s (boss) purse

* The only justifiable cost is the cost of doing
the right things at the right time

* The rest is waste

* Who would enjoy producing waste ?

Malatzun 13
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Human Behavior

Malatsu 18

Human Behavior

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

* People react quite predictably
* However, often differently from what we intuitively think

= Most project process approaches (PMI, INCOSE,
Prince-2, as well as people in projects)
* ignore human behavior,
* incorrectly assume behavior,
* or decide how people should behave (ha ha)

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

* Even if we don't agree with that behavior

’
Mzlataan: 17 e
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Discipline

* Control of wrong inclinations

* Even if we know how it should be done ...
(if nobody is watching ...}

= Discipline is difficult
* Romans 7ig
* The good that want to do, | do not...

Helping each other (watching over the shoulder)

Rapid success (doit 3 weeks forme...)

Making mistakes (provides short window of opportunity)
Openness (management must learn how to cope))

Malatsu 18

Fbodod

Intuition

* Makes us react on every situation

* Intuition is fed by experience

= Itis free, we always carry it with us

* We cannot even turn it off

* Sometimes intuition shows us the wrong direction
= In many cases the head knows, the heart not (yet)

* Coaching is about redirecting intuition

)
Malotan 19
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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

Malatsu 13

Communication

* Talking as near as possible past each other

—)

To each other Past each other

* Don't assume we understand: check !

’
Mzlataan: 3 T
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Perception

= Quick, acute, and intuitive cognition (www.hM-W.com)

* What people say and what they do is not always the same
* The head knows, but the heart decides

* Hidden emotions are often the drivers of behavior

* Customers who said they wanted lots of different ice cream flavors
from which to choose,
still tended to buy those that were fundamentally vanilla

* 5o, trying to find out what the real value to the customer is, can show
many paradoxes

Better not simply believe what they say: check!

Malobaun .

EKCLISES, excuses, excuses...

* We have been thoroughly trained to make excuses
* We always downplay our failures

* It's always ‘them’ — How about ‘us' ?

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

)
Malotan 13
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Short-Circuiting

Saves a lot of time

Malatau 14

Local Loop Principle

Coach — > Management

/

Project Team

a
Mzlataan: 1z T

Booklets:
www.malotaux.nl/?id=booklets



EMEA Systems Engineering Conference 2014 - Cape Town - 28 October 2014

Niels Malotaux

If space systems engineers could learn how to meet any deadline, couldn’t you too?

Malatzan 15

Estimation

Lead time
£ & ‘ty
. -5 r’Oductivl
syation drives P
Motiva i

14
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Estimation Exercise {,jj;

Are you an optimistic or a realistic estimator?

Let's find out !

Project:

Multiplying two numbers of 4 figures

How many seconds would you need to complete this Project?

Malatsu 28

u
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Is this what you did?

Malatzan 30

Defectrate

* Before test?

+ After test ?

P,
il
)
Mabatau 3 i
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Alternative Design (how to solve the requirement)

Malatsu 32

Another alternative design o ar usually m::':
e )
pan th

\
Malotaan 33
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What was the real requirement?

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

Check !

Malatsu 4

Elementsin the exercise

* Estimation, optimistic | realistic
* Interrupts

* Test, test strategy

* Defectrate

= Design

* Requirements

* Real Reguirements

* Assumptions

* In 3 weeks you can learn to be sufficiently accurate

’
Mzlataan: 35 e
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Project
Life Cycles

Malatsu 28

Waterfall ? Winston Royce 1970
AEQLRAENENT
NTS
==
SOFTEARE
AT CANBREMENTS
"~
ANALYEIS
~
PROGHAS
CHFIGN
=
[EEElLE]
"
TESTING
-
OFERATIONS
Malataux 7
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=~

Wh terfall? ==
en can we use watierra I“*EL‘

=k

=1
=

* Requirements are completely clear, nothing will change
* We've done it may times before
* Everybody knows exactly what to do

= We call this production
Even most production doesntrun smoothly thefirst time, ithas to be tuned

* In your projects:
* Is everything completely clear 2
* Will nothing change?
* Doeseverybody know exactly what to do?
* Areyou sure?

V-Model
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W-model

Whrite % Test % . Validation { Y Acceptance
P 1 In4t4ll
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Scenarios I .
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Malatau

All Models are wrong

Some are useful

Malataan g1
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Evolutionary
Principles

Malatsu 4

Murphy’s Law

Whatever can go wrong,
will go wrong

Should we accept fate 27

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

Therefore:

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

» 20% of the software is there to make the computer do what it should do
* 80 %is there to make the computer not do what it should not do

a
Malotaan 13 e
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First Think, Then Do

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 17061790, 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

» Reflection is for hindsight and learning

* Preflection is for foresight and prevention

* Only with prevention we can save precious time

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

.-.-

Malatau

The essential ingredient: the PDCA Cycle
(Shewhart Cycle - Deming Cycle - Plan-Do-Check-Act Cycle - Kaizen)

Plan
+ ‘What to achieve
+ How to achleve it

Act

+ What are we going
to do differantly?

¢ \We are going to

do it differently!

Pl

Check

+ |sthe Result
according to Plan?
# s the way we achieved Do
the Result according to Flan? Carry out the Plan

a
15 e

Madortaay
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Project evaluations - Retrospectives
| one project duration -
£ ‘ 5
§ H
b & i o
) project ' . project '
| Project evaluation |
s £ £
. 5 F 5 h
[ T = B L
e g
T task | task | task T projact .
cycle | cycle | cycle
| Result evaluations |
Malataun 25

Is waterfall wrong ?

1
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. CT.
Time-honoured knowledge . ok : o ia et
dis b dillergnilyt

how to achieve the goal

Check
& fuiba Asault
st gl b Flan!

= ikt ey i el 1]
I‘F we the Reil sersading e Mand Carrp oud Lhe Plan
* Use very short Plan-Do-Check-Act cycles
* Constantly selecting the doing the

most important things to do 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 *0

and we can

doing the
right things
right

Malatsu 2B

* Spot problems quicker, allowing
more time to do something about them

Ak Plarm
= ‘Whatare e going = What io echires
sodn ditteram k! = Hervr o schiren it

= Ve are foing to

Evo ol aperenmlgt

Chuck
& iuviba Assult
acopeg v Flan?
= b wiry m i g nind D
the Rl :H\:m:'lnumﬂ:n" Carp oud Lhe Flan

= Ewvo (short for Evolutionary..) uses PDCA consistently

* Applying the PDCA-cycle
actively, deliberately, rapidly and frequently,
for Product, Project and Process, based on ROI and highest value

* Combining Planning, Requirements- and Risk-Management into
Result Management

*  We know we are not perfect, but the customer shouldnt be affected

* Evo is about delivering Real Stuff to Real Stakeholders
doing Real Things “Nothing beats the Real Thing™

* Projects seriously applying Eve, routinely conclude
successfully on time, or earlier

)
Malotan 23
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*  Business Case
* Why we are going to improve what

*  Requirements Engineering
* Whatwe are going to improve and what not
*  How muchwe will improve: guantification

*  Architecture and Design

* Selecting the optimum compromi=e for the conflicting requi
* Early Review & Inspection

<

rements

* Measuring guality while doing, learning to prevent doing the wrong things

*  Plan-Do-Check-Act Evolutionary Project
* The powerful ingredient for success MEII'IElgEI'I’IEI'It [E\"}}

"+ Weekly TaskCycle
* Shortterm planning oy
*  Optimizing estimation Eﬁ‘dﬂn

* Dptimizing the requirementsand checking the assumptions

*  TimeLine

* Feeding programy/portfolio/resource management

* Getting and keeping control of Time: Predicting the future W‘n"-a"

winat ¥

of et e * Evo Project Planning

* Promisingwhatwe can achieve +
*  Living up to our promises - enes of wine
*  Bi-weekly DeliveryCycle giect¥

* Soliciting feedback by delivering Real Results to eagerly waiting Stakeholders

0 we d

S

Malatau
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Evolutionary Project Planning
prevention is better than cure

Malatsu o]

To-do lists

* Are you using to-do lists ?

* List the most important things you have to do the coming week
* Did you add effort estimates ?

* Doeswhat you have to do fit in the available time ?

* Did you check what you can do and what you cannot do?

* Didyou take the consequence ?

= Ewvo:

* Because we are short of time, we better use the limited available time as
best as possible

* Wedon'ttryto do better than possible

* To make surewe do the best possible, we choose what to do in the limited
available time. We don't just let it happen randomly

a
Mzlataan: R W=
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Evo Planning: Weekly TaskCycle

task
'
¥
Are we doing the right things, LAY
in the right order, [ dalivery |
to the right level of detail for now ‘ ‘
Optimizing estimation, planning and project *
tracking abilities to better predict the future arganization ¥
T
Select highest priority tasks, never do any I-" stratogy |
strategy
lower priority tasks, never do undefined tasks '
L
There are only about 26 plannable hours ina week (2/3) "‘
Y
In the remaining time: do whatever else you have to do -

".

II roadmap |
Tasks are always done, 100% done \ =

. N
Malotzan: =2

Madortaay

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)

28
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I
Every week we plan i
Taskb 5
Taske 3
Taskd & |do
Taske 1
Taskf 4
* How much time do we have available Taskg 5 |36
. .. . Taskh 4
* 33 of available time is net plannable time Taskj 3 do
* What is most important to do Taskj 1 +Mot
e N

* Estimate effort needed to do these things

* Which most important things fit in the
net available time (default 26 hr per week)

= What can, and are we going to do

* What are we not going to do

3/3 is default start value
this value works well in development projects

Malatzan =z

Weekly 3-Step Procedure

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

= Modulation with | coaching by Project Management (1-on-1)
* Status (sl tasks done, completely done, not to think sbout it any more 7)
* Priority check (zre these rezlly themost importantthings ¥)
* Feasibility (will it be done by the end of the week ¥}
* Commitment and decision
* Synchronization with group (team meeting)
* Formal confirmation (this is what we plan to do)
* Concurrency (do we have to synchronize 7)
* Learning
* Helping
* Socializing

!
Malataux FER W
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cyde who ek dessiption wtim  mal dore e
3 John  Nettimeavalloble: 26
333033333 i i m
bbbbbbbb [Paul) 1 TaskCycle Analysis
eecemsee 5 16 ym (retrospective)
dedddddd ]
LTIttty i 2
T ] 1
HEEHN & ¥ooym
hhhhhhhh L]
2% 26 .
learning
4  John  Nertime scvolloble: 26
i 3 [m—
ek icke 1 for piroj x
PO ITIT 5 for proj x W
samnanan 2 forprojx TaskCycle Planning
FRPRRRRR 3 forprojy {presepective)
Lo L farprojy
TSI [ forprojy
O LLIEIL 4 for projy
sttt 4 for proj y
26

DeliveryCycle

task

= Are we delivering the right things,
in the right order

to the right level of detail for now

delivery

* Optimizing requirements
and checking assumptions
1. What will generate the optimum feedback
2. We deliver only to eagerly waiting stakeholders

3. Delivering the juiciest, most important T
stakeholder values that can be made in the least time '
* What will make Stakeholders more productive now N
x LY

* Mot more than 2 weeks |':n;;.;|--._.|;."

Madortaay =8
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Tasks feed Deliveries @

DE‘Sig_"i”g TaskCycle
a Delivery
| Fri | Mon | Tue We-l:l|Thu | Fri | Mon | Tue We-l:l| Thu | Fri |
available time:
. 36 hr gross A .
Delivery to 24 hr plannable delivto Delivery to
Stakeholders main Stakeholders
team
Serge (ProjLead) Gregory Gregory (later)
MBW.A 3 Draft design & —— Draft design 0
Planningnxtwk 3 Finish design & — Finish design 0
Work for deliv 4 Work for deliv 3
- b - 1
- 2 - 2
- 1 - 2
- 5 - 3
Total 24 - 5
- b Jerome
KMLb 4 — = XMLb 3
Total 42
Malataan g0
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Value stream mapping

-4 Buriingsi Coot [perobilirn douriing b wirtod) [ 3
- Bartinait L Devtiopment, L . i
- . . .ﬁ N - . AT - - - Y- — - =
ing T recogotoed ) t.'“r "hn:" (B dechion ‘ How 2t 0 vy Deployed | ot poouring
Wadat - . . - v Walse defteered
W 12 reén. s Wme 4min ) ot e
min i min
jodays o days 3 darys 5 darys s dap i days Jdays Jdays

* Total Business Cost114 days, Cost of Non Value: 11z days

* OQcourrence: 2 x per day, delay per ocourrence: 10 min

* Mumber of business people affected: 100

* Business Cost of Non Value: 2 x 10 min x 112 days x 100 people x 400 €/day = 187 ke
* Met Costof Value: 1.6 days = -3 peoplex 1.6 daysx 800 ¢/day =5 ke

Malatau

DE'S‘ig:ning TaskCycle
a Delivery
| Fri |Mon| Tue |Wed|Thu | Fri |Mon| Tue |Wed | Thu | Fri |
available time:
. 36 hr gross A .
Delivery to 24 hr plannable delivto Delivery to
Stakeholders maa takeholders
Serge (Projlead) Gregory Gregory rlater'h
MbWwaA 3 0
Planning nxtwk 3 F“'llihd I'II5|'I design 0
Work for deliv 4 % t‘
' L N
X 3
2
3
5
b Jerome
XMLa 1 — XMLa 3
AMLb 1 —= ¥XMLb 3
Total 24
Mabataux &2 I
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E_"

TaskCycle Exercise e
Taskb 5
Taske: 3
Taskd 6 | do
Taske 1
Taskf 4
Taskg 5 L5
Taskh 4

* How much time do you have available Taskj 3 do

* 2/3 of available time is net plannable time 3 Taskl 1 +not

= What is most important to do (update your list)

* Estimate effort needed to do these things

* Which most important things fit in the net available time (default 26
bir)

* What can you do, and what are you going to do

* What are you not going to do

* Why?

Malatsu 51

Now we are already much more efficient

* Organizing the work in very short cycles

* Making sure we are doing the right things
* Doing the right things right

* Continuously optimizing (what not to do)

* 50, we already work more efficiently
but ...

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

’
Mzlataan: Bz e
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TimelLine

How to make sure we get
the Right Resulits at the Right Time

Malatsu =H)

Timeline What the customer wants, he cannot afford
now date needed (FatalDate) "l dane
all'we thimkc we have to do with the resources we have J_.-’T\\EDI‘IE‘I‘IE,L‘FIE& |
Standard Projects
naw date needed {FatalDate)
will be dane “ . might be done - not done 23 Evo
mast important l.'h'l'ls,s bells & whisthes
Better 0% 100% done, than 100% 80% done
Let it be the most important 8o

Malatann: 2

34

More information:
www.malotaux.nl




EMEA Systems Engineering Conference 2014 - Cape Town - 28 October 2014
Niels Malotaux

If space systems engineers could learn how to meet any deadline, couldn’t you too?

If it easily fits....

now FatalDate

| l

[0 meeded i << Bvallable e OR or o~ 10000]

Malatau a7

Result to Tasks and back

O Horizan FatalDate
now e Horizon

delivery deliveryz deliverys delivery4 deliverys

=

Tasks
Taskh
Task
Taskd
Tausks
Tasks

Taskg 5 | 26

Taskh 4

Task) ;‘ldn
row _| Tasky 1+

do

P NPT

' I
TaskCycle TaskCycle
Eli'.‘ll'ﬂ:l’jl’1

Mot .
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Activity |Estimate]Real
Act A Ard
Acta Aea Arz
Acts Ae3i Ar3 #
Actg Aeg Arg
Acts Aes Ars
ﬁh; ::g i'r_ﬁ ratio ZAr/ZAe
Acts _ |AeS  |Ars inthe past -,
A T Tas | ¥

o o rio \
Actn At «new ;
Actiz A1z T s
Acti3 Aei3 predicted &
I-Achq Aeig Value 5till To Earn
Act1s  |Ae1s in the futura
Actib Ak
Actiy Aei7 ¥
Act18 A
ctio e «— then
Actao IA_Ezu
Actzr  |Aea

«— thenz

Calibration

Calibration Factor
HOW — H
Z Ar
row —1
RoW — R
Z Ae
row —1

Value 5till To Earn

ther
Calibration Factor * ZAE
—

ag

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

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

now FatalDate
Earned Value > » Value Still to Earn l

WNE{E& li’ﬂE e avahEbTe thme : DK *ﬂ' Now m

W needed time = available time ; not OK W
B nended time » avaliabic tme £ not 0K WW

+ Value Still to Earn
VETSUS

+ Time 5till Available

If the match is over, you cannot score a goal

Malatau i

Deceptive options

* Hoping for the best (fatalistic)
* Going for it (macho)
* Working overtime (fooling ourselves)

* Moving the deadline
* Parkinson's Law
v Work expands to fill thetime for its completion
+ Student Syndrome

* Starting as |ate as possible,
only when the pressure of the Fatzl Dateis reslly felt

Intuition often guides us in the wrong direction

!
Malataux T1
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Adding people
lower cost
Economic

4T optimum?

13T

it reality

. (Putnam}

10

o shorter time

Er .

. nine
project| -1
duration | . mothers
area

51

st intuition

5 people x time = constant
Brooks’ Law (rs) ’ Man-Month Myth
Adding people ot
to a late project ; ; ; ey
makes it later i 2 3 4 5 rl: ;f o u:l #1243 1§ 15 16

number of people
Malotaun 3
8 . . fnuous

Sy Saving time Cont

We don't have enough time, but we can save time
without negatively affecting the Result !

+ Efficiency in what (why, for whom) we do - doing the right things

+ Efficiency in how we do it - doing things differently

+ Efficiency in when we do it - right time, in the right order
* TimeBoxing- much more efficient than FeatureBoxing

Madortaay

climination of waste

* Not doing what later proves to be superfluous

* The product
* Using proper and most efficient solution,
instead of the solution wealways used
* The project
* Dwoing the same in less time,
instead of immediately doing itthe way wealways did
* Continuous improvement and prevention processes
* Constantly learning doing things better
and overcoming bad tendencies

38
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wwnw.malotaux.nl/Booklets More
1 Eveolutionary Project Management Methods (200)
Issues to solve, and first experience with the Evo Planning approach
3 How Quality is Assured by Evolutionary Methods (2004)
After a lot more experience:rather mature Evo Planning process
3 Optimizing the Contribution of Testing to Project Success (2o05)
How Testing fits in
3a Optimizing Quality Assurance for Better Results (zo05)
Same as Booklet 3, but for non-software projects
4 Controlling Project Risk by Design (2o06)
How the Evo approach solves Risk by Design (by process)
5 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 zo08)
Human Behavioral aspects of Projects
7 How to Achieve the Most Important Requirement (2008)
Planning of longer pericds of time, what to do if you don't have encugh time
8 Help! Wehavea QA Problem ! (zo0g)
Use of TimeLine technigue: How we solved a 6 month backlog in g weeks
RS Measurable Value with Agile (Ryan Shriver - zoog)
Use of Evo Requirementsand Prioritizing prindples
wwnw.malotaux.nl/Inspections
Inspection pages

Malotaun 75
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If we add something...

If we add something, something else will not be done

now Q FatalDate

F ol ol ol ol

Rather than letting it happen randomly

We better decide what will happen

Malobaun 77

Active Synchronization

Somewhere around you, there is the bad world.

If you are waiting for a result outside your control,

there are three possible cases:

¥ou are sure they'll deliver Quality On Time

You are not sure

You are sure they'll not deliver Quality On Time

If vou are not sure (case z), better assume case 3
* From other Evo projects youshould expect case 4
* Evosuppliers behave like case 4

-

In cases z 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

’
Mzlataan: TH
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Interrupts

* Boss comes in: “Can you paint the fence?”
* What do you do?

* In case of interrupt, use the interrupt procedure

Malatsu 79

Interrupt Procedure “weshall work only on planned Tasks”

If 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 is/are 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
. If the new Task is more important: replan accordingly
. If 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
. Now we are still working on planned Tasks

E, oo )

o =d
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TimeLine planning
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TimeLine exercise example

* Preparing for student exams
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What we did

Iron triangle ?

Time Result

Malataun ] @
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Simple model of Management

*) 100%

30%

nagement

input

adding value output

people ) 15%
resources
Malatau By O
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