Project Management 101

· Question: How does a project get to be a year late? Answer: One day at a time.

· Worry more about how the job is managed and less about how the job is done.

1) Visualize the goal; set your eyes on the prize: Life is short and we only pass this way once.  If you are going to put some period of your life into a project, then you need to feel that it's going to be worthwhile.

a) State your goal and write it down

2) Make a list of the jobs to be done

a) Know the phases of your project.  Example:

i) Concept

ii) Requirements

iii) Design

iv) Development

v) Testing

vi) Implementation

vii) Post Implementation

b) Any work that does not result in an improved product is potentially wasted or misguided effort.

c) Resources - equipment, products, services, facilities - required.

d) Skills required and whether these imply hiring and/or training.

e) That you have listed explicit, clearly identifiable milestones.

f) Timescales, cost and budgets - that you show how you arrived at your estimates.

g) That you explicitly stated what assumptions you are making.

h) That you have explicitly stated what dependencies there are on things, which are not directly under your control.

i) Try to minimize the project's dependencies on other groups.

j) That you show explicitly who is responsible for what.

k) That you have given some thought to what the really high-risk areas are.

3) There must be one leader

a) The project must have one leader.  It can't have no leaders and it can't have two leaders or a committee of leaders.  THERE MUST BE ONE LEADER.  Your project will fail if this is not so.

b) This is the person whose ass is pinned to the project and who will get fired if it doesn't work out.

c) If you want a successful project, then any job that is required for the success of the project is your responsibility.  Whether these jobs are formally your responsibility or not; whether the people doing them lie directly under your control or are peers, superiors or members of different organizations entirely; irrespective of any of these considerations, the jobs involved become part of your "herd" and you have to make sure they happen.  I'm not saying you do them.  This is what being the one leader means.

4) Assign people to the jobs

a) Make sure each job has a human being's name against it.  Try to avoid using organization names.

b) Take peoples' commitments into account.  Note, in particular, that vacation, public holidays and sickness are all 'commitments' that have to be allowed for.

c) Try to maximize the strengths of the team you have.  Basically, minimize the risk of some turkey screwing up your project.

i) Put together a small group of highly trained and focused people - as opposed to a large group of generalists with a diffuse objective - and your chances of success are greatly increased.

5) Manage expectations, allow a margin for error, have a fallback position

a) Build in some contingency and have a contingency plan.

b) One thing you don't do is agree to whatever they purpose.  That is unless your plan shows it is possible.

c) The first thing that should be said about committing is that you should try and leave it to as late as possible in the project. You can only accurately estimate a project when all the design is finished.  Never commit to a date you know you can not meet.

d) You are doing one of the most risky things imaginable if you take a project forward on the basis of no contingency plan, no fallback position.

e) Try to categorize the risk associated with each job as high, medium or low.  Then focus on the high-risk ones and make sure, if nothing else, that these have a margin of error and a fallback position.

6) Use an appropriate leadership style

a) It is probably safe to assume that at any given time some of the people in your team will be unhappy.

b) If, when you ask somebody to do a job, you can regard the job as being done, then we will say that you trust that person.  It is precisely because you generally do not trust some or all the people on your project that you are needed, and that projects go awry.

c) Good managers provide frequent easy opportunities for the team to succeed together.

d) Never allow the schedule to drive the project or to demoralize the team.

7) Know what's going on

a) Even the best-run projects are never on course.

b) One of the main reason projects go astray is that the people running the projects don't spend enough time thinking about how to keep them running smoothly.

c) Check on the status of tasks

i) The Finishers: These are the jobs that the plan says should have finished.

ii) The Starters: These tasks should have started.

iii) Jobs in Progress:

d) Check for Positive Signs

i) People are having fun

ii) Independent feedback: This could be a demonstration version, a prototype or an early release.

iii) People leave the team alone

iv) Common Vision

v) Few Crises

e) Check for Negative Signs

i) Milestones are not being met

ii) 'Everything's under control': It is a negative sign if somebody, particularly the Project Leader, uses this phrase.

iii) Low morale

iv) Personality clashes

v) Nobody's having fun

vi) Procrastination

vii) Goalposts keep shifting

viii) Mistakes are being made

ix) Lots of crises

x) No Independent Feedback

8) Tell people what's going on

a) Status Reports

9) Repeat steps 1 to 8 until step 10

a) Your job as a Project Leader involves repeating these first eight steps until the project is complete.

10) The Prize (What is now achieved was once only imagined)

a) We tend to forget that a project's entire purpose in life is to put itself out of business.

b) Post Mortem/Lessons Learned

i) What went Good and what went Bad

The Controlled Iteration Lifecycle Model

There are several different lifecycle models (steps that transform an idea into a finished product) that are used to manage a project.  Some of the most common models are the Waterfall, Spiral Model, Rapid Application Development (RAD): Time Box Model and Controlled Iteration.  The model used in this presentation is the Controlled Iteration Model.  Controlled iteration is the preferred lifecycle model for object-oriented development.  It differs from the other models by supporting the iteration of the activities through out the phases.  Along with incremental, partial builds (integrations), this model fosters the right amount of communication both within the team and the customer.

Controlled Iteration Phases:

1) Inception (Scoping): Ensuring that you fully understand the problem.  Achieving initial understanding and agreement of the product definition; that is, what will be delivered.
You have successfully completed this phase when the project has been scoped (Reached initial agreement between the team and the customer as to exactly what will be built). 
a) Kickoff meeting

i) Tell the client the process.

(1) Come to the meeting prepared with a pseudo process model.

(2) Assumptions

(3) High-level Activity Diagram

(4) Create a process model for each human actor with two sentence descriptions for each.

b) Project Description:

c) Risk Analysis:

d) Identify and Define the Complete Set Actors:
Actors are anything that interfaces with your system.  Actors are always external to your system.  Some examples are people, other software, hardware devices, data stores, or networks. One of the basic rules for something to be declared an actor is that we do not have control over it.  Each actor needs a descriptive name and a brief description that is one or two sentences long.

e) Use Case Diagrams:
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f) Identify the Use Cases:
Use cases are used to describe the outwardly visible requirements of a system.  They are used to create and validate a proposed design and to ensure it meets all requirements.
They describe the things actors want the system to do, such as querying the status of an existing order.  A Use Case is always started by an actor.  Each use case will need a descriptive name.  What is inside the system is a use case.  Each use case must include details about what has to be done to accomplish the functionality of the use case.  We need to consider the basic functionality, any alternatives, error conditions, anything that must be true before starting the use case and anything that must be true on exiting the use case.  The use case may include conditionals, branching and loops.
Example:

i) Unified Modeling Language Template:

Use Case ID: Make Deposit

Use Case Level: System Level
Scenario:

Actor(s): Electronic Funds Transfer, Bank Fiduciary Employee, and Account Holder.
Preconditions: Account must be open and active
Description:

Trigger: Actor initiates a deposit to an account
The system responds by adding the deposit amount to the pre-existing balance.

The system updates counters measuring account activity.

The system checks if amount of deposit requires IRS notification and generates notification if required.
Relevant Requirements: Ability to increase account balances
Post-conditions: Balance has been increased by the amount of the deposit
Alternative Courses of Action: If account is not active, first activate the account and then make deposit.
Extensions:

Exceptions: Invalid account number
Concurrent Uses: Making a withdraw
Related Use Cases: Making a withdraw
Decision Support

Frequency:

Criticality:

Risk:

Modification History:

Owner: Vincent Carter
Initiation Date: 1/1/2000

Date Last Modified: 2/1/2000


g) See Appendix 1 and 2 for Table formats for Use Cases

h) Actor Profiles:
Each actor is described by a brief profile. The major attribute is the actor's use profile, which ranks the frequency with which this actor triggers each individual use.

	PRIVATE
Name: Bank Fiduciary Employee
Abstract: YES
Description (Role): Has access to money accounts
Skill Level: Varies
Actor's Use Profile:


	Use Case Name 
	Relative Frequency 

	Make Withdrawal 
	High 

	Make Deposit 
	Medium 

	Make Adjustment 
	Low 


	PRIVATE
Name: Bank Teller
Abstract: NO
Description (Role): Directly interfaces with account owners
Skill Level: Trained but varied amounts of experience
Actor's Use Profile:


	Use Case Name 
	Relative Frequency 

	Make Withdrawal 
	Medium 

	Make Deposit 
	High 

	Make Adjustment 
	N/A 


i) Combine the frequency and criticality ratings for a singe use case into a "test priority":

Summary Table of Use-Case Profiles
	PRIVATE
Use Case Name 
	Frequency 
	Criticality 
	Test Priority 

	Make Withdrawal 
	High 
	High 
	High 

	Make Deposit 
	Medium 
	Medium 
	Medium 

	Make Adjustment 
	Medium 
	Low 
	Low 



The individual actor's use profiles are combined to rank the frequency of each use. For the Make Withdrawal use case, the average frequency is calculated as: Medium + High + High + Medium/4 = High. For the Make Deposit use case, the average frequency is calculated as: High + Medium + Medium + Medium/4 = Medium. For the Make Adjustment use case, the average frequency is calculated as: Medium/1 = Medium. 

To save space in this example, the criticality value for each use case is placed in the table. The Make Adjustment use has a low criticality rating because the head teller could use combinations of deposit/withdrawal to achieve the required result. Withdrawal is rated as more critical than deposit, simply because we must be able to return money that we have accepted. The test priority column is then obtained by combining the frequency and criticality columns, using the same method.

j) Test Case Diagram:
The test-case diagram extends the UML use case diagram to provide traceability from the actors to the system test cases that an actor triggers. Changes to an actor may result in a need to change specific use and test cases. Test reports can easily provide a "by actor" summary of failure. You can then systematically distribute a portion of the possible test cases [image: image2.png]


to specific use cases using a calculated test priority.

k) Using, Staging, Tailoring the Template:
My (and others') experience is that at early stages of the project the template is too long and too complete to fill out all at one time - at the beginning of the project, it is appropriate to work with less information (see the chapter, "Managing Precision, Accuracy and Scale" in my book, Surviving Object-Oriented Projects).  Therefore...

i) Learn to fill in all the fields of the template in several passes, at several moments in the project's requirements gathering and project setup work.  Here is a sample sequence. First, fill in just these fields, for all the use cases you need to consider at this time:
(1) Use Case: <number> <the name should be the goal as a short active verb phrase>

(2) Goal in Context: <a longer statement of the goal, if needed>

(3) Scope: <what system is being considered black-box under design>

(4) Level: <one of: Summary, Primary task, Subfunction>

(5) Primary Actor: <a role name for the primary actor, or description>

(6) Priority: <how critical to your system / organization>

(7) Frequency: <how often it is expected to happen>

ii) Stare at what you have so far.  Think.  Examine. Can you merge or remove some of them? Can you partition them into ones that should be developed together, or written later? For the ones you determine to pursue now, fill in the following fields:
(1) Trigger: <the action upon the system that starts the use case, may be time event>
(2) MAIN SUCCESS SCENARIO

iii) Now you have enough information to check your project's scope and look for surprises.  Before you are done describing the system's functioning, you have to fill out:
(1) EXTENSIONS

(2) SUB-VARIATIONS

(3) Superordinate Use Case: <optional, name of use case that includes this one>

(4) Subordinate Use Cases: <optional, depending on tools, links to sub.use cases>

iv) You now have the system's functionality captured.  When you are ready to work on your estimations, fill in:

(1) Performance Target: <the amount of time this use case should take>
(2) OPEN ISSUES

(3) SCHEDULE

v) Finally, when you are in the final stages of project estimating, you need to identify all the systems to which you will have to build interfaces.  Fill in:

(1) Channel  to primary actor: <e.g. interactive, static files, database>

(2) Secondary Actors: <list of other systems needed to accomplish use case>

(3) Channel  to Secondary Actors: <e.g. interactive, static, file, database, timeout>

l) Identify the Scope:
Reach initial agreement between the team and the customer as to exactly what will be delivered.  This involves defining what parts of the system you will create within a certain time period, on a certain budget.  Having determined he boundaries of your system, you need to decide on a scope for your project.  You need to clearly define the pieces of the system that will be included and those that will not.  Some of the requirements you have identified will be obviously necessary - the basic process of the system.  These should be marked some way such as Required or Must Have.  Other requirements are important, but not vital.  These could be marked as Important, or Should Have.  Others would be nice to have and could be marked a Nice or could Have.  The rest are pie in the sky, something we are dreaming of but probably won't get to this time around.  They could be marked as Future or Would like To Have.  Things that are nice to have but are not required should be considered for a later phase of the system.  Remember that the hardest part of a project is to get to release 1.0.  going from 1.0 to 1.1 is a lot easier.

m) Project Proposal and Business Justification

2) Elaboration (Designing): Developing an approach to solving the problem, usually using some sort of sketch or diagram.  Achieving initial understanding and agreement of the prodcut's detailed design; that is, how it will be built. You have successfully completed this phase when the project design has been completed (Initial agreement by the team as to what exactly will be built).


3) Construction (Building): Carrying out the design.  Creating the initial fully functional product build. You have successfully completed this phase when the all the anticipated functions for the current build have been implemented and integrated.


4) Transition (Verifying/Testing): Confirming that the solution actually solves the original problem and delivery of a product that meets the initial goals. Resist all attempts to add functionality during the transition phase.

Appendix:

1. Table format for Use Cases:

	USE CASE #
	< the name is the goal as a short active verb phrase>

	Goal in Context
	<a longer statement of the goal in context if needed>

	Scope & Level
	<what system is being considered black box under design>

<one of : Summary, Primary Task, Subfunction>

	Preconditions
	<what we expect is already the state of the world>

	Success End Condition
	<the state of the world upon successful completion>

	Failed End Condition
	<the state of the world if goal abandoned>

	Primary,

 Secondary Actors
	<a role name or description for the primary actor>.

<other systems relied upon to accomplish use case>

	Trigger
	<the action upon the system that starts the use case>

	DESCRIPTION
	Step 
	Action

	
	1
	<put here the steps of the scenario from trigger to goal delivery,and any cleanup afte>

	
	2
	<...>

	
	3
	

	EXTENSIONS
	Step
	Branching Action

	
	1a
	<condition causing branching> : 

<action or name of sub.use case>

	SUB-VARIATIONS
	
	Branching Action

	
	1
	<list of  variation s>


	RELATED INFORMATION
	<Use case name>

	Priority:
	<how critical to your system / organization>

	Performance
	<the amount of time this use case should take>

	Frequency
	<how often it is expected to happen>

	Channels to actors
	<e.g. interactive, static files, database, timeouts>

	OPEN ISSUES 
	<list of issues awaiting decision affecting this use case >

	Due Date
	<date or release needed>

	...any other 

management 

information...
	<...as needed>

	Superordinates
	<optional, name of use case(s) that includes this one>

	Subordinates
	<optional, depending on tools, links to sub.use cases>


2. Sample Table format for Use Cases:


	USE CASE 5
	Buy Goods

	Goal in Context
	Buyer issues request directly to our company, expects goods shipped and to be billed.

	Scope & Level
	Company, Summary

	Preconditions
	We know Buyer, their address, etc.

	Success End Condition
	Buyer has goods, we have money for the goods.

	Failed End Condition
	We have not sent the goods, Buyer has not spent the money.

	Primary,

Secondary Actors
	Buyer, any agent (or computer) acting for the customer. Credit card company, bank, shipping service

	Trigger
	purchase request comes in.

	DESCRIPTION
	Step 
	Action

	
	1
	Buyer calls in with a purchase request

	
	2
	Company captures buyer’s name, address, requested goods, etc.

	
	3
	Company gives buyer information on goods, prices, delivery dates, etc.

	
	4
	Buyer signs for order.

	
	5
	Company creates order, ships order to buyer.

	
	6
	Company ships invoice to buyer.

	
	7
	Buyers pays invoice.

	EXTENSIONS
	Step
	Branching Action

	
	3a
	Company is out of one of the ordered items: 


3a1. Renegotiate order.

	
	4a
	Buyer pays directly with credit card:

           4a1. Take payment by credit card (use case 44)

	
	7a
	Buyer returns goods:


7a. Handle returned goods (use case 105)

	SUB-VARIATIONS
	
	Branching Action

	
	1
	Buyer may use 


phone in, 


fax in, 


use web order form, 


electronic interchange

	
	7
	Buyer may pay by 


cash or money order


check


credit card




	RELATED INFORMATION
	5. Buy Goods

	Priority:
	Top

	Performance
	5 minutes for order, 45 days until paid

	Frequency
	200/day

	Channel to actors
	not yet determined

	OPEN ISSUES 
	What if we have part of the order? What is credit card is stolen?

	Due Date
	release 1.0

	...any other management 

information...
	

	Superordinates
	Manage customer relationship (use case 2)

	Subordinates
	Create order (use case 15)

Take payment by credit card (use case 44)


3. Place holder for Appendix 3

Pearls of Wisdom
(I do not claim that any of the thoughts or saying below are my own original thoughts.  In fact, I'm not sure if anything I have done or said has ever been original. Neither is this saying you just read.)
1) Project Management

a) Question: How does a project get to be a year late? Answer: One day at a time.

b) Worry more about how the job is managed and less about how the job is done.

c) Project managers are in the human communication business not the high-tech business.

d) Ask your folks on occasion what dead-end roads they been down, "none" is not the best answer.  When people blow it, they should be congratulated.

e) The manager's function is not to make people work, but to make it possible for people to work.

f) The major problems of project management are not so much technological as sociological in nature.

g) “Trust everyone, track everything” – Tim Chandler @ Nortel Networks.

h) If someone is not right for the job from the start, they never will be.  Managers are unlikely to change their people in any meaningful way.

i) The need for uniformity is a sign of insecurity on the part of management.  Strong managers do not care when team members cut their hair or whether they wear ties.  Their pride is tied only to their staff's accomplishments.

j) The essential ingredient for Team Harmony is diversity among the different team members.

k) Greek, "From differing songs arises the highest harmony."  If everyone sings the same note, you do not get harmony.  For harmony, you need people singing different notes that fit together.

l) Before you learn how to improve project management, you first must understand why so many projects never get off the ground or fail to deliver what they intend to deliver.

m) The most important factors in the success and failures of projects are the following

i) Not enough user involvement

ii) Improper planning

iii) Lack of clear ownership

n) Projects fail because one or more of the following critical success factors are not met. Highly successful projects must have all these factors firing on all cylinders for the optimum product to be completed.

i) Executive management commitment wasn't there

ii) Proper planning wasn't done

iii) There was no clear statement of requirements

iv) Staff wasn't competent

v) Ownership of the project wasn't clear or user involvement wasn't evident.
o) All of the following questions need to be answered and documented before the project team begins their first work hour:

i) What is the business problem, need or opportunity for which you seek an e-commerce solution?

ii) Who is your senior executive sponsor, by name and title?

iii) Who is the project "owner," by name and title?

iv) What is the scope of the project?

v) What is the duration of the project?

vi) What is the funding for the project?

vii) Who will staff the project?

viii) How will you measure success?

ix) What are the risks? 

p) Fear of cliques is a sign of managerial insecurity.

q) Always call out milestones when reached and celebrate them.

r) Try not to work too many hours in succession.

s) Get away and take a break from routine once a day or so.

t) Talk about how wonderful people are before they move away, instead of after they've left.
u) Do less sooner (that is, limit the scope and number of projects early on).

v) Slow down to speed up (the first quarter of the project must go slowly and carefully; the remaining three-quarters can then culminate quickly in success).

w) Spend now to save later (avoid the "not invented here" syndrome; choose wisely what to build and what to buy off the shelf).

x) One of the main reason projects go astray is that the people running the project do not spend enough time thinking about how to keep them running smoothly.

y) Regularly stop what you are doing and look ahead, making little adjustments now to avoid big obstacles later on.

z) For a project to be successful, every single member of the team must be in on the strategies that will be used to ship a quality product on schedule.

aa) Any work that does not result in an improved product is potentially wasted or misguided effort.  Do not waste the developer's time on work that does not improve the product.

ab) Anything that upsets the weak manager is almost by definition unprofessional.

ac) Watch out for and correct the "it's too much work" reaction.  Train programmers to first consider whether the task makes sense and whether it matches up with the project goals and priorities.

ad) Set a rule: Nobody on your team is allowed to say that something cannot be done.  They can say it would be "hard" or that it would "take tons of time," but they can't say "can't".

ae) Most companies do not need another tool to solve their problems, they need a better work environment, more supportive management, a greater team spirit and more training in software methods.

af) Good software does not come from CASE tools, visual programming, rapid prototyping, or object technology.  Good software comes from people.  So does bad software.

ag) Consensus not Compromise:

i) Compromise is neither one thing nor another but something halfway in between, which often means in the middle of nowhere.

ii) Consensus is not based on compromise

iii) One essential rule in building technical consensus is No Horse-Trading.  Horse-Trading is just compromise in another disguise.

iv) One of the most important factors in achieving first-rate problem solving through consensus is having a neutral leadership.

v) An essential skill of any team that hopes to build technical consensus is to learn to separate fact from opinion.  Calling something a fact does not make it so, and groups have to learn to cut through the bull and agree not to abuse the language.

ah) Inspiring leaders tend to view failures not as failures but merely as learning experiences.

ai) Believing that workers will automatically accept organizational goals is the sign of naïve managerial optimism.

aj) Good managers provide frequent easy opportunities for the team to succeed together.

ak) If you have decent people under you, there is probably nothing you can do to improve their chances of success more dramatically than to get yourself out of their hair occasionally.

al) Visual supervision is a joke for development workers.  Visual supervision is for prisoners.

am) You are likely to spend less money on a given project if you choose to run it as a pilot project with some new technique.

an) Don't experiment with more than one aspect of development technology on any given project.

ao) Opposition or criticism should never be confused with disloyalty.

ap) Four Essential of Good Management:

i) Get the right people

ii) Match them to the right jobs

iii) Keep them motivated

iv) Help their teams to jell and stay jelled.

v) All the rest is "Administrivia"

aq) 7 false hopes of Software Management

i) There is some new trick you've missed that could send productivity soaring.

ii) Other managers are getting gains of 100% or 200% or more.

iii) Technology is moving so swiftly that you're being passed by.

iv) Changing languages will give you huge gains

v) Because of the backlog, you need to double productivity immediately.

vi) You automated everything else; isn't it about time you automated away you software development staff?

vii) Your people will work better under a lot of pressure.

ar) Status Reports:

i) Each time a team member merges a new feature into the master sources, she is to send a short piece of email announcing the new functionality to the rest of the team.

ii) Anytime there is a possibility that a feature will slip, the team member responsible for that feature is to drop by my office to discuss the cause and brainstorm a solution.

as) Minimize the project's dependencies on other groups.

2) Motivation/Productivity

a) Productivity ought to mean achieving more in an hour of work, not extracting more for an hour of pay.

b) Developers work harder if they are trying to meet their own estimates.

c) Having a team of programmers who do what is expected is not good enough.  An effective lead perpetually raises the standards.

d) Do not allow programmers to stagnate.  Constantly expose each team member to new areas of the project.

e) A way to create a better average programmer: Analyze each task from the standpoint of the skills it calls upon, and assign it to the programmer who needs to learn those skills.

f) When training programmers, focus first on skills that are useful to the entire company and second on skills specific to your project.

g) If you allow individuals (programmers) to stagnate, you hurt the overall skill level of the company.  Do not jealously hold onto your best programmers if they have stopped growing.  For the good of the programmers, their replacements and the company, transfer stalled programmers to new projects where growth can continue.

h) If you want your team members to make great leaps as well as take incremental daily steps to improvement, you must see that they actively pursue the greater goals.

i) There are a million ways to lose a workday, but not even a single way to get one back.

j) Count on the best developers to outperform the worst by about 10:1.

k) When developing, it matters a lot who your pair mate was.  If you are paired with someone who did well, you did well, too.

l) Two people from the same organization tend to perform alike.

m) People who feel untrusted have little inclination to bond together into a cooperative team.

n) The developer must learn that it's okay sometimes to not answer their phone, and they must learn that their time - not just the quantity but its quality - is important.

o) Voluminous documentation is part of the problem in failing projects, not part of the solution.

p) Be sure that every report you ask for is worth the time it takes for the writer to prepare it.

q) Before you call any meeting, take a minute to ask these questions:

i) Will the results of this meeting be important enough to warrant interrupting the work of the people who will have to attend it?

ii) Is there a less disruptive way I can get the results I would get from holding the meeting?

r) Try to schedule all you weekly meetings in one continuos block - on Monday morning or Friday afternoon.  Monday morning and Friday afternoon are notoriously the least productive times of the workweek. 

s) Try to eliminate unnecessary follow-up work.

t) Just because the other team members can do the work does not mean they should do the work.  Be selective about the tasks you delegate.

u) Ask yourself in all phases of the project, "What am I ultimately trying to accomplish?"

v) Hawthore Effect: People perform better when they are trying something new.

w) Email can destroy your productivity.

x) A jelled team is a group of people so strongly knit that the whole is greater than the sum of the parts (synergy). Jelled teams don’t mind work on assignments that others would declare downright dull have a simply marvelous time.

y) The jelled work group may be cocky and self-sufficient, irritating and exclusive, but it does more to serve the manager's real goals than any assemblage of interchangeable parts could ever do.

z) You can't make teams jell.

aa) When a team does knit, do not break it up.  When teams stay together from one project to the next, they start out each new endeavor with enormous momentum.

ab) The purpose of a team is not goal attainment but goal alignment.

ac) Introduce a policy of constructive reintroduction of small amounts of disorder:

i) Pilot projects

ii) War games

iii) Brainstorming

iv) Challenging training experiences

v) Training, trips, conferences, celebrations and retreats.

ad) Elements of a chemistry-building strategy:

i) Make a cult of quality

ii) Provide lots of satisfying closure

iii) Build a sense of elite-ness

iv) Allow and encourage heterogeneity (diversity).

v) Preserve and protect successful teams

vi) Provide strategic but not tactical direction.

ae) Train the development team to work effectively during a normal workday.  Do not allow them to work long hours, which serves only to mask time-wasting activities.

3) Vision/Goals/Plan

a) Ideal Project: One in which you made perfect estimates, you hit every feature milestone, nobody worked overtime, and all concerned thoroughly enjoyed their work.

b) Any milestone without a theme (vision) ends up having to be driven by a task list, because, without a theme (vision), you need such a list in order to know what you are supposed to do.

c) Scope, Time and Cost are directly related.  If one changes, it affects the other two.

d) Establish detailed project goals to prevent wasting time on inappropriate tasks.

e) Strategies are not rules that are meant to be followed 100% of the time.

f) Groups who have concrete, detailed goals consistently out produce those who don't by a wide margin.

g) Do not skip the goal-setting process simply because you think it would take too much time or because nobody else sets goals.  The extra effort you exert up front will more then repay you.

h) Do not let wanting to please everyone jeopardize your project.  Use your goals to guide your decisions.

i) Listing a goal on a review form with no provision for how it will be achieved is like saying, "I'm going to be rich" but never deciding exactly how you are going to make that happen.  One way to ensure that each team member makes a handful of growth leaps each year is to align the personal growth goals with the two-month project milestones.  One goal per milestone.

j) Project goals and coding priorities are not the same thing:

i) Project goals drive the direction of the project.

ii) Coding priorities drive the implementation of the code.

k) Establish a ranking order for the Coding Priorities

i) Size

ii) Safety

iii) Simplicity

iv) Speed

v) Testability

vi) Reusability

vii) Robustness

viii) Maintainability

ix) Portability

l) You should also establish a quality bar for each Coding Priority.

m) Establish coding priorities and quality bars to guide the development team.

n) To ensure that your team personal interest in achieving personal growth goals:

i) The skill or knowledge would benefit the programmer, the project and the company

ii) The goal is achievable within a reasonable time frame such as two-month milestone interval.

iii) The goal has a measurable result.

iv) The skill or knowledge will have immediate usefulness for a project.

v) Do not use the annual personnel review to set achievement goals.  Use the review to document the personal growth goals achieved during the review period.

4) Requirements

a) People often ask for something other than what they really need.  Always determine what they are trying to accomplish before dealing with any request.

b) You are responsible for your project.  Do not let ill-considered suggestions from superiors disrupt your progress.

c) No matter where a request originates, you must question it.

d) There is no such thing as a free product or feature.

5) Design

a) When design supersedes function, it is not good design.

b) Don't make the user look stupid (Good design makes the user more effective).

6) Quality/Testing

a) Don't fix bugs later; fix them now.

b) Junk delivered on time is still junk.

c) Blow up early and often (run the "chicken test," the famous and still unbeaten method of evaluating whether jet engines can handle the ingestion of a bird in mid-flight; in other words, rigorously test prototypes).

d) “I can build you the perfect product. Just don’t ask me to ship it.” - Anonymous

e) Workers kept under extreme time pressure will begin to sacrifice quality.

f) Quality is free, but only to those who are willing to pay heavily for it.

g) Do not ship substandard features.  Postpone them until you can implement them properly.

h) Product quality is more important than hitting an arbitrary date.

i) Only perfect is close enough for us.

j) If you want to stay in control of your project, one of your concrete goals must be to never have any outstanding bugs.

k) You do not save time by fixing bugs late in the product cycle.  In fact, you lose time because it's often harder to fix bugs in code you wrote days ago.

l) Fixing bugs "as you go" provides damage control because the earlier you learn of your mistakes, the less likely you are to repeat those mistakes.

m) Bugs are a form of negative feedback that keep fast but sloppy programmers in check.  If you do not allow programmers to work on features until they have foxed all their bugs, you prevent sloppy programmers from spreading half-implemented features throughout the product - they are too busy fixing bugs.  If you allow programmers to ignore their bugs, you lose that negative regulation.

n) By keeping the bug count near zero, you have a much easier time predicting when you will finish the product.  Even better, you are often in a position to drop the unfinished feature and ship what you have.

o) The cult of quality is the dirt in the oyster.

p) True quality cannot be achieved after the fact; it has to be designed and built in from the beginning.

q) It is not enough that the code works as far as acceptance testing can verify; quality assurance must also study the code itself for conformity to standards of clarity and reliability.

r) The highest priority for software products should be that they always be bug-free.

s) Have your developers ask themselves two questions each time they track down the cause of a bug:

i) How could I have prevented this bug?

ii) How could I have easily (and automatically) detected this bug?

t) Be sure programmers understand that writing bug-free code is so difficult that they can not afford not to use every means to detect and prevent bugs.

7) Implementation

a) Could you give your people power of veto over delivery?

8) Post Mortems

a) We tend to forget that a project's entire purpose in life is to put itself out of business.

b) Postmortem reports are invaluable when you do them correctly.  Unless your postmortem report explains exactly how you intend to fix known problems or exploit known improvements, the reports probably are not worth doing.

c) A postmortem report answers the question, "What can we learn from the project we just finished?"

9) Schedules/Milestones

a) Anything you need to quantify can be measured in some way that is superior to not measuring it at all.

b) If someone says a product absolutely has to be out the door by some arbitrary date, ask, "Why?"

c) The schedule predicts a best case ship date, not the ship date.

d) Don not trade a bad date for an equally bad date.

e) If your project is slipping, something is wrong.  Do not ignore the causes and demand long hours of the team members.  Find and fix the problems.

f) By using project milestones instead of task lists to schedule, you can shift the focus to completing subprojects.

g) Get people to focus on asking, "What else needs to get done?" and less of asking, "What's next on my list?"

h) Even the best-run projects are never on course.

i) Never allow the schedule to drive the project or to demoralize the team.

j) Make sure your schedules are attainable but aggressive enough to keep team members focused on steady progress.

k) Hitting a deadline is rarely so critical that you should jeopardize the product with ill-conceived designs, slopped-together implementations or untested code.

l) Missing a deadline will hurt the project once, but bad designs and implementations will haunt the product forever.

m) A goal without a deadline is just a wish.

n) Never commit to a date you know you can not meet.  You will hurt everybody involved.

10) Interviews/Hiring

a) Ask each candidate to bring along some samples of work to an interview.  It would be ludicrous to think of hiring a juggler without first seeing him perform.

b) Ask a candidate to prepare a ten or fifteen minute presentation on some aspect of past work.

11) Training

a) A common feature of companies with the lowest turnover is widespread retraining

12) Definitions

a) Program Manager: Responsible for coordinating product development with marketing, documentation, testing and product support.  The person is responsible for the "vision" of what the product should be.

b) Project Lead: The project lead is ultimately responsible for the code.  The project lead should ruthlessly eliminate any obstacles that keep the developers from the truly important work: improving the product.

c) Technical Lead: The programmer on the team who knows the product's code better than anyone else.

13) Web Design Tips:

a) Understand the medium.

b) Design for bandwidth constraints.

c) Create an end product that works for both the user and the client.

d) Play the right tunes while designing.

e) Keep is Simple Stupid - KISS

f) The most important aesthetic consideration is transmission speed.

g) When the final design seems too simple for the amount of work you have put in, then you know you are done.

h) 90% of good programming is resisting the temptation.

i) You have three seconds to convince a user not to use the Back Button

j) Resist designing for the irrational in us.  Otherwise, you will become a bad designer.

14) Misc.

a) Distributed Computing: Is like taking hundreds of standard air conditioners built for a single-family home and scattering them around a large skyscraper.  Of course, this is not what happens.  Specialists work with the building architects to build high-end systems that are specifically designed for the individual structure.  The same is true for large web sites.

b) Easy non-solutions are often more attractive than hard “real” solutions.

c) If the business policy governing a new system has a sufficient degree of natural ad hoc-racy, it is a mistake to automate it.

d) You cannot really declare something a standard until it has already become a de facto standard.

e) "It is hard to believe a man is telling you the truth when you know you would lie if you were in his place." H. L. Mencken

f) Choose a job you love, and you will never have to work a day in your life.

g) Deja Moo – The feeling that you’ve heard this bull before.

h) When somebody says that something cannot be done, they are usually wrong.

i) A standard is a widely and successfully demonstrated (proven) method for undertaking a repeated task.

j) Edwards de Bono's Lateral Thinking: When you're stuck trying to solve a problem, rather than looking for ways to achieve your goal, look for ways to achieve the exact opposite of your goal.

k) "Listen, I've been sick ever since I started working here, but today I'm well and I won't be in anymore."

l) Dumb ideas often lead others to think of smart ideas.

m) Shaker Guidelines:

i) Industry: Do all your work as if you had a 1000 years to live and as if you were to die tomorrow.

ii) Honesty: Be what we seem to be; and seem to be what we really are; do not carry two faces.

iii) Functionalism: That which in itself has the highest use possesses the greatest beauty.

n) The pecks of ducks while not individually painful will eventually become fatal.

o) Seagull Manager: A manager who flies in, makes a lot of noise, shits all over everything and then leaves

p) Blamestorming: Sitting around in a group discussing why a deadline was missed or a project failed, and who was responsible.

q) To handle yourself, use your head; to handle others, use your heart.
r) If someone betrays you once, it is his fault; if he betrays you twice, it is your fault.
s) Common sense is not that common.

15) Buzzwords:

a) Air Cover 
When a senior manager agrees to take the flak for an unpopular decision, while someone lower in the chain of command does the dirty work. As in: "The CFO will provide air cover, while you reduce staff by half." (A term borrowed from the military.)
b) Alpha Pup 
A market research term referring to the "coolest kid in the neighborhood." As in: "If the alpha pups go for it, we'll sell millions of them."
c) Bleeding Edge 
Beyond cutting edge. So new, its creators aren't entirely sure where it's headed.
d) Business Ecosystems 
When companies in the same markets work cooperatively and competitively to introduce innovations, support new products and serve customers.
e) Chips and Salsa 
Refers to computers. Chips = hardware; Salsa= software.
f) Co-Evolution 
A theory that a company can create new business, markets and industries by working with direct competitors, customers and suppliers.
g) Cookie Jar Accounting 
An accounting practice where a company uses reserves from good years against losses that might be incurred in bad years.
h) Defenestrate 
A 17th century word, now back in fashion, that means to throw someone or something out the window. As in: "Let's defenestrate this marketing strategy." 
i) Dial It Back 
To tone down. As in: "Your sales pitch is too aggressive. Dial it back."
j) 800-Pound Gorilla 
A company that dominates an industry short of having a complete monopoly.
k) End-to-End 
Used largely by technology vendors to imply that whatever they build for one part of your organization will work with whatever they build for another.
l) Future-Proof 
To create a product that won't be made obsolete by the next wave of technological advancements.
m) Ideation 
Brainstorm session.
n) Living Document 
A document intended to be continually revised and updated. 
o) Market Cannibalization 
When a company's new product negatively affects sales of its existing, related products, i.e., it eats its own market.
p) Optics
How things appear.
q) Pain Points 
A favorite of consultants used to describe places where an organization is hurting due to poor operating structure, technology or inefficiencies.
r) Pockets of Resistance 
Another borrowed military term that describes a person or group that attempts to stall, block or kill a project.
s) Reaching Critical Mass 
Having enough customers or market share to become profitable.
t) Repurposing 
Taking content from one medium (books, magazine, etc.) and repackaging it to be used in another medium.
u) Reverbiagize 
To reword a proposal with the hope of getting it accepted by people who didn't like it the first time around. As in: "It's the same concept, we've just reverbiagized it."
v) Tszuj 
(Pronounced "zhoozh") To tweak, finesse or improve. 
w) Value Stream 
Six Sigma term that encompasses every step in the process of producing and delivering a product or service (whether it adds value or not).
x) Value Migration 
Used in industries where there is little market growth, the term refers to the movement of growth and profit opportunities from one company to another.
y) White Space Opportunity 
New high-potential growth possibilities that are related to but don't quite match the capabilities and skills of the organization.
List of Dos and Don’ts
(Software Project Survival Guide)

Dos for Software Success

1. Create and follow a Software Development Plan

2. Empower project personnel

3. Minimize the bureaucracy

4. Define the requirements baseline, and manage changes to it

5. Take periodic snapshots of project health and progress, and replan when necessary

6. Reestimate system size, effort, and schedules periodically

7. Define and manage phase transitions

8. Foster a team spirit

9. Start the project with a small senior staff

Don’ts for Software Success

1. Don’t let team members work in an unsystematic way

2. Don’t set unreasonable goals

3. Don’t implement changes without assessing their impact and obtaining approval of the change board

4. Don’t gold-plate

5. Don’t overstaff, especially early in the project

6. Don’t assume that a schedule slip in the middle of a phase will be made up later

7. Don’t relax standards in order to cut costs or shorten a schedule

8. Don’t assume that a large amount of documentation ensures success
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