Pioneering Project Process: Methodology Maverick on a budget

Many of us who manage software development projeslisve that good process is essential in
guaranteeing predicable results. Running withoatg@ss and control is high risk. Let’s be clear here
unless you have a highly experienced team, tryongim a complex development project without process
will often lead to disaster.

This attitude or understanding is not universahim business or IT world however; a manager trygngut
process in place will often face skepticism andhpps opposition. One often heard objection is:oi't
want them wasting time writing documents, they $thdne developing code”. In this type of environment
a PM is likely to have problems getting the budmesupport to put process in place.

Getting the buy-in to try something new or hardet; pudget to buy a commercial methodology is hiard.
these tough economic times, it may be impossileh@v do you start using process in your projedtsmw
faced with these types of obstacles?

Using your own initiative, you can put in place pegses which can improve the success of your fisojec
You will demonstrate your drive for improvementuydeadership and you will deliver better results.

Here are some suggestions on how to start.

0 Use public domain resources - There are low cadtpaiblic domain resources available. Agile
processes are all public domain and very much guegoProcedures, templates and examples for
almost every area of project management are almitabthe internet. Few of these documents
can be used as is but they can make an excelttingtpoint. You can combine information from
different sources to create tools that are right/fr environment. An example of a public
domain methodology is Prince2 which is widely usethe UK and parts of Europe. There are
also many other sources ranging from universigssio PM sites to government sites around the
world that publish example documents. A web searchomething such as "design document
template" can yield some interesting examples.

0 Take the initiative - As the project manager youally have the authority to define how your
project will be run. So, decide that you will ugere new processes on your next project. Often
you don't need permission to add small procestectlasks such as design reviews, iterative
phases or code walkthroughs to your project. Ifrymoject is delivered successfully, you will
probably have more leeway next time.

o Build your own - All methodologies, even commeraaks, need to be tailored to the specific
environment where they will be used. It is notffam tailoring a methodology to building your
own. The process you define for your project catabge or small as appropriate to your

company's environment.
Research and Plan!

o Start small - Do not think you need a fully

* Readup defined, documented and approved process

e Learn from the masters before you can start using it. In fact this mayabe
e Get buy in from the team bad idea. You will be more successful if you pick
«  Use public domain resources one or two specific areas for improvement and

concentrate on those areas. Biting off too much
can result in your efforts losing steam before your

process can start to improve your project results.
Trying to implement a full detailed process in @het can be a recipe for failure. Implement one
thing, ensure those higher up are aware of thefitegained and then start on the next area.

o Remember Cost/Benefit — Process does take timeisanportant to ensure that the time spent on
process is producing benefits. Process is not dnreitself; time should be only spent on process



to the extent that that it produces benefit gretdian the costs. If you have a 2 month project, you
do not want to be spending 3 weeks writing prodessiments! Gear the process to the size of the
project. It's what upper management will want argdezt.

0 Get buy in from the team — You will need the teamyour side. If they are not on board, your
initiative is likely to fail. Often team memberslie curious and interested in new process,
particularly if they are leading edge. | have heaih members approach me with interest when
they found out | have managed agile developmdiridithey are eager to try new methods but
don’t know how to get started. Find out where thaye seen problems in the past and how they
think process could help them. Then, design your pecess, review with the team and get their
buy-in.

o0 Read up - There are many books available on usiogeps. Research some good books to decide
what type of process you want to start using anithvlreas of process can have the greatest
impact on your project and company.

o Learn from the masters - A great way to learn howcess can help project delivery is to work in
an environment with a well defined process or wwith a successful, well organized project
manager. If you see the opportunity to work in ¢hesvironments, take it. Of course this may not
be possible; Associations and organizations fojegtananagers can be one way to get exposure
to successful processes. What you learn will ha#itipe applications in your future projects.

o Maximumize impact - Since you will be defining tipigocess as part of your regular duties, ensure
the time you spend on the effort has the maximupeith Try to find the areas where your
organization has had problems in the past and fonukem. If testing has been a problem, you
can better define the test process, if you findcibde regularly needs to be reworked in the middle
of the project, work on the design process. Alseagk keep in mind that the time that the team
spends on process is time away from other taskkeMaur process lightweight and always keep
the return on investment of time in mind.

o Templates - When defining your methodology, theimim documentation required for an area
is a procedure and a template for what the outpwbor process should look like (an example
would be a procedure on creating a design and a

Execute! design document template). Other documents
such as policies and checklists can come later.
e Take the initiative In my experience the most benefit comes from
«  Build your own good templates. A well annotated template can
e  Start small sometimes take the place of a procedure;
« Remember Cost/Benefit templates are a good place to start.

 Templates

* Maximize impact

» Document and promote your
success

o Document your successes — Remember to note
where your process has benefited your project
and be ready to promote your success at the end
of the project. The more quantitative
information you can present, to management,

the better. Remember to think about the informagiom want to have at the end of the project so

you can start gathering it from the beginning. & &nd of the project, present your data on how
and why your efforts have resulted in a successhject.

| can attest that though there is some work invthltiee benefits to your skills and success as @ggrro
manager are worth it! Your efforts will be noticadd if successful, could be imitated elsewherdén t
organization. On top of that, one of the greatesiefiits of this effort is that not only will you V&tools to
improve the success of your projects but you vdlbastart to build your own personal methodology.
Experienced project managers have a toolbox ofemsfal techniques that they have used over thesyear
You will quickly see the benefit to building youwa set of tools.



There is no reason that you as a project managérstart adding more process to your projectgtiSepis
not necessarily difficult nor time consuming. Yoilfind there are benefits to the output of youojects
as well as in the confidence you have in what ymdiyour team is producing. Though those outside the
project management community are sometimes sképticait the benefits of process, there is a redssn
such a constant topic for discussion in the PM eatiworks. It helps project managers deliver &ett
projects and results and best of all helps delbetter project manager careers.
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