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1 Introduction

Welcome to the SAFE™ Projects Handbook. This Handbook presents the
information, tools and techniques necessary to create a winning project proposal
and manage a successful project. What follows are Sybase Professiona Services
(SPS) Best Practices for managing projects in accordance with the SPS Quality
Management System (QMS) and the SAFE Project framework.

1.1 Purpose

The SAFE Project Handbook was created to address the need for a set of
guidelines and best practices to be used on SPS managed software development
and solutions customization projects. In order for SPS to enjoy the benefits of
standard ways of doing business, the time and cost savings of repeatable
processes and solutions, and the rewards of continuous improvement, it is
necessary to clearly define how SPS projects shall be managed. That isthe
purpose of this Handbook - to describe how to manage a SAFE Project.

1.2 Scope

To what areas of SPS consulting shall this Handbook apply? It shall apply to all
SPS managed projects.

What is aproject? For the purposes of this document, a project is as defined in
QMS. (See Appendix A for the QM S definition of a project.) For projects,
the Handbook describes the official, required means of managing an SPS project.
Exceptions to thisrule shal be noted in the project’ s approved Project Definition
Document and/or Quality Plan.

However, the tools and techniques described in this Handbook have widespread

applicability to non-project SPS engagements. In those cases, the use of the
Handbook is strongly encouraged, but not required.

1.3 Distribution

The SAFE Project Handbook shall be widely available within Sybase, either in
printed form, on-line, or as part of other media. There are no limitsto its
reproduction or use within Sybase.
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1.4 References
The SAFE Project Handbook derives much of its content from the following:

The course, SAFE/PM: Lessons Learned

SPS Quality Management System (QMYS)

The SAFE Family of frameworks

The SPS WORD Kit

The course, Project Planning with SAFE/AD Wor kshop
ABT’ s Project Bridge Modeler and Project Workbench tools

SAFE Project Handbook V1_0.doc Page: 2 Verson: 1.0, 9/1/98




Sybase Professional Services
SAFE Project Handbook
Sybase Professional ServicesOnly, Satus: Final

2 TheProject Life Cycle

Part of the definition of aproject isthat it has a beginning and an end. In fact, the
most significant event in the life of a project is the final accomplishment of its
objectives. Therefore, projects follow alife cycle. SAFE Project and QMS
recognize three distinct phases within thislife cycle: Initiation, Execution, and
Completion. Within these phases there are certain steps to follow.*

The Stepsin Managing a Proj ect.

Define the Problem and Develop
Solution Options
Initiation
\ 4
Plan the Project
Y
Execute the Plan
Il Execution
Monitor and Control Progress
Y
Closethe Project Closeout

! James P. Lewis, Fundamentals of Project Management (American M anagement Association, 1995), p. 7.
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2.1 Project Initiation

Within each phase of a project life cycle isaminiature life cycle with a beginning
and an end. Project Initiation begins with a project proposa of some sort be it
verbal or written. Project Initiation ends after the completion of al of the start up
tasks, including the formal acceptance of those documents that will be used to
guide and govern the project. Many times, a Project Kickoff meeting sgnifies the
end of Project Initiation and the beginning of Project Execution.

We will describe in greater detail the Project Initiation life cycle in Section 3.

2.2 Project Execution

Assuming that a proper Project Initiation has taken place, the Project Execution
begins. Itisimportant to the success of the project that all of the Project Initiation
tasks and milestones are completed before the Project Execution phase begins.
Project Execution literally means execution of, or according to, a plan.

A Project isa problem scheduled for solution.—J. M. Juran

Execution does not simply mean work. It means the planful execution of tasks
toward acommon god. Therefore, when projects start working prior to the
project plan being in place, the risks are obvious.

The Project Execution phase ends when the solution to the problem is delivered
and meets the mutually agreed upon acceptance criteria. Thisis, by far, the most
difficult challenge any project faces. In fact, it is so difficult — and yet so critica
to the success of the project — that these final acceptance criteriamust be defined
and refined throughout the entire project life cycle.

Once the client accepts the fina solution to the problem, the Project Execution
phase ends. Then the Project Closeout phase begins.

The Project Execution life cycle will be described in greater detail in Section 4.

2.3 Project Closeout
The purposes for having a Project Closeout phase are to
close out the financial aspects of the project,
provide closure for the project team,
transition the solution to the client’s keeping,
enhance the client’ s satisfaction with the outcome of the project,

capture those lessons learned on the project that would help the client, the
project team, and SPS to do an even better job next time.

The Project Closeout life cycle will be described in greater detail in Section 5.
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3 How Tolnitiate a Project

3.1 Pre-Proposal

There are severa activities that aways precede the creation of a project proposal.
These have to do with finding a potential client, identifying their problem(s),
qualifying them, and so forth. These steps are al part of the normal “sales cycle.”

However, thisis atime during which you must be very careful not to
unintentionally set unrealistic and unrealizable expectations in the mind of your
potential client. Care must be taken when “white-boarding” ideas, designs, and
solutions. While it is necessary to talk about how you might satisfy the client’s
needs and solve their problem, it isimportant to remember that, at this stage, you
are not ready to offer a credible solution. Neither can you know with any
confidence how long the project will take or how much it might cost. Those
estimates have yet to be determined.

There are three primary ways you become aware of the need for a project
proposal:

The client issues a formal Request for Proposa (RFP) or Intent to Tender
(ITT). Thisisthe standard means of doing business in the Public Sector.
Typicaly, an RFP isavery lengthy, detailed presentation of the problem, the
background, and the constraints placed upon the solution. For example, an
RFP typically spells out the client’ s expectations about the overall cost of the
project, their deadline for its completion, and the high-level requirements it
must fulfill. An RFP can also stipulate the format the proposal must follow,
mandatory meetings potential bidders must attend (called Bidder's
Conferences), and many other legal requirements that will be binding upon the
RFP winner. The good newsisthat an RFP is usually for large dollar, long-
term projects. An RFP will be responded to by many solutions providers and
are, therefore, very competitive situations.

The client asks you to give them aproposa. This solicitation isusually much
less formal than an RFP. It may even be verbal. Typicaly, these types of
solicitations have a much shorter turn-around time requirement. Meaning, the
client may want your best plan and estimate in little more than aweek! The
key here, as with the RFP, is that the client knows what they want and are
asking for specific help. Thistype of project is the easiest to win since you
are requested by the client to present a proposd.

There remains the case where you recognize a problem that the client has yet
to fully appreciate. In this case, you might present an “unsolicited” proposal.
In thistype, you will not only have to propose a solution but you will also
have to present the problem in such away asto convince the client of their
“pain.” While these are, perhaps, the most difficult to win, thereisthe
advantage that we are often the only company bidding.
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3.2 Proposal

321

Once you determine that you might wish to submit a proposa you are into the
Proposal Phase. If you have done your homework properly during the Pre-
Proposal Phase, then you can quickly move forward. If not, then you must take
the necessary time to properly qualify the business.

Fortunately, you have the SAFE Proposal process and framework to guide your
work. This framework lays out the tasks, milestones and approvals necessary to
create and deliver acredible, fully authorized proposal.

The SAFE Proposal process will not be reiterated here, other than to say that the
use of SAFE Proposal is required. When you properly employ the SAFE
Proposal framework you are assured of awell conceived, adequately planned and
estimated, fully reviewed and approved proposal. To present anything lessto
your prospective client does both them and Sybase a disservice.

The basic tenants of SAFE Proposal are:
Proposals are created by a planned, properly resourced, disciplined approach.

Creating aproposa isasmall project. It has adeliverable, due by acertain
date, of an acceptable quality, produced by a dedicated team.

SPS Management, prior to submission to the client, must approve proposals.
Go/No-Go decision points are necessary throughout the proposal process.

Proposals must be profitable, technically feasible, solution oriented,
achievable, and risk mitigating.

(See Appendix B the SAFE Proposal Processfor a description.)

Estimating Project Cost and Schedule

On every project there are severd key areas for concern. The more important of
these are

scope,
cost,

schedule,
technology,

quality, and

teams and teamwork.

This handbook will address how to manage the scope, cost, schedule and quality
concerns. It also touches abit on managing teams. This handbook does not speak
to technology concerns. For thisyou should seek assistance from Sybase’s
Certified SAFE Architects.
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Y et, before discussing how to manage these concerns, you must first win the
business. In order to do this, you need to produce a credible estimate of how
much the project will cost, in terms of either effort or dollars, and how long it will
take to complete. This estimate isincluded as part of the proposal sent to the
client. Many times the client decides upon whom to award the business based
upon the best price and schedule proposed. So it isimportant to keep the costs as
low as possible while still providing quality service and products. The sameis
true of the schedule. The sooner the solution can be delivered to the client the
better, provided it is fill aquality solution.

This means that estimating project cost and scheduleis of critical importance, not
only for winning the business but also in being able to deliver it. Unfortunately,
estimating project work is an inexact science. Recent statistics state that well over
half of software development projects will overrun their budget and/or schedule.
Nearly half of the world’ slarge projects are never completed at all.

Estimating project work is so difficult for many reasons. Too few projects are
able to make substantial use of reusable products. In the construction industry, a
vast number of components are standardized to enable them to work together.
Lumber comes in set lengths and dimensions. Nailslikewise. Doors, windows,
kitchen and bathroom fixtures, and on and on. Even when new products come to
market, they adhere to common sizes and shapes so they can be easily integrated
into anew home.

The same is obvioudy not true in software development and the computer
industry. Components typically do not fit together easily and new components
are no exception. Then too, clients are trying to solve much more complex
problems than just building ahouse. Houses have been built for centuriesin all
styles, shapes, and sizes. By comparison, the computer industry isjust getting
Started.

S0, whereas clients might expect you to be able to accurately determine the cost
and schedule for building a new n-tier, web-enabled billing system, the truth is
you can not. Unfortunately, many times the client does not appreciate the
difference. When he or she asksthe local construction company how much it will
cost to build an addition to their warehouse, the construction company has a very
good ideaof the answer. It has built warehouses before, using standard
component parts, with labor pulled from aknown source of experience and cost.

Is not building anew billing system the same as building awarehouse? Y es, but
only at the most macro level. Ask the construction company to build the addition
to the warehouse without the benefit of the standardized componentsin the
construction industry. In this new addition, standard doors and windows will not
fit. In fact, the technique used for building the warehouse is so new that the
contractor must first send al his work teams off for two weeks of training. This,
then, begins to approximate the difficulties of the typical software development
project.

Estimating project cost and schedule isnever easy. That is perhaps why the result
is still caled an estimate and not aguarantee. Y ou should seek assistance from
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Sybase’ s Certified SAFE Architects, Certified SAFE Project Managers, and other
suitably qualified consultants.

Using SAFE Routeswith ABT Corp. Project Management Tools

(A much more complete coverage of this topic is available in the Sybase
University courses STP402 Project Planning with SAFE/AD and STP400 SAFE
Information Technology Architecture.)

When planning any project, the best sources of reliable information are past
experience and reusable components (i.e. atried and true project plan). With
these, you have both the benefits of the experiences of others who have done this
before and the advantages of starting with a previously successful plan.

These are exactly the benefits and advantages that the SAFE Frameworks provide.
Frameworks provide broad process guidance within a specific problem domain.
Thus there are frameworks for SAFE Architecture, SAFE Development, SAFE
Project, and SAFE Migration. Routes within the frameworks provide an
additional level of specificity. They tackle particular types of problems within the
larger domain. Subject Matter Experts (SME) develop aroute by including
appropriate framework tasks. Routes can also include tasks from multiple
frameworks.

Each project type has an associated route. A few examples are atwo-tier
PowerBuilder project, a GAP Analysis project, and a SQL Server 4.9.2 to SQL
Server 11 Migration project. There are others. Experienced project managers
created each of these routes. They create each by caling upon their years of real-
world project experience. These routes are not textbook ideas of how projects
should be planned. They reflect the very best efforts of the people involved to
capture the lessons and best practices they learned.

These routes provide you with much more than alist of tasks and deliverables.
They also show you how tasks and milestones inter-relate. They provide
guidance on how long each task might take, based upon the complexity of the task
and the project. They even provide guidance on which role might best perform
each task.

With al of thisinformation to store and present, it isimperative that a project
management tool be used. Thetools of choicein SPS are ABT Corporation’s
Project Bridge Modeler and Project Workbench. With these two tools, you can
quickly, easily, and credibly create a custom project plan. You start with Bridge
Modeler where you identify the project, assess its complexity, level of risk, and
other project-level information. Y ou then proceed to creating your customized
project plan by selecting whole or partial routes from the tool. Innotimeat all,
you will have a project plan, with potentially hundreds of tasks, all based upon the
experiences of other project management professionals. And since the routes are
reusable, you reap the advantage of not having to start with an empty project plan.

From within the Bridge Modeler tool, you can run trial estimates of project cost.
However, cost does not equal price. Thereasonisthis. In Bridge Modeler, the
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project tasks are assigned durations in hours but SPS prices projects on adaily
rate. Thus, knowing what type of person (their role and hourly rate) is assigned to
the task, the tool will quickly total a project cost estimate. One very important
thing is still missing. Y ou do not know how long the project will take, how many
calendar daysit will take. And thisis how SPS determines the project’s price.

Y ou must move your plan into the Project Workbench tool in order to determine
the project schedule.

Therefore, the estimates that are created at this stage of your planning process
should be used to assess the project’ s genera feasibility. They can not be used to
determine the true cost of the project, nor the price you wish to charge.

A proven approach isto triangulate in on your best project estimate. Y ou should
run both Top-Down project cost estimates and Bottom-Up project cost estimates.
Then, use athird technique or tool. None of these estimates is a true reflection of
the project costs or price, but they help in your planning effort. In order for your
proposal to win, the client must find it credible, achievable, and affordable.

Bridge Modeler is avaluable tool, however, because it affords you the
opportunity to make a quick determination of the overall feasibility of the client’s
request. Sometimes, the client’s allotted budget simply is not enough. Using the
Bridge Modeler you can easily conduct What-1f analysis on your project plan.
Perhaps you can find a way to reduce costs without significantly increasing risk.
If done in the Bridge Modeler, you have the added assurance that your
deliberations are at least based upon a sound project route.

Once the project plan isto your liking, it is time to move to the second tool, the
Project Workbench tool. In thistool, you can further refine your project plan, but
thistimein light of the schedule in addition to cost.

Thefinal project plan is produced from the Project Workbench tool.

Using SAFE Routeswith the Duncan - Nevison Estimating T ool
(Thistool contains a detailed set of user’s instructions within it.)

Thistool is simply another way of estimating a project’s costs based upon a SAFE
Route. While not nearly as customizable asthe ABT tools are, the basic
information necessary to derive a project cost estimate is provided. Again, just as
with the Bridge Modeler, thistool can not determine the real cost or price since it
does not factor in aschedule. It also does not produce a project plan, per se. Itis
possible, however, to copy the tasks and paste them into another project
management tool.

The Duncan - Nevison Estimating Tool (named Estimating ToolV2.xIs) can
perform both the Top-Down and Bottom-Up estimates, the same as Bridge
Modeler. The advantage of thistool over the Bridge Modeler (not the Project
Workbench) isthat it allows you to determine complexity on atask-level basis
rather than at the project-level. Thiscan, of course, also be accomplished in
Project Workbench.
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When might you wish to use thistool instead of the Bridge Modeler and Project
Workbench? Rarely. You are provided much more detailed and reusable
information in the SAFE Routes when using the ABT tool set. However, itis
better to start with a SAFE Route than with no route a all. And it isbetter to use
some credible automated estimating tool rather than no tool at all. Therefore, SPS
is providing the SAFE Routes for use with the Duncan - Nevison Estimating Tool.
The important thing is to utilize the SAFE Routes and recognized estimating
tools. Remember the advantages of reuse. Do not try to create your own
estimating spreadshest.

3.24 What about using M SProject?

What if your client wishes you to use MS Project instead of ABT’ stools? That is
no problem. The Bridge Modeler supports transferring plans into MS Project, but
MS Project can not do what Bridge Modeler can do. So, start with Bridge
Modeler for creating your customized project plan. Do your planning and
estimating analysisin Bridge Modeler. When your plan is ready, smply transfer
the plan to M S Project rather than to Project Workbench. Y ou will save hours
and perhaps days by using a SAFE Route in M S Project rather than starting with
nothing in M S Project.

3.25 Using the Project Management Estimating T ool

(A much more complete coverage of this topic is available in the Sybase
University cour se STP402 Project Planning with SAFE/AD. Thetool also
contains a detailed set of user’ sinstructions within it.)

It isimportant to accurately account for the time that the Project Manager and
Project Administrator spend on the project. However, many of the project
management tasks are continual rather than sequential. This makes it more
difficult to include the on-going project management tasks in the Project
Workbench project plan.

To assist with this, the Project Management Estimating tool was created. Itisa
Microsoft Excel spreadsheet. You useit as part of the project planning and
estimating phase to ensure that you accurately account for the costs associated
with on-going project management.

3.3 Contract Award

After your proposal is submitted, the client will typically convene an in-house
review and selection committee. Thisbody will review al of the proposals
submitted and grade them in accordance with pre-established criteria, the details
of which you may or may not be aware.

Assuming that your proposed solution is selected, and assuming that you properly
employed SAFE Proposal, you should be ready to proceed with Project Startup.
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Sometimes, however, the client will desire a modification to your submitted
proposal. Thisis an acceptable situation so long as the entire proposal is subject
to modification and not only certain portions. For example, the client may ask
that another subsystem be incorporated into the final system. Before agreeing to
consider their request you must make certain that the client understands the likely
impact this will have on the project plan, schedule, and cost.

With this assurance, the project proposal team — the same people who worked on
the original proposal — must evaluate the client’s request and do a full review,
perform areplan, redo the estimate, and go through the entire approval process
again. To not do so does your client adisservice. They will trust you with their
Success.

You must do everything you can to warrant their trust.

3.4 Project Startup

After winning the business with a quality proposal, the Project Startup Phaseis
the second most critical phase of the project. It is during this short phase that the
project management and control procedures will be defined and approved by all
parties. The Project Startup is where the project gets off on the right foot.

How one conducts a Project Startup phaseis clearly presented in the various
SAFE Development routes, the SAFE Architecture routes, and the generic SAFE
Project route.

The purpose of the Project Startup phase is to properly plan, define and decide
exactly how the project will operate. There are various aspects to the operation of
the project. Each project must deliver a solution, within a certain agreed to
budget limit and by a specific agreed to deadline.

In order to achieve these goals, there must be a clear understanding of how the
project will be managed and controlled, status and issues reported, change
requests addressed, personnel and equipment utilized. None of this happens by
chance. It takes time, technique, and expertise to do a credible job of laying out
how aproject will operate. Not only isthe Project Startup phase time well spent,
itisaso not optional.

34.1 QMSDdliverables
The basic project deliverables from the Project Startup phase are:
A legally binding and executed Contract and Project Approva Form.

A Project Startup Checklist' that guides the project through the necessary
startup activities and provides a means of ensuring al is completed.

A Scheduling Checklist® that ensures a high quality project schedule.

! May be incorporated into the PQRAT in the near future.
2May be incorporated into the PQRAT in the near future.
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A Staffing Profile used to help determine the skills necessary on the project
and the qualifications necessary for the project team.

An Individua Assessment used to determine the skills and qualifications of
individuals assigned to, or potentially assigned to, the project team.

A Project Definition Document (and Quality Plan where separate documents
are produced) that defines and declares the

scope of the project,

roles and responsibilities of the people on the project,

major deliverables, assumptions and constraints, and success factors,
tasks and milestones and resources,

management and control procedures for the project, and

project plan and schedule.

34.2 Team Building

Y our project team is the heart and soul of the project. The Project Manager has
no more important task than that of building an effective project team.

34.21 Project Kickoff Meeting

An important Project Startup event not to be overlooked is the Project Kickoff
Meeting. This meeting has proved to be avaluable technique contributing to
overal project success.

Usually held within the first week or two of the start of the project, this meeting
serves to familiarize the project team with the project’s mission, charter,
challenges, constraints, operating and reporting procedures, standards, and project
plan and schedule. It also is afun social event useful for introducing people, their
role, background, etc. It isaquick and effective means to energize the project
team for success.

3.4.2.2 Team Building Activities

One suggestion is to take afull day to do nothing but team building activities.
Consider hiring aconsultant to teach your team about their personality types (da
Myers-Briggs.) When the team members understand how each person views the
world differently they can work together more effectively.

Newly formed teams sometimes need help breaking theice. When things get
busy on the project, it is easy to forget that your teammates are people too. Have
ateam lunch and ask each person to answer the following questions:

General demographics (marital status, children, location, how long with
the company, previous employer, etc.)
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Where were you born?
Tell us about your pet(s)? Name and Species.
Y our hobby(s)?
The book(s) you are currently reading?
Y our favorite movie?
Y our favorite type of music or favorite musical group or favorite song?
Career-wise, where do you want to be in 3 years?
Below are some other suggestions on how to forge an effective project team.*
Encourage team membersto treat each other as if they were their clients.

Get people to trust each other. Encourage honest feedback, hold candid
team meetings, and share outside interests with each other.

Encourage team members to share ideas.
Allow for physical proximity anong members.

Get the team to spend time together. Consider events such as group
breakfasts, lunches, and after-hours parties.

Make frequent use of terms and phrases that support teamwork. Words
like team members and teammates. Make frequent use of us and we.
Downplay the words they, you and me.

Emphasize the fact that yoursis awinning team.
Reward contributions to team goals.

Emphasize group recognition. Make use of display walls and electronic
bulletin boards. Have ateam logo, hat, and T-shirt. Celebrate!

Create opportunities for others. Delegate authority as much as possible,
not as little. Share the limelight with the team, improve their exposure to
senior management.

As the project manager, engage in tasks performed by the team.
Introduce humor with appropriate frequency.
Encourage the use of in-group jargon.

Use team incentives. Reward the team as well as the individua members.

! Andrew J. Dubrin, 10 Minute Guide to Leadership (Macmillan Spectrum/Alpha Books, 1997), pp. 80-86.
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4 How To Execute a Project Plan
A project isajourney. It has astarting point, adistance to travel, and a
destination. It has a starting date and an ending date.

The analogy of a cross-country road trip will be used to try to explain the
operation of a project during the Project Execution Phase. Whilethis analogy is
lacking in many respects, it serves as a unifying theme to facilitate your
understanding of the project execution process.

4.1 Planyour Trip
This section is al about the vital importance of adequate planning.

4.1.1 You haveaproblem.

You are in Emeryville and you need to get to Burlington. Y ou have to be there no
later than 7 days from today, but thisis the first you have heard of it.

Y our manager is requiring that you drive acompany car from here to there.

She has provided you with a small budget for yourself and your passengers to
pay for gas, food, overnight lodging, and incidentas along the way.

Y ou are cautioned against breaking any traffic lawsin the company car, since
that would reflect badly on the company.

The car issmall and you have to take three other people along with you.
None of them has adriver slicense.

It is March, the worst time of the year to try to drive over the Rocky
Mountains and through the Midwestern states due to the frequent snows and
cold temperatures.

Your driver’s license restricts you from driving at night due to avision
problem.

The company car has well over 100,000 mileson it, no audio system, no snow
tires, and the heater is questionable. An additional concern is the fact that the
fuel gauge does not work.

Y our manager does not, yet, know exactly where you are to go when you
arrivein Burlington. She will find this out during your trip and inform you.

Lastly, your manager requires that you telephone her every day at 10:00 am.
PST to give her an update on your progress. Y ou have no cellular phone.

Y ou need aplan.
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41.2

41.3

The importance of the Project Plan

Assuming you have properly completed the Project Startup phase, you should
have adetailed project plan. It should list the tasks, durations, dependencies,
resources, milestones, calendar, and deliverables necessary in order for your
project to progress in an orderly fashion toward delivery of the fina solution.

A project plan might be called aroadmap. A good roadmap shows you where you
are, where you are going, and the numerous optional routes for getting there. You
have something more than a roadmap. Y ou have taken a good roadmap, and
based upon the skills and experiences of your team, you have created a specific
“Route.” A Route is aroadmap with the exact roads for travel highlighted upon

it. Now, rather than having numerous optiona roads to choose from, you have
chosen the opportune Route for your trip — your project.

Good project planning recognizes two important facts. First, that the best laid
project plans seldom come off without a hitch. And second, no project ever
succeeded without a detailed project plan. The point being that even though
everyone knows the project plan will be “wrong” and in need of revision from
time to time, it is still necessary to have one.

It is better to follow a less than perfect project plan than no plan at all.

What doesit take to create a good project plan?

What does it take to make a good project plan? At least the following things:
An understanding of the Problem.
An ideaof the Solution.
An orderly means, aMethod, of moving from the Problem to the Solution.

This Method needs to be further broken down into discrete activities, tasks,
and milestones.

Tasks and milestones have relationships with each other, so these must be
known. It makes no sense, for example, to stop for gas when the car’ s gas
tank isfull.

It takes people with the proper skills and training to accomplish these tasks.

An assessment of potential risks must be performed and mitigating strategies
put in place. What if the highway you are on is suddenly closed in a severe
snowstorm?

There needs to be away to tell if you truly are moving from Problem to
Solution. There need to be frequent, tangible signs of progress.

And, it takes an assessment of the length of time it will require to accomplish
each task.
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Or, put in project management terms, your project plan needsto solve a
problem ... and aproject plan consists of activities, tasks, durations,
dependencies, milestones, deliverables, resources, and contingencies.

All of these make up aproject plan. Fortunately, the SAFE Frameworks provide
guidance, default information, practical methods and much more. Project
Planning need not be viewed as an act of Creation where you must start with
nothing and come up with a project plan. Rather, through the proper use of SAFE
Architecture, SAFE Development, SAFE Migrations, and other SAFE
frameworks you need only modify and enhance already existing project plans.

Fact is, people have driven from Californiato Massachusetts before you. The
routes are known. Sure, every trip is different, but the similarities far outweigh
any differences. Do not draw your own roadmap. Take an existing roadmap of f
the bookshelf and derive from it your most expedient Route.

Y et, even in the simple road trip example the challenge is not just in finding the
best combination of roadsto follow. There are numerous other supportive tasks
that must be address. That iswhy it is so important to make project planning a
team effort. Call upon the skills and experience of others. Get assistance and
advice from as many knowledgeable people as you can. Share the burden of
coming up with acredible project plan with others who understand the challenge.

The project isonly as good as the people who plan it.

4.2 Get Everyone | nvolved

42.1

This section is al about the project’ s most valuable asset — People!

The I mportance of L eader ship

The project is managed and led by the Project Manager. Management is made up
of planning, organizing, leading, and controlling. So, being aleader is part of the
Project Manager’sjob, but only apart. The other aspects of the job are equally
important to the successful operation and completion of the project.

What does it mean to be aleader? One definition® of aleader is a person who
creates a sensible, shared vision (e.g. a solution to a problem) for others, and then
directs them toward achieving that vision. The best |eaders develop thisvision
only after receiving input from their partners.

Once thereis this shared vision, created with the participation of the project team
and other partners, the project team should then be called upon to assist in the
planning and organizing of the project. Through this collaborative yet |eader-
directed effort, the project plan and organization are derived. Y ou now have more
than just a project plan and organization. Y ou have aproject plan and
organization fully endorsed and enthusiastically supported by your project team.

! Andrew J. Dubrin, 10 Minute Guide to Leadership (Macmillan Spectrum/Alpha Books, 1997), pp. 1-4.
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There is no substitute for gaining personal buy-in from each project team
member.

Thisistrue leadership. To guide and direct individuals to work collectively
toward acommon god. Leaderswho lead through collaboration are more likely
to enjoy the level of honesty, enthusiasm, and quality they desire. Leaders who
lead through mandate and coercion are less likely to enjoy these qualities.

Every project team needs aleader. And every project needs a project manager.
This should not be seen as autocratic or threatening, but rather as empowering and
enabling. So long as the leader is solicitous of input from the team, the leader
then becomes the team’ s spokesperson and guide, rather than its dictator.

Projects need good Project Managers.

The I mportance of Teamwor k

A project isaunique creation. A project isthe deliberate, voluntary collaboration
of many individuals toward a shared goal in which few have any persona stake.
This means that people work on projects to solve problems they otherwise might
not care about in the least.

Thisisdifferent from herd or mob behavior. In the one, blind instinct is at work.
In the other, the collective goal is aso one of intense persona interest. Projects
are, therefore, unique. Building anew billing system for a utility company is
hardly something the project team members feel strongly about one way or the
other. If they were not on the project, they might not give it a second thought.

However, by consciously and voluntarily collaborating on the project, they make
the project possible and the solution achievable.

The importance of teamwork, therefore, can not be overstated. The typica
project will have several teams of people all working on different aspects of the
project solution. These teams must work together. The team leaders must work
together. They must al work together with the Project Manager.

Projects need good Project Teams.

The I mportance of Peer Review

The project is only as good as the people who planiit. It is best, therefore, to have
numerous knowledgeable people involved in the planning process. This planning
process, however, is never done. The project plan continually needs refinement
and adjustment. S0, it is aso true that the project is only as good as the people
who replan it.

Project peer reviews are a project management technique with widespread
acceptance dueto its ability to improve project quality and performance. People
knowledgeable and experienced in projects and project management conduct a
project peer review (hereafter referred to by its QM S name — Project Quality
Review). These reviewers offer the project a new perspective, a fresh point of
view. Project members can get too close to the issues and challenges faced by a
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project. They losetheir objectivity, their view of the larger picture. A Project
Quality Review team benefits the project by helping the project team see thingsin
adifferent light, from a different perspective.

4.2.3.1 Thelmportance of the Project Quality Review

The Project Quality Review (PQR) is so important to the overall success of the
project that it is mandatory on al projects. Some of the reasons why aPQR is so
important are:

Provides anew perspective and enlightened subjectivity on the project.
Provides SPS senior management visibility into the project.
Audits the project for conformance with SPS standards and procedures.

Enhances the prospects for the project’s success by bringing in additional
resources to address issues and challenges.

Facilitates mentoring of the Project Manager by persons on the review team
who might have more experience.

Demonstrates to the client SPS' corporate support and backing of the project.

Partners the Project Manager with the review team to better address issues that
are applicable to other SPS projects.

Enables the sharing between projects of their lessons learned and best
practices.

4.2.3.2 TheProject Quality Review Process

Typicaly, aPQR is conducted quarterly throughout the life of the project. Since
aPQR isaregularly occurring task, each one should be part of the project plan. In
QMS, there is achecklist used for guiding the PQR and atemplate for the fina
report.

There are two types of PQRs, call them Internal and External. Experienced
Project Managers from the loca practice conduct an Internal PQR. Aslong asthe
reviewers are knowledgeable about projects and project management, are
experienced at both, and are not directly assigned to the project, they are qualified
to conduct a PQR. Using the standard checklist and template, the Internal PQR
can be accomplished in aday or two.

An External PQR is one conducted by Certified SAFE Project Managers under
the auspices of the SPS Project Management Office. Only those projects that are
at higher risk are scheduled for an External PQR. The review team will use the
very same checklist and report template, but the scope of the PQR often focuses
on afew particularly worrisome problem areas. An Externa PQR usually takes
two to three days to complete because the project being reviewed is larger and
more complex, and because the review team will be delving more deeply into the
project. (See Section C for a description of the PQR Process.)
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424 Weonly get theretogether!

Given that a project needs a good project manager, agood project team, and good
PQR teams, the only way in which a project can be successful isto have them all.

A good Project Manager needs his or her Project Teams in order to ensure quality
products are delivered according to the plan. Likewise, the Project Team needs a
good Team Leader in order to stay on target, focused on the immediate task. All
the Project Teams need the Project Manager in order to stay within scope,
adequately funded, controlled, and managed. The Project Manager needs the
PQR teams in order to maintain perspective and provide the benefit of other’s
experience to the project.

Projects only work because of their team structure. Why? Because the project
becomes more than the sum of its parts (teams). It benefits from the sharing of a
common goal and approach.

Project Teamsall arrivetogether or they do not arriveat all.

4.3 Follow your Plan
This section is al about the vital importance of following your project plan.

43.1 Why Project Plans Fail

The second obvious part of the Project Execution process is to follow your project
plan. It does no good to spend agreat deal of time creating the right Route and
then not use it.

However, thisistoo often the case. There are several potential reasons why this
oCCurs.

The project plan is at too high a level. It needs more detail to be truly
effective in guiding the course of the project. A Route that only lists the
names of cities on it but not the roadways between the cities, or the distances
involved, isof little practical use.

The project plan is too detailed to understand and maintain. The project plan
is so detailed that it becomes too complex to understand and follow. It aso
takes an inordinate amount of time to maintain it. In short order, the project
plan will be more trouble than it isworth. A Route that lists every cross-
street, stop Sgn, gas station, and restaurant would be too large and difficult to
use. The Route for the trip would be lost in the details. It takes experience to
know the proper level of detail necessary to adequately guide while not
hindering progress.

Theoriginal project plan was seriously flawed, but to correct it would be
embarrassing, difficult, unpopular, or all three. However, to not correct itis
hardly the solution either. What isworse than no plan at all? Having aplan
that can not or should not be follow. The Route that failsto list the proper
highways and street names can not possibly guide you to your desired
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destination. It isbest to pull the car over and come up with aworkable Route;
otherwise, you may be driving miles out of your way, completely unaware.

The project teamor the client does not wish to follow the project plan. They
find it too confining and limiting. They would prefer to work more
informally, with less structure and more freedom. Thisis anaogousto
wanting to enjoy the cross-country trip more, at the expense of ever arriving at
your destination. Projects should be fun to work on, but they exist to solve a
problem within certain boundaries of time and cost. Just as on your cross-
country trip, you only have so much money allocated for gas, food and
lodging, and you have alimited time in which to reach your destination.

4.3.2 Why Project Plans Succeed

Project management is an inexact science. The project plan is prone to revision
because of mistakes, oversights, newfound efficiencies, and a host of other
factors. Thisdoesnot meanitisof littlevalue. Itis, infact, atestament to the
efficacy of the project plan that it needs to be maintained. It proves that the
project team knows where it wants to go and knows where it is at any point in
time. It proves that the project team recognizes when they need a course
correction.

Just because your Route could not warn you of the detours ahead, does not mean
it is not necessary for your trip. Just realize that a Route is merely an intention
toward agoa. Follow the Route where it makes sense to and modify it when the
need arises. Detours happen. The benefit of having aplan isin knowing how
best to navigate the detour in order to stay on track toward your destination.

Knowing and accounting for the fact that your project plan will change over time
isasign of awell-run project.

A project isonly asgood as its project plan.

4.4 Mark your Trail

This section is al about the importance of the Requirements Traceability Matrix
(RTM). Keeping track of how your daily actions work to satisfy your project
requirementsis avery easy thing to do on your cross-country road trip. Itis
difficult to accomplish on a project of any size. However, the more difficult it
may be to accomplish only proves how greatly it is needed. A well-maintained
RTM isthelife’s blood of a project.
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44.1

44.2

The Requirements Traceability Matrix

Just what is a Regquirements Traceability Matrix (RTM)? The simplest way to
defineitisto describeit in use.

An RTM is amapping between project deliverables such as documents, designs,
specifications, source code, test procedures, and test reports. The RTM growsin
size and complexity as the project grows in size and complexity. The RTM starts
with the Business Requirements document, or equivalent. This document lays out
the problem to be solved. It discusses the problem in terms the client uses and
understands. Thisisthefirst echelon or first level of the RTM.

The second level of the RTM isthe next deliverable produced in the project life
cycle that either further decomposes the Business Requirements or beginsto
design asolution for them. Sometimes this is called the System Requirements
document, but different methodol ogies take different steps and use different
names. That iswhy the RTM usestheterm Levels. Levelsarerelated to one
another. Each new level further defines, refines, implements, or validates the
previous level.

The third level, whatever this deliverable is caled, further defines, refines,
implements, or validates the System Requirements deliverable. And so on.

Therefore, an RTM is a mapping between the deliverables of the project. What
each deliverableis and How it is produced is captured in the project plan. The
RTM maps the relationships between each deliverable. Y ou might think of the
RTM as specifying Why each deliverable is being produced, in the context of the
overadl project solution.

Using the RTM Front to Back

It is a characteristic of most software development methodologies to do what is
called Divergence, followed by Convergence. Divergence occurs when you take
alist of macro Business Requirements and decompose, or diverge, these down to
the very smallest software routine, table/column, index, etc. Convergence then
begins when you test these software products in unit tests, integration tests,
system tests, and stresstests. Ultimately, these tests converge into afinal test
report that talks specifically about how the software delivered solves the problem
stated in the Business Requirements document. This, then, ties the project
together, end to end. The solution to the client’ s problem is presented in terms
they use and understand.
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Requirements Traceability Matrix
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443 UsingtheRTM Back to Front

One of theuses of an RTM isin determining and assuring that your project is
doing al it must do, and only what is must do. Thisisaccomplished by having
the ability to audit the matrix.

For example, suppose your Business Requirements document lists 200 specific
requirements. The RTM isinvaluable as you develop the second level document,
the System Requirements. With it you can ensure that all the Business
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Requirements are being addressed in the System Requirements document.
Imagine the trouble later if you miss acritical requirement at this stage of the
project.

Taking the example a few steps further, there will someday be a host of software
objects created. The RTM helps you ensure that each of them addresses a
legitimate requirement and implements alegitimate design specification. It can
also help you determine if programmers are working on things that are not
required on the project. This hgppens more often than you might think.

444 UsingtheRTM Every Which Way

Another, not so obvious, benefit of the RTM occurs when there is a Change
Request. A critically important activity in the change control process isthe
assessment and evaluation of the impact a Change Request will have on the
project. (See Section 4.8.1.1 The Change Control Process.)

For example, suppose you are in the fina testing phase of your project and
everyone agrees that a particular piece of the solution is not working adequately.
Response time is too slow, or the process flow is too cumbersome for the users.
S0, aChange Request is created and goes before the Change Control Board.

How might you go about fully assessing the impact of this necessary change?
How could you get a clear picture of all of the deliverables that might need to be
modified to incorporate this change?

Answer —the RTM. The RTM, when properly employed, will clearly show the
mapping between the software objects that need to be changed. Not only that, it
will aso identify the test procedures, design specifications, and perhaps even the
origina Business Requirements that also might need to be changed. Certainly
each must be evaluated as to how the Change Request will impact them.

SAFE Project Handbook VV1_0.doc Page: 24 Verson: 1.0, 9/1/98




Sybase Professional Services
SAFE Project Handbook
Sybase Professional ServicesOnly, Satus: Final

Requirements Traceability Matrix
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445 TheRTM —Your Only Way Out!

Every project must be able to recognize and demonstrate the achieving of its
destination.

Without an RTM, the project is challenged to demonstrate this achievement
accurately and adequately.
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Without an RTM, the client is hindered in being able to recognize that, indeed,
the project has accomplished its mission.

Without an RTM, the success of the project is |eft open to conjecture, personal
opinion, and how the client feels about or perceives the solution.

With an RTM, success is based upon tangible evidence.

Requirements Traceability Matrix
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4.5 Focuson your Destination

451

45.2

This section is al about the purpose behind every project — reaching the project’s
destination.

The Team is not the Destination

Projects run aterriblerisk. They run the risk of becoming an organizational unit
rather than atemporary team brought together to solve a specific problem. This
happens many times, particularly when the team members like working together
or like the type of work they do on the project. They might not wish for the
project to end.

Bethat asit may, a project team is ameans to a destination, not the destination.
No one ever created a project to deliver itself. Projectsexist to solve a problem.
The solution to the problem is the destination. The project, while vital to
achieving the solution, is not the solution.

Thisisnot to say that a project team might not stay together to work on other
problems. Certainly, there are good reasons for doing this. The fact remains,
however, that each instance of the project needs to solve a problem, not just be a
convenient means for keeping a group of people together.

S0, the project is not the Destination. Y et, what you focus on tends to be what is
accomplished. If you focus too much on the team and their needs, likes, dislikes,
etc. then that will be your chief deliverable — awell-functioning team — rather
than a solution to a problem.

Focus on the Destination. Focus on solving the problem. Get everyone focused
on the same outcome. Then, not only can the project be successful but the project
team can have fun doing it.

The Plan is not the Destination

It can happen, and al too often does, that the project plan becomes “sacred.”
Sacred in the sense that any departure from it, for whatever reason, is viewed as a
failure of the project. Somehow or other, the parties involved forget that the
project plan is merely aplan, an estimate of what tasks will need to be
accomplished on the project, in what order, for what duration, etc. It isnever
anything more than the best plan at any given time. It can not be guaranteed. Itis
prone to refinement. In fact, you should be suspicious of the project plan that
never needs changing, improving, or refining; not the other way around. It is
likely such aplan isat so high alevel of extraction that it is useless for guiding
and measuring progress.

On the other hand, the project that needs to be modified in some fashion every
month or so is probably doing its job well. It is sufficiently detailed to guide and
measure the work on aweekly basis, and because of this, is prone to refinement
based upon actual project team experience.
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When the project plan becomes so important that you are ignoring project realities
born of project experience, then the entire project is at dire risk of implosion and
failure.

Instead of focusing on the plan, focus on the project’ s destination. What isthe
problem to be solved? What is the project’ s solution? Is the project making real
progress toward implementing this solution? Does the project plan effectively
guide and direct the project team toward this solution? Does the project plan
accurately reflect the reality of the current project situation? Can the project plan
be improved based upon new information?

These are the questions to be asking. To do otherwise is deliberate
mismanagement of the project. There can be no excuse. To have aproject plan
and hide or ignore the fact that refinements are necessary, in some misguided
hope to make the project “look good,” violates SYBASICS, professional
etigquette, the QM S, and sound judgement.

45.3 The Methodology isnot the Destination

Seeing as projects, as discussed here, are for developing technological solutions to
abusiness problem, there is the need for a structured method of work. These
software development methodologies have proliferated in recent decades to help
project teams better organize their work, use consistent concepts and terminol ogy,
standardized deliverables, and enable repeatabl e techniques.

However, as beneficial these software development methodologies have been in
promoting project success, a few negative practices have sprung up.

One hasto do with the unfounded belief that the secret to the project’ s success
is strict adherence to amethodology. Some believe that if the methodology is
followed religioudly, the appropriate solution must materialize at the other
end. Of course, thisisuntrue. Nevertheless, the practice continues. Many
organizations have “ standardized” on a particular methodology, trained all
their peoplein its use, purchased all the supporting automation, and mandated
itsuse on al projects. Yet, thereis still no one-size-fits-all methodology on
the market. It isfar better to espouse a particular methodology on a project
until such time as you have practical evidence that it is not appropriate for the
task at hand. Then, an informed decision can be made to modify or change
the methodology used. To force-fit the methodology to the project adds
unnecessary risk.

The second negative practice is the tendency for Project Managers and project
teams to use the methodology they know best — not the best methodology for
the problem at hand. If the project team is more familiar with Information
Engineering (IE) than with Rapid Application Development (RAD), their
comfort zone iswith IE, not RAD.

A third negative practice is embracing a new methodology that promises to
make system devel opment faster and cheaper. The problem hereisin the
methodology being new. If it is new to the project team, their use of it will be
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454

slow and inexperienced early on, thus negating much of the hoped for
efficiency. Also, the newer the methodology the less real world exposure it
has enjoyed. How many referable accounts are there where the methodol ogy
was effective at helping solve your project’ s particular problem?

Because of these reasons, and others, the selection of a methodology for use on
your project isof vital importance. Make every effort to choose a mature
methodology, one that is appropriate to your project situation, and one with which
the project team is dready experienced or has been allotted time in the project
schedule to become experienced.

M ethodol ogies are often sold as sort of Black Box tools. Just enter the answers to
abunch of questions, turn a crank, and the only right answer will come out the
other end. Thisisridiculous. Projects require intense study, planning,
forethought, experience and expertise ... things no software tool or methodology
can provide.

M ethodologies are excellent for guiding the work on a project, standardizing
processes, technique and deliverables, and for providing excellent tool support.
Use them appropriately and effectively on your project to achieve your goal.
They are not areplacement for hard work and intelligence.

The Project isnot the Destination

In the consulting business, where billability is so important to the fiscal health of
the corporation, there can be the tendency to want to prolong the project rather
than reach its destination. More often, this desire takes the form of welcoming
and even encouraging scope-enhancing requests from the client. Provided these
enhancements are adequately evaluated and estimated, and provided the client is
willing to add to the project’ s cost and/or schedule, this can be good business.

However, a caution is necessary at thispoint. Ask yourself the question, “Will
this enhancement serve to solve my client’soriginal problem better or simply
serve to enhance the didtrict’ s utilization or margin/contribution?” Many times
the additiona work does not materially bear on the original problem. So, why
delay the origina solution?

Here isthe paradox. The client aways wants more, but sometimes does not
understand, or wish to accept, the tradeoffs. For example, your manager suddenly
decides that she wants you to stop by every Sybase office along the way and ask
the practice manager for their top three suggestions for improving profitability.
Thisis alegitimate need and your efforts could help solve anagging problem. It
isjust that the original problem is far more important than the other.

Someone must gpprize the client (your manager in this case) of this situation.
That to add in the suggestions gathering as part of the current project will mean a
delay in the team arriving in Burlington. Someone needs to offer them
aternatives. Make them an offer to gather these suggestions from thefield asa
separate project, so as not to jeopardize or slow down the current project. This
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demonstrates the truth of the situation. Y ou want their business but not at the
expense of their success.

Who should be doing this apprizing and offering? Typicaly and ideally, the
Project and Practice Managers have these conversations with the client.
However, the temptation exists to simply expand the current contract, the current
project. Thisisfocusing on the project and its longevity rather than the
destination. It placesthe entire project in peril by compounding the project’s
complexity aswell as confusing and de-focusing the project team.

It is far better to keep the project on track, aggressively moving toward its god.
Remember that the client originally wanted and needed the solution you are
currently working on. Unless their strategy has changed significantly, they still
need that solution. Now, they are so pleased with the quaity of your work that
they wish to give you more of it. Great! Just do not jeopardize the current project
a the expense of the new one.

Besides, each project hasits own life cycle to go through. It does adisservice to
the project team and the client to short-change the process. Do not try to add
another project to your project. Y ou have afull life cycle of activitiesto
accomplish. Far too many times, projects are victims of the easy fix. Itiseasier
to just “assume” the new project under the old contract, project plan, etc. No one
wants to do al that pgperwork anyway. Hopefully, you have seen from this
Handbook that there is no such thing as worthless paperwork when it comes to
projects. Sincethisistrue, the next statement is all the more powerful.

Failureto follow SAFE and QM S constitutes gross mismanagement.

Bottom line: never refuse aclient’ s request to give you more work. Just make
sure you take the time and effort necessary to do a credible job. In thisexample,
that would mean the gathering of suggestions from the field about how to improve
profitability would be its own project. That isnot to say that many from the
current project team would not help estimate and plan it, and even to work on it as
the current project entered into the Completion phase. Y ou just decide to stay
focused on the destination.

It’sthe Destination, Stupid!

Why are you here? Why does the project exist? If not for what, would the project
team members al be somewhere else doing something & se?

The only legitimate reason for the existence of a project is that the final solution
to the targeted problem has not yet been delivered. Any number of different
people, teams, or companies could have been assigned to the problem. There are
numerous project plans that would work as well as various methodologies and
technologies that would provide a credible solution to the problem.

Why does the project you are working on exist? Y our proposed SOLUTION was
the most agreeable with the client. They hired you and your team to solve their
problem. Y ou studied the best approach, planned the best development process,
and then convinced the client of its efficacy. The client feels most comfortable
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with you and your team, the most comfortable that you will truly be able to solve
the problem.

The problem ... the destination. Focuson it. Use your very best skills,
techniques, tools, methodologies, talents, and experience to solve your client’s
problem. Focus on the destination and make sure your daily actions all serve to
achieve that common goal.

4.6 Drivel

46.1

This section is al about the “real work” on aproject — designing and building
technology solutions to business problems.

Many projects believe this is the only legitimate work on aproject. Nothing
could be farther from the truth. Coding and testing are vital parts of the project,
but not the only parts, and not even the only vita parts. Y et, without these parts,
the client will never see the solution to their problem. Too often, the client values
this“real work” more than the rest. They fail to see, and sometimes you might
too, that without the other parts — the planning, managing, leading, and controlling
— the solution would never be completed with the requisite quality, on time, and
within budget.

However, projects exist to build something, to solve area world problem. That is
the destination. Drivetoward it!

Execute the Plan

Y ou have aproject plan. Itisdetailed enough so that every project team member
knows what task they will be performing at least several weeks ahead of time.
The plan is granular enough that no tasks have an assigned duration of longer than
one-person week. The plan isdetailed enough that every project team member
can report his or her time expended and time remaining on atask. All tasks
support adeliverable. All deliverables have quality control (review and approval)
steps surrounding them. All deliverables have due dates and milestone events
established.

Where required, specific guidance is provided the project teams on naming
conventions, coding standards, documentation standards, and the like.

All project team members are adequately trained for their assigned tasks, and
have team |leaders overseeing their activities.

All project team members are aware of the total project objective, schedule, major
deliverables, and milestone dates. They are also aware of how their assignments
fit into the big picture.

All that isleft to do, then, is WORK!

There comes atime on a project when the Project Manager must sort of “sit back”
and let others lead. The mgority of a Project Manager’s time on aproject is spent
up front during the Project Initiation phase where the project plan, standards
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46.2

46.3

documents, project definition document, and the like are created. Once these are
in place, it is up to the project teams to do their part.

The principle activity for the Project Manager at this phase of the project isto be
on-guard, manage the processes, and monitor progress. The Project Manager,
more than anyone else, must constantly focus on the destination and make
adjustmentsin order to stay on target.

Validate the Plan

As the project teams work against the project plan, it will quickly become evident
that some of your planning assumptions were too optimistic while others were too
pessimistic. You originally thought the creation of the business requirements
document would take at least six weeks. Now it isclear that only four weeks will
be required. However, the proof of concept istaking far longer than expected to
complete. The team feels that the concept is sound. They are just having trouble
getting parts from the vendors.

All of these activities are working to validate the project plan. Remember that the
project plan was just the best estimate at the time. Now, with the passing of time,
you have better information and can make better estimates. Y ou are also
completing activities. Now you can see whether the quality control and change
control procedures you instituted in the project definition document will truly be
effective or not.

Do not be concerned at the amount of change the project plan must undergo. Do
be concerned if the magnitude of the change jeopardizes the project cost and/or
schedule. Some correction is normal. Too many corrections, however, are
disastrous. Assume that your origina estimate was for a 12-month project. Three
months into the project you realize that a magor assumption is proving invalid.
This situation will extend the end date of the project another four months. What
to do?

Adjust the Plan

Many Project Managers find this the most difficult part of their job. When they
have to go to the client and ask for an extension to the project schedule, or ask for
more money. They seem to view this as apersond failing, asif the project
schedule and budget estimates were ever anything more than an estimate. To be
sure, it was an estimate based upon the best information and experience SPS
could bring to the proposal, but it was never more than an estimate. (The
exception isthe Firm, Fixed Price project where SPS accepts the risk for the
estimates being grossly wrong. Y et, even in this case, the following applies.)

The well-written project proposal will have specified in considerable detail the
assumptions and constraints upon which the project estimates were based. When
one of these assumptions or constraints proves to be in error, the project estimates
have legd grounds for adjustment.
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46.4

Thisisadl just part of normal project management. No one can see into the future.
Theclient, in reviewing the proposal, is aware of the assumptions and constraints
upon which the project estimate was based. When these change, other things
need to change. The reasonable client understands this and will work with the
Project Manager to do whatever is necessary to remain focused on the destination.

The less-than-reasonable client is harder to negotiate with, but projects are
governed by contracts for this very reason. If the severity of the revised project
estimate is too great for parties to agree to, the contract can be terminated in an
equitable fashion. Software development projects are prone to significant budget
and schedule overruns. Thisis principally due to the inexact nature of problem
identification, business requirement management, and effective solution
development. Suffice it to say that the very best Project Managers using the very
best tools and methods, with experienced designers and programmers, have all
“failed” at this at one time or another ... or will eventually.

Y ou can avoid or minimize the situation through careful, collaborative planning
and attention to detail.

Denial isthe real enemy. If the Project or Practice Managers choose to deny there
isaproblem, then there is aworse problem. If the client chooses to ignore the
problem, then there is an even worse problem. And do not givein to “Hope or
Luck.”

Hoping things will work themselves out is project management malpractice.

Adjusting the plan can be difficult. There are many pressures working on the
project team at once. Thereis the pressure to “stay busy” even though thereisa
need to rethink the entire project plan. Thereisapressureto “do it anyway” to
keep the client happy. Thereisapressure to “do more for less,” when clearly
thereis aproject-wide matter to be resolved not just an SPS problem. And, there
isapressure to hurry to asolution.

A key thing to remember at this point is the old saying, “Measure Twice, Cut
Once.” If you are going to have to perform amajor adjustment to the project
plan, then take the necessary time and effort to do it right. What you do not want
to have happen is that another two months down the life cycle you have to adjust
again for the very same reasons.

So long as all parties deal with each other with honesty and frankness, almost any
such situation can be overcome.

Keep Moving!

While some might find it hard to believe that adjusting the schedule is “real
work”, infactitis. Without acredible project plan to work from, the project will
quickly lose direction and fail. Itisnot enough to just stay busy churning out
documents or code. There hasto be a sense that the work being performed
actualy moves the project towards its destination. If it does not, then what was
the purpose? Hopefully, not just to keep people billable or busy. J
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Nonetheless, continuing to make progress is paramount. There will amost
always be certain teams or team members whose tasks are little or little enough
effected by the adjustment activity. Also, if you take this time to engage the
project teams in the rescheduling of the project, you will reap the benefit of their
collective experience on the project to date as well as gain their collective support
for the new project plan. Thisisall good news.

Y ou will find that when all is said and done, the adjustment activity actually
helped some people to better understand their tasks and provide you with better
estimates for them. The team will also be more integrated and harmonious,
having faced a crisistogether. It issimply the way teams work.

So, whileit is never something a Project Manager wishes upon his or her project,
the fact that a major adjustment must be undertaken can haveits bright side. Itis
amajor obstacle, but it need not mean the end of the project. Deal with the
situation quickly, honestly, openly, and positively. If al parties do the same, the
benefits will far outweigh the deficits.

4.7 Track your Progress
This section is al about tracking and reporting project status.

What is the use of tracking your progress if you never use the information? How
might you use the information? Y ou might use it to:

Justify the shortening of the project schedule, thus earning the project dollars
in lesstime, increasing profitability, and demonstrating the team’s integrity.

Free up resources to work on other billable activities.
Get for your team the acknowledgement and accolades they deserve.
Justify an increase in the budget or an elongation of the schedule.

Justify the assignment or continued assignment of critical resources to your
project.

Report and affix responsibility for delays and overruns.
Convince your management you are doing your job in acredible fashion.
Document the state of the project on aregular basis.

S0, it isimportant to not only track your project’s progress, but to aso share this
information with other interested parties. Thisistypically done with aregular
Project Status Report, and sometimes followed up with a Project Status Meeting.

The purpose of the Project Status Report is to provide sufficient detail about the
past, present and future states of the project so an intelligent judgement can be
made about the over state of the project, its accomplishments, challenges, and
chances for success.

Thisis accomplished by filling in the various sections of the Project Status Report
template. When appropriately employed, this report will clearly and concisely
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document the project’s progress. It also provides an auditable record of the
project’ s history, decisions, and directions. It isan invaluable tool on any project
and therefore is not optional.

4.7.1 What data should you track?

As much as possible, you need to establish measurable parameters on a project. A
project plan is one such measurable parameter. The plan tells you what you
should be doing on agiven day. Then, you can tell whether you are ahead of
schedule, behind schedule, or on schedule.

Unfortunately, the project plan isreally too large and detailed to provide
meaningful information to upper management. They need amore concise view.
That iswhy the project plan is laced with deliverables, milestones, and durations
(effort). These three aspects of a project plan are discrete enough, yet broad
enough, to provide an accurate and compl ete assessment of the project’ s status.

4.7.1.1 Deliverables and Milestones

Project deliverables are those tangible products for which the client contracted
with you in thefirst place. Every project will have alist of what deliverables are
required on the project. Additionally, each deliverable will have an
accompanying due date, established by the project plan. Itisarelatively simple
matter to report progress toward the production of adeliverable. It isaso easy to
know and report when adeliverable is late, and how late it will be.

Tracking project deliverables in this way shows the client exactly how the project
IS progressing, in terms they can understand.

Project milestones are pointsin time when certain aspects of the project are
started or completed. Typically, milestones signify the completion of an activity
or phase. These activities or phases are usualy comprised of one or more
deliverables. So, tracking milestones is another way of tracking progress on a
deliverables. When adl the deliverables are completed, the milestone is complete.

Occasionaly, amilestone is not defined by project deliverables. Perhaps the
milestone has to do with the completion of work by other resources not assigned
to the project. Or, the milestone signifies the latest possible date a problem or
issue must be resolved before there are impacts to the project schedule.

The following table, taken from the QMS Status Report template, is easy to use.
Smply fill in the name of the “ Milestone” (which could signify the completion of
adeliverable). Fill inthe*® Original Planned Date” for completion of the
milestone. The “ Current Forecast Date” for completion should match the
“Original Planned Date” until circumstances dictate otherwise. When this
happens, fill in the “ Satus/Comment” field with sufficient detail to give your
readersa clear understanding. All of thisinformation isalready part of your
project plan. You are simply presenting it in condensed form here.
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Milestone Original Current Status’Comment
Planned Date | Forecast Date

47.1.2 Effort

Project Effort is the time required for a resource to accomplish a project task. For
example, your Route specifies that it will take 8 hours for you and your team
(passengers) to drive from Emeryville to Reno. That means a duration of 8 hours.

A project isa box that isalready full.

Why is tracking effort so important to a project? Because a project hasonly a
limited amount of time and/or resource within which to deliver the solution. This
total time is broken down into smaller efforts devoted to the various project tasks.
So, for example, if the trip from Emeryville to Reno actually took 12 hours, due to
bad weather and traffic — then the total time for the project is now 4 hours too
long. Either other tasks will have to take less time than planned, or the total
project time must be increased.

Of these measurable factors, the Effort is the most detailed and, therefore, the
most useful in terms of guiding and controlling the project on aweek to week
basis. To only track Milestones does not provide the necessary visibility to take
preemptive corrective action. Y et that is the very type of action that can keep an
otherwise out-of-control project under control.

This table, taken from the QMS Status Report template, is used for reporting the
actual effort (hours) expended on the project. The fields should be self-
explanatory. The“ Var. % from plan” and “ Complete %" fields are calculated
fields, asareall thefieldson the“ TOTALS’ row.

EFFORT SUMMARY
Units= Hours

Activity Original | Effortas | Since | Forecast | Current | Var.%

Planned at last then togo Forecast | from |Complete

Effort report Total plan %

Definition 50 55 0 0 55 10%| 100%
Coding and 25 20 5 5 30 20% 83%
Testing
I mplementation 25 0 0 25 25 0% 0%
TOTALS 100 75 5 30 110 10% 73%
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4.7.2

4.7.3

Know Where You Were Y esterday

When evaluating your project’ s progress it is necessary to know where it was
before. The word ‘progress means to move from one, inferior state to another,
superior state. Thisis ajudgement that can only be made based upon a
comparison between what is and what was.

Therefore, each time you produce a status report or present astatus at areview
meeting you must be able to report where the project was at the last reporting
period. Thisisimportant information. Without it, it is generally unclear to your
audience exactly what progress you have made. Y et, if you can make statements
such as,

“Last time we spoke, the project wasjust leaving Reno for thedriveto Salt Lake City.
Today, not only havewearrived in SLC, but dueto a favorabletailwind and light traffic, we

did so on $25 worth of gasinstead of the budgeted $40, and 4 hour s quicker than planned.
Thismeansweare currently $15 under budget and back on schedule”

Thisisthe type of status reporting statement that not only reports the facts, but
also provides the proper context while advertising the project’ s most recent
accomplishments.

Always be awar e of wher e you have been.

Know Where You Are Today

The only ones who can tell you where the project is at any point in time are your
project team members. Therefore, it behooves you to provide them with the tools
and terminology to be able to communicate this information with you.

To that end, you created a sufficiently detailed project plan. Y our project planis
detailed enough so that every member of your team can tell you in more or less
explicit terms how they are progressing against their assigned tasks.

Here is the problem you avoid with such adetailed project plan. Say that you
broke the cross-country trip down into only two tasks. 1) Drive from Emeryville
to Chicago, and 2) Drive from Chicago to Boston. Y ou plan on it taking you 3
daysto get to Chicago but you must call your boss with a status report every day.

On day one, you make it as far as Reno and, not knowing better, report you are on
schedule for arrival in Chicago on day three. On day two, you make it as far as
Salt Lake City and, again, report you are on schedule. But, on day three you call
your boss from Kansas City. Y ou are unable to continue on to Chicago due to
your inability to drivein the dark. Now you finally know that you will not make
it to Chicago in three days.

No Morethan One Week Per Task.

It isafact that humans are unable to look too long into the future with any sort of
accuracy. This means that when the team has been working on the three week
task for one week, and you ask them how they are doing, the very best they can
do (unlessthey are nearly completed with the task) is to say that they are “about
on schedule.” They redly have no way of knowing how much more work thereis
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4.7.4

todo. Itisnot their fault. People are near-sighted when it comes to project
planning. Humans can only see the end of atask when they are very closeto the
end of it.

S0, in the cross-country road trip example, you knew on day three you were not
going to make it to Chicago that day. Y ou probably knew this fact sometime
early in the morning. However, given the type of project plan you used, this was
information you could not have known any earlier.

What does this mean to you as the project manager? Y our team is not to blame.
The Project Manager must provide them with the ability to effectively
communicate their status.

How? Ensurethat all task durations are shorter than your standard reporting
period. If you wish to report project status weekly, then no task durations can be
more than the length of your standard workweek. In thisway, the teams can
easily tell you what you need to know. How are you doing on your current task?
When the task durations are short enough people have a better sense of the overall
duration required to accomplish it.

Always be aware of whereyou are.

Know Where You Should Be Today

As you have produced the project plan and followed the guidelines outlined
above, you will inevitably come upon the situation where your plan says you
should be at one place, but your teams tell you something else. It could be
because they are ahead of schedule, or behind. Both cases can cause problems for
you.

The typical project plan has numerous complex dependent relationships between
tasks. When acertain task is late, other tasks are delayed because they are
dependent upon it. When another task is completed early, other tasks it depends
upon might not be completed early so you have to wait for them.

Since thisis going to happen on your project, it isimportant that you track it.

Y ou do this by keeping the project plan up to date. Just as it isimportant to know
where you have been, and where you are, it is equally important to know where
you thought you would be.

Too many projectsignore this. They reason that reality isredity. Why be
concerned with the past? The reason why has to do with the future. The task that
gets finished late is causing aripple effect into the future. If you do not take steps
to address the situation, to update the project plan to reflect the current redlity,
then other tasks and teams can be overly or unnecessarily impacted.

Status reporting does not mean sngpshot reporting, where you simply give a
point-in-time portrayal of the project. Status reporting is concerned with
managing the project life cycle. Status reporting is not just covering your bases,
just in case things go sour later on. Status reporting is a management function
where those empowered to take corrective action are informed of the situations
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4.7.5

4.7.6

facing the project so they can take action. If you are not using status reports for
these purposes, they are of very limited value.

Always be aware of where you intended to be.

Know Where You Want To Be Tomorrow

Thisnext point isobvious. Once you know where you were last week, where you
are today, and where you should be today, you next need to look ahead to
tomorrow. Thisiswhat management is al about. Y ou guide the project around
the obstacles and unavoidables, keeping to your course, focusing on your
destination while keeping the project team in good running order and
demonstrating clear progressto your client. Easy, huh?

Theideaisto makeit look easy. Good project management tools and techniques
will help. Create adetailed project plan that facilitates accurate progress
reporting. Track project deliverables, milestones, and effort. Track and report
progress frequently (weekly). In thisway, the client will have confidence in your
ability to manage and control, the project team will have confidence in what they
are doing, and the project will make steady progress toward its destination.

Always be awar e of the project life cycle, past, present and future.

Today isYesterday’s Tomorrow

Some projects only produce a status report when things are going wrong or there
isaspecial event coming up. Thisisasure way to lose control of the project.
How could this happen? One example should illustrate the problem.

The project puts out a status report about every 4 to 6 weeks, depending. Dueto
the length of time between reports, the Project Manager has a hard time
communicating where the project was last time. Since the project takes a status
so infrequently, the project plan is of little use and, in fact, was discarded as
unnecessary months ago! The project, now, does not know where it should be
today or tomorrow. All the project status report can address is where things are
today, without the proper context of the overall project life cycle. The projectis
off course. In fact, it no longer knows what its course should be. Troubleslie
dead ahead.

I’'m not lost; | just don’t know wherel am.

4.8 Stay Alert!

This section is al about Scope Management.

The Project’s Scope is one of the more difficult aspects of a project to control.
What is meant by Project Scope?

A Project’s Scopeis all thework required, and only the work required.
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48.1

In the context of software development, this typically entails managing the
Product Scope — the solution is a software/hardware product that the client will
use to solve abusiness problem.

It isafact of life that the longer aproject life cycle continues the greater the
pressure to increase or change the Project Scope. Sometimes achangeis
necessary. Sometimesit isnot. How do you know when a change in Project
Scopeisagood idea? How do you refuse the client their wishes? How do you
know the origina Project Scope was correct in thefirst place?

The important thing is to always focus on the destination, the solution to a
business problem. This helpsto stay on course. It aso helpsin determining
whether a change is truly necessary, that the original solution (scope) is
insufficient. By managing to a particular problem’s solution, you can keep the
project on track.

Most “scope creep” (which, today is generally more like “scope legp”) is born of
one of two reasons.

The desire to solve additional or different problems.
The desire to solve the problem in a different, “ better” way.

However, there is athird danger. That is when a project does not have an
adequate understanding of the problem, the constraints on the solution, and the
technology proposed in the solution. In this case, which is quite common, itis
wrong to say the project is suffering “ scope creep.” The project’s scope was
never clearly defined enough in the first place.

Projects that suffer from this are destined for difficulties. The only remedy isto
recognize the situation during the proposal and startup phases, and to clearly state
your assumptions about everything. These assumptions, which are the basis for
your plan, schedule, estimate and solution, are part of the project scope. They
may prove to be wrong. When that happens, the proposal and project definition
documents have aready laid out the process for addressing the issue through
consultation, negotiation, and replanning.

Do not be afraid of the project where al the answers are not known up front. This
will never be the case. How you manage the situation is by clearly stating what
you believe the project scopeis, and having aprocess in place to deal with the
situation when thisisfound to bein error.

Drive Defensively

Assuming that your client has your best interests at heart, is fully aware of the
situations the project faces, and backs you 100% is a sure sign of an
inexperienced project manager. Sad, but true. Sure, during the honeymoon
period at the start of the project, everyone is attuned and enthusiastic. After the
honeymoon period, however, the project becomes more complex, more business-
like, under greater pressure, and less focused. Thisisno one’s fault, necessarily.
Itisjust the way projects work.
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Why might this happen? Simple. During the early stages of the project, you are
much more solicitous of the client’s needs and wants for their project. Everything
they ask for is, of course, doable so long as you put it in the project plan and
contract. But the time soon comes when in order to meet the client’ s expectations
for functionality, quality, cost and schedule, you have to start pushing back on
their ideas and requests. Where earlier you were their best friend, willing to do
anything for them, now you need to guide and manage them for their own good.
Remember that the client will only be successful if their problem gets solved.
And, unfortunately, sometimes they too lose sight of the destination.

4.8.1.1 TheChange Control Process

S0, one needs to drive defensively. Continue to assume that you and the client
will prioritize and value things the same way. However, also assume that this will
not always be the case. Therefore, you institute a change control process on the
project — from the very first day.

Thisisimportant. Too many projects say they will institute a change control
process when the need arises. Thisisthe evidence of inexperience. The
experienced Project Manager knows that the need will arise. He or sheaso
knows that it will only make things worse to, at that time, start insisting the client
follow aformal change control process.

Y ou should, instead, publish and implement a change control process from the
very first days of the project. You useit continually to capture and manage any
sort of question, change, problem, or defect. In thisway, your project partners are
accustomed to using the process. It isthe way the project isrun, it is not
something added later when things get difficult. It also serves to document issues
and decisions made on the project. A project that takes many months to complete
can suffer from forgetfulness. When someone wants to know why the project did
thisinstead of that, you can go back to the change control process and revisit the
issue. Without this processin place, you have to rely too much on people’s
memories.

Just what is a change control process? A change request has the following main
elements.

A means of referencing a change request.

A description of, and justification for, the change requested.
The name of the person making the change request.

The date the change request was made.

The name of the person assigned to assess the change request.
The assessment of the change request.

A due date by which the change request must be in place or the project will
suffer.
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The name of the person the change request was assigned to for resolution.
A description of the final resolution.
The date the change request was closed.

Typicaly, achange request can be of three types. It iseither an In Scope change,
an out-of-scope change called an Enhancement, or a Defect/Error. The need for a
change request can be discovered through various means. Once it isidentified, it
is communicated to management either formally — via a change request form or
system entry, in ameeting, or in a status report — or informally through
conversation, email, etc. In any case, the Project Manager makes certain aformal
change request is opened in order to capture it and to more effectively manage it.

Once the action item is opened, the Project Manager starts including it in the
weekly status reports and to discuss it during the project status meetings. The
purpose of these discussions isto assign the change request to the appropriate
person for resolution. Next, the Project Manager gets the change request’ s status
from this responsible person every week until it isresolved and closed. In this
way, the change request is cgptured, communicated, properly assigned, effectively
resolved, and closed.
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4.8.1.2 TheChange Control Board (CCB)

The other great strength of the change control process is that a Change Control
Board (CCB) governsit. Thisboard is made up of arepresentative from each
partner area on the project. The typical members of a CCB are the Project
Manager, the Project Sponsor, a representative from the client’s IS organization,
and arepresentative from the client’ s user group(s). The CCB can ask others to
participate, as appropriate.

The CCB manages the change control process. Therefore, the client owns the
process as much as you do. This helpsto overcome much of the resentment such
aformalized system can cause, particularly where there is aformal process but no
CCB. The change control process protects everyone, while doing so in a
professional, courteous manner.

Always be courteous, but always drive defensively.

48.2 BewaretheDetours

What might adetour on a project be? Detours are generally unforeseen and,
therefore, unplanned for obstacles and hindrances. One example might be that
your chief system architect, whom you planned to be full-time on the project with
you, is suddenly called away on another project, or takes a new job, or becomes
serioudly ill. Where you thought you would be able to make great progress, you
find you are delayed and might even have to take alonger, slower route.

Another example is when you have a strong, knowledgeable Project Sponsor.
Thisindividua isfully empowered to make decisions and represent the interests
of the client on the project. Thissingle point of contect is atremendous asset for
the project. Hisor her presence, again, is going to be like driving on an interstate
highway as opposed to crowded city streets. How about if this person is removed
and is replaced by acommittee? Worse yet, how about when the person |leaves
and is not replaced at all? 1t means the project will move ahead more slowly, take
longer, and have greater difficulties.

How do you dea with adetour? Of course, in the first example, you will have to
find areplacement for your system architect and no doubt adjust the project plan.
In the second example, you need something more. Y ou need away to clearly
identify the issue and the difficultiesit posses. Y ou aso need to be assured of its
timely resolution.

48.2.1 TheAction Item Process

A useful technique isto create an action item and assign it to the appropriate
person(s) for resolution. The action item processis used in these instances instead
of the change control process because the detour is not directly related to the
scope of the project. Rather, it relates to the inner workings and management of
the project.
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Just what is an action item process? An action item has 6 main elements.
A means of referencing the action item.
A statement of the issue and impact if left unresolved.
A person assigned to be responsible for resolving the action item.
A due date by which the resolution must be in place.
A description of the resolution.
The date the action item was closed.

Typicaly, an issue or concern isidentified and raised to management either
formally —in ameeting or status report — or informally through conversation,
email, etc. In any case, the Project Manager opens aformal action itemin order
to capture it and to more effectively manageit.

Once the action item is opened — meaning areference number is assigned, the
issue is described and a due date established — the Project Manager starts
including the action item in the status reports and discussing it during the project
status meetings. Theinitial purpose of these discussions is to assign the action
item to the appropriate person for resolution. Afterward, the Project Manager gets
the action item’ s status each week from the responsible person until it is resolved
and closed. In thisway, the issue or concern is captured, communicated, properly
assigned, controlled, resolved, and closed.
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48.2.2 TheProject or Executive Steering Committee
What happens when the action item process fails to resolve the situation?

Projects aimost always start off with high hopes, a shared vision and commitment,
and good working relationships. However, thisis destined to change. The longer
the project life cycle, the more likely this situation will deteriorate. Again, it isno
one'sfault —just areality of projects.

Therefore, the project must put into place safeguards and mitigating procedures.
One of the most important safeguards is the establishment of a Project Steering
Committee. Thiscommittee will be able to make the tough decisions, settle
disputes, set strategy, and work to overcome obstacles. Thistype of acommittee
almost always exists, sooner or later, on every project. Unfortunately, many
projects wait until there is a crisis before establishing the committee. Thenitis
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48.3

seen as an unfortunate necessity rather than what it truly is— a proven best
practice in project management.

The Executive Steering Committee (ESC) is made up of a handful of very senior
managers representing both the client and SPS. Whenever possible, the chair of
the ESC should be the client CEO or CIO. The ESC should meet at least monthly
to receive a project status and to be made aware of issues they need to resolve. It
isunwise to only call an ESC meeting during acrisis. A regularly meeting ESC
will preclude many crisis situations from ever occurring.

The bottom line is to establish an ESC during Project Initiation and have it start
holding regular meetings immediately. Then, when the inevitable escalation
becomes necessary, the project team knows how it all works and the ESC has a
good understanding of the project. Further, the members of the ESC will have
grown to know each other better, making them more effective in their roles.

Avoid the Scenic Routes

As you are traveling cross-country toward your destination, you or your
passengers may be tempted from time to time to try something new, something
different, and something unplanned. It could be as innocent as wanting to try a
new road that is a supposed shortcut. It could be something more severe like
wishing to trade in your company car for something newer and faster. Or it might
be that you just want to take a more scenic road. Watch out!

4.8.3.1 New Technologies

Technology is changing and improving quickly. Any project that takes more than
about 18 months to complete will be using some technology that is obsolete or
rapidly becoming obsolete. Thisisunavoidable. A project can not succeed by
promising to aways use the latest and greatest release of a product. Y ou will
never reach your destination by having as part of your scope statement that you
will drive on al the new roads as they become available, stay in every new motel,
etc.

Y et, your project team and the client will both be aware of these new innovations
in the marketplace and want to try them. How to cope with the situation?

First, remind your partners that at the beginning of the project they all agreed with
the proposed solution. They agreed that it would be adequate to solve the
problem. Therefore, unless the problem has changed significantly, thereis no
urgent business-driven need to change the solution just to embrace newer
technologies.

Second, remind your partners that even if the project embraces these new
technologies now, these too will be facing obsolescence in the near future. Itisa
never-ending battle to keep up with technology. Would it not be better to have a
workable, stable solution in place, first? Then, the client can move ahead with
their business and take a more orderly approach to upgrading to newer
technologies.

SAFE Project Handbook V1_0.doc Page: 48 Verson: 1.0, 9/1/98




Sybase Professional Services
SAFE Project Handbook
Sybase Professional ServicesOnly, Status: Final

48.3.2 Career Enhancing Work

This may sound easy to do, but as the Project Manager you will be faced with
these pressures often. No one likes working every day on the old technologies.

Y our project team will probably make the point that to do so is not enhancing
their career. They are probably right. And yet, the project’s main focus must be
on the fina destination. Y ou must solve the intended problem, by a certain date.
After that, people can go to work on the next project, which will be using the
newer technology — but before too long even that will be “the old stuff.” Keep the
project focused on its destination. It isthe only way to ever achieve anything
worthwhile.

Of course, these issues about using new technologies will be documented in your
change control process to ensure they are adequately addressed and their
resolution is documented for future reference. Also, when the need arises, the
project steering committee may need to be asked for adecison. Itis, after al,
ultimately their project. They have the right and responsibility to make these hard
choices.

4.9 BePreparedto Back Track

This section is al about version control, quality control procedures, and records
keeping.

49.1 Unplanned Progress = Sanctioned Chaos

Projects all too quickly experience acrisis. Sometimes the crisisiswhat gives
birth to the project in first place. Sometimes, the crisis occurs or isfully realized
during the project life cycle. In whatever case, the project will then face avery
real temptation to “get busy.” The client will want to show some tangible
progress. The project team will wish to accommodate, under the slogan of Client
Satisfaction and Customer Service. Everyone will be tempted to believe that real
progress can be made without all that useless overhead of planning, scheduling,
and controlling.

For atime, the project looks to be successful, on track, progressing nicely toward
the goa with ahappy client. Unfortunately, this euphoriais short lived.
Eventually, the unplanned work becomes digointed. One team member is
making decisions that adversely effect another’swork. The project team does not
share the client’s ideas about project scope. The project budget is being burned at
an aggressive rate, but no one can answer the question as to whether it is enough
or will last to the end of the project.

Most disturbing of dl, thereis no clear definition of the final destination. The
project team will find it difficult, if not nearly impossible, to recognize the final
solution and to communicate it to the client. When you are unable to do this, then
the client has every right to be reluctant to accept your final solution.

A Project islikea Marathon, not a Sprint.
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49.2

The marathon runner, who sprints out at hisor her fastest speed, refusing to slow
down to take on fluids, may very well lead the race for awhile. But in theend, he
or she will lose the race and perhaps not even finish. Such disastrous behavior
would seem to be common sense — something everyone understands. Such is not
the case. All too many times, Practice and Project M anagers make what they
believe are sound business decisions to do things in aless formal, more “rad” -ical
way. Theonly thing radical about it isits disregard for common sense.
Typicaly, these decisions are based more upon trying to win the business, or
being perceived for atime as agood project, than in adopting a better way of
doing business. Thisistruly unfortunate. The end result will be an unsatisfied
client, afrustrated project team, and an embarrassed project manager. Thereisa
better way.

The better way is to have your project guided and measured by two important
tools.

The project plan, including the schedule, details what must happen, when,
following what task(s), followed by what task(s), and performed by which
member of the project team, for how long.

The Requirements Traceability Matrix influences the project plan, defines and
controls the scope of the project, and provides a context for the day-to-day
tasks performed by the project team.

These tools, in effect, provide you with both aroute to follow and an audit trail of
your progress. So long as you employ these tools effectively, your project’s
progress toward its fina destination is assured. With them, you will be ableto
gain your client’s acceptance of the final solution. With them, you will be able to
manage the project not just go aong for the ride. With these tools, you will be
able to discuss whether the budget is sufficient and whether the scheduleis
atainable.

Busy 1 Progress

If your project isin acrisis, the only way to truly resolve it is through proper
planning. Doing more thingsin parallel, with less formality and structure in your
quality control procedures, is arecipe for ultimate failure. “Just Do It” is aslogan
for selling shoes, not for managing professiona projects. Giving in to unplanned
progress really means you are managing for the moment rather than the final
destination. Remember to focus on the final destination at al times. Y our actions
today either facilitate the final solution, or they undermineit. It isthat simple.

Whose idea was that?

It is going to happen on every project that people’s memorieswill fail. That isthe
risk. How do you mitigate it? There isno substitute for recording and filing
everything of importance to the project. The project has severa vehicles useful
for recording the project: the project plan, the RTM, status reports, the change
control process, the action item process, the configuration management process,
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49.3

meeting minutes, and quality control documents. These serve to guide and
control your work, but aso to record the project’s history.

Why is this important? Well, since people’ s memories fail or their memories can
be somewnhat less than accurate, it is necessary to keep a historica record of the
project for several reasons.

To keep from going over the same ground again and again. “Why didn’t we
do that earlier?’ “Whoseideawasthat?’ These are common questions. Do
not try to answer them from memory. Review the historical records.

To learn from the past. Those who do not learn fromthe past ar e destined to
repeat it. This repeating history can be good or bad, but usualy it is bad.

To replay for others the sequence of events. Many times senior management
wants to know how something happened, what led up to it. Their intention is
to fix the situation.

To demondtrate to others the circumstances surrounding the project. Every
project isunique. When a project getsin trouble, people want to study it to
learn how to avoid it in the future. When a project does well, people want to
study it to learn how to repedt it.

The keeping of these historical records, however, is really a side benefit of good
project management. Each of these recordsisfirst and foremost useful in
managing the project. Without them, the project is out of control and destined for
great difficulty, if not outright failure. With them, the project is under control —
still challenged and at risk — but with the tools and techniques necessary to reach
the final destination.

Both the QM S and the SAFE Frameworks provide detailed guidance on how your
quality control process should work, and on how to maintain your project records.

Going back whereyou came from might be your best way forward.

Sometimes the very best intentions, plans, and personnel are simply not enough.
Sometimes you need to backtrack on your decisions and plans. Backtrack does
not mean start over. A properly maintained project plan will be under version
control. This means that should you need to backtrack on adecision, you can go
back to the version of the project plan where this decision had not yet been
included.

Thisiscalled versioning and is part of a configuration management process.
Numerous project deliverables must be version controlled. Obviously, the project
plan and RTM need versioning, but status reports, typically, do not. Deliverable
documents such as the project definition document and qudity plan, design
specifications, and test plans require versioning. So does source code, test data,
architectural designs, and even hardware/software configurations.

A version isthe Solution at a particular point in time.
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Over time, the solution changes. Sometimes, a proposed solution is wrong and
you need to backtrack. On the software development project, the classic example
isthis. Version 1 of a particular software object has a small problem withit. The
programmer fixes the problem and delivers Version 2 of the object.
Unfortunately, Version 2 harms the application more than did Version 1. You
must be able to rollback, or backtrack to Version 1 until Version 2 istruly fixed.
To do this requires a configuration management process and, usually, an
automated system.

Take the cross-country road trip example. After you reached Salt Lake City, you
originally planned to take a certain route east. However, during your daily status
phone call your boss asked if you could include a quick trip down to Moab to pick
up something or other. Y ou agree, reroute your trip, and set out the next morning
for Moab. However, when you reach the town of Richfield, you see adisturbing
road sign. It saysthat the road ahead is under construction, so expect long delays.
The sign aso says that the next gas station is over 200 miles away.

Y ou suddenly realize that the car you are driving can not go 200 miles without
fuel. [How would you know this? Because you have been taking accurate
measures of how many miles per gallon your car was achieving.] Additionally,
your car will certainly run out of gasif there are lengthy delays enroute. Lastly,
you had earlier determined that your project schedule had enough reserve init to
accommodate the trip to Moab at normal highway speeds. This assumption isno
longer true. Therefore, the trip to Moab would now mean an overrun of the
schedule. In order to proceed, you at |east need your boss' s agreement on the
schedule slippage.

What to do? Backtrack! After an emergency phone call to your bossto explain
the situation, you get her approval to forget the trip to Moab and resume travel on
your original course. She was not hgppy by the failure to include the Moab trip,
but agreed with you that getting to Burlington on time was more important. The
dlight detour has aready cost you time and money, but because you have aplan,
you can backtrack to it and quickly start making progress again.

The example is admittedly weak but the truth is not. Project plans not only show
you the way ahead, but also show you the way back. Sometimes, backward is the
best way forward.

4.10 Announce your Arrival

This section is al about your exit strategy. An exit strategy is how you intend to
complete the project. Thiswill involve delivering all the project’sdeliverables,
proving that they satisfy the business requirements, and ensuring they meet with
the client’ s gpproval.

The danger of not having an exit strategy isthis. It leavesthe project’s
completion dependent upon subjective decisions based on how the client “feels”
about the solution and whether they received enough vaue for their money. This
isadangerous situation. Itisfar better to begin building toward your exit strategy
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410.1

4.10.2

from the very first day of the project. It isessentid that the fina acceptance of
the solution be based solely on the achievement of quantifiable requirements. Do
not leave the final acceptance open to interpretation. Make it as binary
(passed/failed) an event as possible. Does the delivered system solve the business
requirements as defined in the system design documents and demonstrated in the
system test plans or not? If so, the project is complete.

Recognize the SkyLine

It isimportant to recognize the skyline of your destination. Then, from far off
you will be able to see the final destination and more easily move toward it. The
longer the skyline remains obscured, the more difficult it isto focus on the
destination.

What is the skyline? In atypical project life cycle, you could say the skylineis
defined by the project’ s various test plans. Software development projects prove
their solution viatesting. Just how much testing and what types of testing are
required for your project? It isdifferent for every project. Thisiswhy the skyline
for every project will be different. Yet, when the skyline isdefined and visible on
the horizon, the project can have some confidence of reaching its destination.

This can be said because the tests the project software must pass are the key to the
exit strategy. If the software can not pass the tests, the project is not complete.
When the software passes the tests, the project is complete. The skyline aways
matches the destination. Y ou don’t see the skyline of Denver when you are
outside of Chicago. So too, the passing of these project tests must mean the
project iscomplete. It is your job asthe Project Manager to make certain this exit
strategy is explicitly stated and agreed to by the client. And you need to start
doing this from the very beginning of the project. If you wait too long, you will
never be in a position to recognize the skyline because your destination will be
unknown.

I’ll know it when | seeit. NOT!

Arriving vs. Just Driving T hrough

It is not enough to ssimply pass all the tests, as stipulated in your exit strategy.
Y ou have to recognize you have arrived at your destination, and then stop the car.

On aproject, this can be accomplished through various means. Since you want to
have arecord of the event, you will a least have some formal document to be
signed by the client, announcing the completion of the project. This document
could take the form of aFinal Test Report. In thisreport the Requirements
Traceability Matrix is used to demonstrate how successfully passing the tests
means you have successfully implemented the solution to the Business
Requirements. You must explicitly state these facts and gain client agreement.

Y ou can not leave this to interpretation or implied agreement.

This also signifies the beginning of the Project Closeout phase. It is, therefore, a
good ideato clearly announce the completion of the project, your arrival at the
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final destination. Otherwise, your client may feel asif you are abandoning the
project rather than simply moving toward project termination.

4.10.2.1 Implied vs. Explicit Agreement

One more word about implied agreement*. When the project team and the client
have a cordial working relationship, occasionally there is push back on being so
formal. Thereissome feeling that asking for explicit agreement and approval on
deliverables somehow sends a message that the client is untrustworthy. Thisis
obviously not the intent nor the truth.

The intent of a strong quality control processis to drive for consensus and
agreement. Thereistremendous power in agreement. The project on which
everyone knows and agrees with the mission, direction, performance standards,
etc. is much more than the sum of its various parts. It isaforce to be reckoned
with. It hasthe ability to focus on the destination with ease, to quickly navigate
the detours and avoid the counterproductive scenic routes. It isaso a pleasure to
work on.

The project that fails to drive for explicit agreement isin serious jeopardy. There
can be no confidence whatsoever that everyone knows or agrees with the project’s
mission, direction, or performance standards. The project soon becomes
factionalized. Cliques form on the project team, each espousing a different vision
of the project. Thereisno singleness of purpose. The project becomes tedious
and tiresome to work on. The factions start distrusting each other.

The best way to demonstrate your trustworthiness and your confidence in the
trustworthiness of others isto consistently drive for formal consensus and
agreement. Follow the project’s quality control procedures. Keep the
relationship on the project both cordial and formal. Meaning that agreements and
approvals will be explicit, recorded, and stored in the project file. Thisisdone so
as to leave nothing to chance. It is not done because you distrust someone.

How doesthis relate to the project’s exit strategy? In every way. The quality
control process must govern all the documents and other deliverables used to
guide the project. These, of course, include the Fina Test Report where you will
demonstrate, report, and announce the completion of the project. If you are
aready using the quality control process of review and formal approval (the
client’ s signature on a document signifies agpproval), then you not only have the
basis for a strong Requirements Traceability Matrix, but your client will also be
accustomed to the process. The project, too, will enjoy more agreement and less
factionalism.

The benefits of using aquality control process are impressive. So much so, that
there are no grounds for a failure to have and follow one.

! Implied agreement means that you assume a deliverable is correct and acceptable unless the client tells
you otherwise. Explicit agreement, on the other hand, requires the client to formally accept these
deliverables, generally through placing their signature on the document.

SAFE Project Handbook V1_0.doc Page: 54 Verson: 1.0, 9/1/98




Sybase Professional Services
SAFE Project Handbook
Sybase Professional ServicesOnly, Status: Final

4.10.3 Celebrate!

SPS professionals aways do an outstanding technical job for their clients.
However, doing quaity work does not always immediately equate with quality
service in the mind’'s of your clients. Thereisthe need for some advertising,
some marketing, some fanfare, some context setting, and some celebration in
order for the client to fully appreciate what you have done for them.

Thisis acommon mistake made in the consulting business —to fail to manage a
client’ s expectations and perceptions. Y our good work will beill served if you do
not effectively manage the client’ s expectations and perceptions. Y ou must
ensure that what the project delivers (the work) is viewed or perceived by the
client as meeting or slightly exceeding their expectations. This has nothing to do
with the work and everything to do with the client’ s psychological state of mind.

How do you ensure that the quality work performed by your project team is
perceived as such?

By paying continuous attention to your client. Y ou must make them feel asif
their problems are your problems. That you sharein their sense of urgency.

By frequent and detailed communication with your client. Do not insult their
intelligence by assuming what you do is too technical for them to understand.
Assume they know more about what is going on than you do. Y our mindset
should be that you need to continually demonstrate your understanding of the
Situation. You are, after al, working for them.

By asking for their advice on issues. Many times they have the answer!
Every time you ask for their advice you make them feel more a part of the
team, more highly valued, and more comfortable with your management style.

By advertising the project’ s successes. Sometimes the significance of a bit of
project work is less than obvious, even to the project team. It isimportant,
therefore, that the Project Manager provides the proper context and applies the
appropriate amount of fanfare. What good is a cure for cancer if no one ever
hears about it? Do not be afraid to recognize accomplishments.

Celebrate your successes. If you make abig dea about them, everyone else
will believe they are important too. Asaleader, it isyour job to set the tone
and inspire the team.

Helping the client to better understand the context of the project’s achievement,
and the significance of the accomplishment, are how you ensure your good work
isviewed as quality service.

Quality Work 1 Quality Service!

! David H. Maister, Managing the Professional Service Firm(New Y ork: Free Press Paperbacks, 1997), p.
69.
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5 How To Close Out a Project

Now that the trip is over, the team has arrived at their destination, it is necessary
to bring the entire engagement to an orderly conclusion. Thisis the time the
project has been looking forward to for so long. The time when the system goes
into operational use, the project team can move on to newer things, and the
system can begin the maintenance and enhancement phases of itslife cycle.

There are severd activities to accomplish during the Project Closeout Phase. To
guide your work, there are severa deliverablesto be produced.

A Project Closeout Checklist* that will guide the project team through this
phase.

An Appraisa Input Form, one for each SPS project team member, that
provides performance appraisal information into the SPS personnel
management system.

A Client Survey Form that will, for afinal time, solicit of the client their
overal impression and satisfaction with the project.

A Project Debriefing Report that shares with al interested parties the things
that went well on the project, the things that could have been improved, and
the strategic actions (such as changes to QM S) this project experience might
suggest.

5.1 Close out the Budget

5.1.1 Final Timeand Expense

Once the project team has submitted the final Time and Expense sheets, the final
invoice can be prepared.

5.1.2 Final Status Report

Part of closing the budget isin reporting the fact that no additional work will be
done on the project. Therefore, the Milestone and Effort Summary tables of the
status report should show that the project is complete, no additional work will be
performed. The final invoice can then be processed.

5.1.3 Final Project Status M eeting

It isagood ideato have afina Project Status Meeting with the client. During this
meeting, you can articul ate the contents of the final status report, project the date
the client should receive the final invoice, etc.

Itisaso atime to celebrate the project’ s successes, talk about the lessons learned
during the project, and to discuss additional work. This should not be viewed as

! May be incorporated into the PQRAT in the near future.
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the end of your relationship with your client. It isjust the termination of the
current project. Other work and other projects for this client may be in your
future.

5.1.3.1 Enhancethe Client’s Satisfaction

Asdiscussed in Section 4.10.3 - Celebrate!, it is your job as the Project Manager
to present the project team and their solution in the proper context. Without the
proper context, project partners can get bogged down in discussions about relative
beauty, speed, size, complexity, usability, etc. These are all part of the context.

Y et, none of them is al that important when considered by itself. After all, what
isbeauty? How fast is fast? Big, compared to what? Without a context, a
perspective, from which to view the whole, your partners will be forced to find
their own context upon which to judge the project.

How can you present the proper context for the project? Here are some ideas:

Look Backward — Remind everyone of what the situation was back before the
project started. How there was no automated solution and everything was
being done on paper, by hand. Remind them of how many more people it
took to accomplish the same amount of work, and how much more fulfilling
to the employees the job isnow. Relive the pain of the prior situation.

Project Challenges Faced — Remind them of the many challenges you al faced
and overcame together. Review the situations that were so frustrating at the
time but are now comical to recall. Stress the importance of the team, what
the team accomplished. “Thisisnot just SPS' system, it isour system.” It
was aworthy endeavor. The solution represents everyone' s best efforts.

Sure, there were setbacks. And some things in the system need immediate
changing. Yet, al in dl, the project is a significant accomplishment.

The Perfect isthe Enemy of the Good. -Voltaire
Project Accomplishments — Remind them of the Firsts enjoyed on the project.
“Thisisthefirst time...”
“Thisisthe only time...”
“Never before has...”
“Never again will...”

Look Forward — Acknowledge the fact that while the system is good, even
very good, it is far from perfect, and getting farther every day. Technology is
progressing at such afast pace that it isimpossible to keep up. Yet, you must
try. Remind them that back when this all got started, version 5 of that
software was the latest release. The fact that version 7 is now out only means
that better functionality is possible today than back when the project started.
Thisis good and bad news. The good news s that technology continues to
improve, to help the business be more efficient. The bad newsisthat the
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514

system, new today, will need to be made anew every year or so, to be able to
take advantage of these improvements.

S0, don't focus on what the system is lacking today. It isthe best that could be
produced given the time, budget, technology and talent available. Focus instead
on the next destination, the next phase, the next release. While each project’slife
cycleisfinite and temporary, a business's application development life cycleis
never ending. Sooner or later there will be another problem in need of a project to
solveit.

Final Invoice

Thiswill typically be sent to the client some time after the project is terminated.
When thisfinal invoice is paid, the budget is closed and the ISIS code for the
project should preclude any additiona billable charges.

5.2 Provide Project Team Closure

521

522

Members of the project team will have been together for quite some time. They
will have grown close. They will have shared the highs and lows on the project.
These experiences typically bond people together. Some team members may be
staying behind to work on the transition or maintenance phases of the project
while others will be moving on to other projects. They will need an opportunity
to celebrate their joint success and their personal feelings about the project and
each other. They also deserve to be recognized and congratul ated for their hard
work and sacrifice.

Celebrate!

There isample cause for celebration. If you have properly managed the client’s
expectations, remained true to the project’ s final destination, and did soina
courteous and professional manner — then the project team members are
justifiably proud of their accomplishments. Any software development project
that solves area business problem in a quality manner is worthy of celebration.

Even more worthy of praise and celebration is the team itself. Projects are team
efforts. Winning the game isimportant, but the existence of, and relationships on,
the team are equally important. So, celebrate the team’ s accomplishments. Praise
their performance. In 10 years, the system they built will be obsolete. Their
memories and friendships need not be.

Bring Closure and Perspective

While celebrating the project’ s successes, you need to focus attention away from
the project and back on the bigger picture. Before the project team was formed,
everyone had lives and careers elsewhere. That will be the case now. This
project will someday be remembered as “the good old days.” But it isimportant
for people to move on, to grow, to learn, to experience. While it is perhaps sad to
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see agood thing end, there are more good projects out there in need of good
people.

Acknowledge and Congratulate

While teamwork was the key to ultimate success, the fact remains that individuals
contributed their partsto the whole. It isnow timeto clearly and publicly
acknowledge and congratulate people for their individua contributions.

This can be both serious and fun. Try giving out awards for the Most Cheerful
person as well as for the Most Innovative Thinker. Keep the mood light. Thisis
not a competition. Everyone contributed so everyoneisrewarded. Theideaisto
bring closure to the project; to give people atime and a space to grieve. May
sound strange, but long-term projects become a sort of home for people. They
find it sad to have to leave. Recognize this and allow people the opportunity to
close this chapter of their lives. They will appreciateit.

Evaluate and Appraise

The last step isdonein private. The Project Manager owes each project team
member an evaluation and appraisal of their performance. This appraisa is
shared with both the individual and that person’s line manager.

Many times, line managers |lose touch with their people who are assigned to work
on projects. They are not involved with them on a day-to-day basis. They are not
in aposition to offer constructive feedback on performance. As the project
manager, you alone enjoyed this perspective. Y ou owe it to your team members
to perform this valuable service for them. To not do so would be disrespectful to
the very team members who helped make you a successful Project Manager.

5.3 Transition the Solution to the Client

531

Start at the Beginning

It should come as no surprise to anyone that one day the client will have to own
their system. Therefore, it is prudent to begin planning for that inevitable day
from the very beginning of the project.

The best way to handle it isto put the transition process into the project plan.
That way, as resources are assigned to work on solution tasks you know they can
not work on transition tasks, etc.

Do not neglect to do this. It can be the source of considerable frustration, not to
mention non-billable time, when it is forgotten until the end of the project. The
day will come ... best to plan early for it.
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5.3.3

534

Engagement T hroughout

Once the project plan contains the transition tasksin it, the Project Manager can
manage the effort just like all the rest. Typicaly, the transition tasks include
sending client personnel to product specific training. This takes them away from
any solution tasks for which they might be responsible. Whileit isunavoidable,
there will probably be times during the project life cycle when their time away for
training would be more convenient to the project. Y ou need to manage to these
times.

Just remember that the greatest technique for transitioning ownership of a system
is through on-the-job training and mentoring by your SPS staff. Make sure that
the client’ s people are scheduled time to just watch and learn. When everyoneis
too busy working on their own tasks, these critical transition tasks can be easily
overlooked.

Provide a Safety Net

Because the transition of ownership takes so long and is so prone to disruption by

the solution tasks, projects typically add a separate mentoring phase to the project

plan. This mentoring phase follows the Project Closeout phase. It also should not
be dependent upon the final destination, the solution of the problem.

It isatime for one-on-one instruction of the client’s staff. It isatime when SPS
resources gradually move farther and farther away from the day-to-day
maintenance of the system. Ultimately, the SPS staff provides a safety net — just
in case something goes terribly wrong. When the SPS staffers are seldom called
upon for assistance, then everyone knows that full-time mentorship is no longer
needed.

Graduation Day!

Here again, at the end of the transition, quality work does not equal quality
service. Try to hold aparty on your last day on the project. It isimportant to
remind everyone the problems and challenges the business was facing when this
phase started ... and how far they have come. It isimportant to provide closure.
It isimportant to acknowledge and celebrate. Do not just quietly slip out the door
on Friday afternoon. Make an exit!
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A. TheQuality Management System

(Thisis copied from the On-Line documentation.)

Introduction to the Quality M anagement System
Version: 1.2, Date: 01/19/96

Introduction

This chapter of the Sybase Professional Services (SPS) InfoSource Quality

M anagement database provides information about the framework for the SPS
Quality Management System (QMS). It describesthe other chaptersin this
database and sets out procedures for the maintenance and control of the QMS. A
cross reference between the QM S and the relevant clauses of 1ISO 9001 is aso
provided in this database (see ISO Cross Reference view).

The Quality M anagement System

The purpose of the QM Sisto document the policies and procedures required to
ensure that SPS provides services to its clients that are of the requisite quality in
accordance with the overall quality policy as documented in this on-line Quality
Manua . The QMSisthe means by which SPS adheres to the requirements of
SO 9001.

Compliance with the policies and procedures set out in the QM S is mandatory for
all staff operating under the scope of the QM S.

Note that our business drives the QM S and not vice-versa. Thereforethe QM S
will be regularly reviewed to ensure it remains relevant to the business.
Improvements to the QM S must be submitted as Change Requests .

For further guidance on how to use this on-line Quality Manual please refer to the
‘about’ and 'using' documents for this Notes database, which are aways available
from the help menu.

The remainder of this chapter contains information about the following:
SPS quality policy and principles.
QMS Structure .
SPS Quality Organization .
Control of the QMS.
QM S Management Review Policy .
Cross reference to 1SO 9001
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The other chapters of this on-line quality manua are:
2. Service Delivery - Consulting .
3. Service Delivery - Education .
4. Corporate Quality Policies and Procedures .
5. Quality Standards/Guides .
6. Business Operations Policies and Procedures (Consulting) .
7. Business Operations Policies and Procedures (Education) .
8. Local Standards.

Sybase Quality Policy
Version: 1.2, Date: 10/30/97

The Quality Management System (QMS) for Sybase Professional Services (SPS)
is one component of the overall Sybase agpproach to quality. The Corporate
Quality Policy is the foundation upon which the SPS QMS s built.

Sybase Quality Policy

High quality in our productsand servicesisvital to the success of our
customers. In helping our customers become successful, employees are our
most valuableresource. Therefore, it isour policy to involve all employeesin
programswhich will improve our products, services, and the productivity of
our internal processes.

Mitchell Kertzman,
Chairman and CEO, Sybase Inc.

With respect to quality, this policy statement is setting out what Sybase wantsto
achieve and it reinforces the commitment to quality from the very top of the
company. Quality is regarded as vita to our customers' (and hence our own)
Success.
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The importance of Quality to Sybase is further reinforced through SYBASICS -
the basic set of principles that the company upholds:

ETHICS
TEAMWORK
INNOVATION
QUALITY
RESULTS

The SPS Quality Management System documents how the Sybase corporate
quality policy will be implemented within the SPS business unit.

Service Delivery - Context and Definitions
Version: 1.3, Date: 10/01/97

Sybase Professional Services- Context

SPSisabusiness unit within Sybase, responsible for the supply of consultancy
services to clients based around the implementation or application of Sybase
software products. SPSis aso responsible for the delivery of education services
to clients.

The range of consulting services provided to clients by SPSis very wide, ranging
from small technical support engagements of one or two days to full-scale
development projects.

In considering the context within which SPS operates, the following points should
be noted:

1) The primary responsibility for sales of Sybase software products lies with
Sybase Sales. In many cases a package of products and servicesis sold to our
clients, therefore the relationship between Sales and SPS is necessarily very close.

2) SPSis not responsible for the development of Sybase proprietary software
products. Production of software product is the responsibility of the various
Software Engineering divisions of Sybase.
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Definitions

The following terms are used throughout the QM S documentation and must be
clearly understood in order to ensure consistent application of the QMS

throughout SPS.

Service Delivery

Engagement

Proj ect

Supplemental Staffing

Project Manager

For SPS 'service delivery' isthe process of providing specidized consultancy services on an
engagement basisto clients (which may include other divisions of Sybase) based around the
implementation or application of specific Sybase products. In some casesthese consultancy services
may include non-product specific engagements, such as system audits, performance reviews etc. that
are deemed to add vaue to client installations

An'engagement’ is defined as the work required to fulfill a discrete client requirement using one or
more resources as specified in the contract with the client. The term 'engagement’ is generic and all
work for clientsiscarried out under the terms of an engagement.

New engagements arise in the following ways

a) SPS currently does not have an open engagement for this client, either because the client is
new or because all their previous engagements have been compl eted;

b) SPS has an active engagement for this dient, but the work is sufficiently discrete that it
merits setting up as a separate engagement for control purposes.

Engagements are regarded as 'projects’ for the purposes of the QM S if they fulfill one or more of the
following criteria:

- contracted deliverables and/or specific contracted system performance requirements

- multiple consultants working under the direction of a Sybase Project Manager

Projects have specific requirements from the point of view of the QM S.

In some cases small engagements are extended and may increase significantly in value over time - such
engagements should be regarded as 'projects when and where appropriate and project procedures
introduced to control the engagement.

Engagement where SPS supplies staff to work under the client's direction and quality procedures

Note that any engagements which have one or more of the following attributes may not regarded as
"Supplementa Staffing” within the SPS QMS - these must be regarded as " projects’ and require a
Project Definition and Quality Plan (which may be combined into one document if appropriate):

- contracted deliverables and/or specific contracted system performance requirements
- payment schedule linked to specific milestones

- fixed price contract

- supply of multiple staff where Sybase proportion of total team > 15%

- projected monthly revenue exceeds $100K and duration of contract > 2 months

Every engagement must have a manager assigned toit. For the purposes of the QMS the term "project
manager' isusually used to describe the manager of an engagement. Depending on the nature of the
engagement the role of project manager may be assgned to any consultant (regardiess of grade), a
Practice Manager or any other line manager.
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QM S Proceduresfor Consulting Delivery

The QM S contains the following sets of procedures to control consulting service
delivery as follows:

- ASG/Small Engagement Procedures
- Project Procedures
- Supplemental Staffing Procedures .

Project Quality Reviews are required for al engagements > $100K.

Fixed price projects greater than $250K and any fixed price project, regardless of
size, that contains application development must follow the process/procedures
for Fixed Price Projects Bid Development and Reporting.

Initiation of Projects
Version: 1.4, Date: 10/01/97

This document covers the initiation of SPS projects. During initiation the project
isidentified, evaluated, planned and formally authorized for implementation.

The key components of this phase for projectsinclude:
a) the proposal;

b) the Project Approva and Setup form;

C) the contract;

d) the WIN report

€) the Project Definition Document;

f) the Quality Plan;

0) the Project Management checklists as defined in the Project Management
Handbook:

i) Scheduling Checklist;
i) Staffing Profile;
i) Project Start-up Checklist.

Items @) to d) are the responsibility of the Business Manager, the remainder are
the responsibility of the designated Project Manager.

The Project Approval and Setup form isacritica quality record, which
demonstrates contract review, risk analysis and authorization based on the value
and risk of the project.
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The Project Definition Document and Quality Plan must be approved by the same
level of management as the Project Approval Form, which is determined by the
Project Approva Matrix .

A Project Approva Form must be completed and signed off for al contractual
offers. All proposals should be issued subject to contract.

Fixed price projects greater than $250K and any fixed price project, regardless of
size, that contains application development must follow the process/procedures
for Fixed Price Projects Bid Development and Reporting.

A key element of the initiation phase is the definition of the objectives,
deliverables and acceptance criteriawhich the project is intended to achieve. This
focuses the attention of all partiesinvolved, including participating consultants.

The initiation phase is a0 the appropriate time to determine and establish
locations for electronic records that the project team will generate. The Project
Manager creates the necessary records in the SPS Client Projects database, and
may elect to utilize the SPS Project Team Template database for work in progress.

The Project Manager should consult with District Management and seek to ensure
that the staff allocated to the engagement are suitably qualified by knowledge and
experience to meet the project's needs. Where a consultant assigned falls short of
the project requirements it may be necessary to provide special training, back-up
or additional supervision. The Staffing Profile will assist the Project Manager
with this determination.

Execution Phase - Projects
Version: 1.2, Date: 04/10/97

Overview

During the execution phase of an engagement or project, consultancy work is
carried out and the deliverables are developed. For each project its quality plan
describes the quality control measures that will be taken to ensure the quality of
project deliverables. In effect, the quality plan defines the application of the QM S
for the project concerned. Quality plans are the subject of a separate quality
standard .

Project Progress Monitoring and Reviews

Regular status reporting, backed up by independent review of the project are key
components of the SPS approach to managing quality on projects.

Regular status reporting in accordance with the SPS Standard for Status Reporting
IS mandatory.

The Quality Plan for each project must specify the approach and schedule for
formal Project Quality Reviews (PQRS). The frequency of these reviewsis
dependent on the size and risk associated with the project. See the document
Project Quality Reviews for further details.
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QM S Compliance Audits

All projects are liable to be subject to internal quality audit as part of the Internal
Quality Audit process required by the ISO 9001 standard. In addition to the
regular schedule of audits, SPS line management may request audits of projects at
any time.

Quality Considerations for Projects

1) Throughout the project, work in progress must be reviewed appropriately
in order to verify that the client's requirements are being met. It isthe project
manager's responsibility to make sure that these reviews take place and records
are kept. The approach for these reviews will be documented in the project's
quality plan. A general purpose Quality Control Review Form is provided as part
of the QM S documentation .

2) Throughout the project, documents and records must be maintained and
managed in good condition and with an appropriate level of security. The SPS
Client Projects database is an appropriate location for electronic copies of
deliverables. The project team may utilize the SPS Project Team Template
database for their work in progress.

3) Any changes in the client's requirements must be managed through a
formal change control process. Any change in the project scope must be agreed
with the client including the impact on work completed or in progress, together
with the impact on time and cost. The SPS Change Control standard must be
followed to manage changes in client requirements or project scope .

4) Where software provided by the client has to be included in asystem
being developed by SPS, it is required that any problems encountered with such
software be documented and reported to the client. It isthe project manager's
responsibility to ensure that this happens.

5) In order to facilitate the resolution of any problemswith SPS work for
clients, all deliverables must be itemized, confirmed in writing and packaged
appropriately. Where feasible (for example where documentation is provided for
the client) the author or originator of the deliverable must be clearly identified.

6) Deliverables may not be released to clients until the project manager is
satisfied that the client's specified requirements have been met and the appropriate
level of review has taken place.

7) Work that does not conform to the client's specified requirements must not
be delivered to the client. It isthe project manager's responsibility to ensure that
appropriate action is taken to correct any nonconforming work prior to delivery to
the client.

8) During the course of the project the project manager is responsible for
ensuring that any materials and papers supplied by the client are maintained in
good condition and with an appropriate level of security. Items supplied by the
client will be checked by the project team to confirm their validity and accuracy
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to the extent required by the project definition. If required, the project manager
will ensure that client materials and papers are returned to the client at the end of
the project.

9) In the event of damage to any client property, both the client and the SPS
project manager will be informed and any necessary action taken to repair or
replace the damaged item.

10)  All formal meetings with the client must be documented including details
of action items agreed, together with responsibilities and due dates.

11) Itistheproject manager's responsibility to ensure that any client
complaints are dealt with in accordance with the SPS Client Satisfaction Policy.

Project Quality Reviews
Version: 1.1, Date: 04/10/97

Project Quality Reviews (PQRs) are one of the key mechanisms by which SPSis
able to assess and assure quality for projects.

Objectives of Project Quality Reviews

The purpose of carrying out PQRsis to gain an independent assessment of the
state of a project with respect to its defined goals (especialy time and budget
objectives), areevaluation of project risk factors together with an assessment of
the 'quality’ aspects of the project including the quality of specific deliverables
and the client's satisfaction with project progress.

Specific key objectives of PQRs include:

1) Assessment of whether or not the project can redlistically be completed on
time and to budget.

2) Evauation of the performance of the project with respect to quality issues.
Is there evidence that the quality plan is being followed and are deliverables
subject to documented review?

3) Reevaluation of the risk factors related to the project.

4) Assessment of the relationship with the client and client satisfaction with
the project.

5) Confirmation of the use of SPS methods - in particular, are standard
methodol ogies actually being followed (if appropriate).
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Conduct of Project Quality Reviews

PQRs should aways be carried out by an independent reviewer - that is someone
not directly involved in or responsible for the project. The approach to
conducting PQRs, including who will carry them out and the schedule, will be
detailed in the project's Quality Plan.

For large projects it may be appropriate for PQRs to be carried out by a resource
from outside the practice (e.g. another Practice Director or the SPS Quality
Manager).

PQRs must be conducted in aprofessional and impartial manner with a strong
focus on mutually agreed action itemsto resolve any issues which arise.

PQR Reportsand Follow Up

PQRs must always be documented in the form of a PQR Report containing details
of what was reviewed together with issues arising and specific action items
arising from the review.

It isessentia that action items arising from PQRs be followed through to
completion, with their status being tracked through the regular status reporting
mechanism.

Review Requirements

PQRs must be carried out for all projects (ISIS Service Code ARCH, ANLDES or
DEVL) with avalue in excess of $100,000.

PQRs may be linked to major project milestones or simply scheduled at specific
intervals. In general, PQRs for projects which meet the above criterion should be
held at least quarterly during the life of the project. The Quality Plan for the
project will contain the details of the approach and schedule for PQRs.

Completion Phase - Projects
Version: 1.1, Date: 03/01/96

During this phase the project is formally completed. Deliverables are handed
over to the client and remaining tasks on the work plan are completed. All
housekeeping is also completed to formally complete the project.

Project Completion

1) It isthe Project Manager's responsibility to formally inform the client that,
from Sybase's point of view, the project has been completed successfully and is
ready for acceptance by the client.

SAFE Project Handbook V1_0.doc Page: 73 Verson: 1.0, 9/1/98




Sybase Professional Services
SAFE Project Handbook
Sybase Professional ServicesOnly, Status: Final

2) The client should give written confirmation of the acceptance of
contractua project deliverables. However, as alast resort, payment of invoicesin
full will be regarded asimplicit acceptance by the client.

3) If there are any opportunities to sell further work they should be identified
at this stage and action taken by the Business Manager to convert these
opportunities into new engagements.

4) The Project Manager must complete a Project Close-out Checklist , which
addresses the key items that need to be done to complete the project, including:

a) client acceptance;

b) final organization and archiving of project files, including
making requisite entries in the SPS Client Projects database and
cross-references in the Engagement File;

C) Debriefing Report;

d) staff appraisal input.

The Project Close-out Checklist must be reviewed and signed off by the
appropriate line manager responsible for the project.

5) In order that we can determine the level of satisfaction with our
performance on the project, the client must be requested to complete a Client
Survey Form.
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B. The SAFE Proposal Process

By Kay Pryor, Project Management Office

Introduction

Sybase Advanced Framework to Enable Proposals, or SAFE Proposals, isa
process for developing successful and repeatable project proposals at Sybase. Itis
atool kit for the Proposal Team to utilize a process that incorporates al of the
best practices and required procedures for proposa submission to aclient.

This document describes the activities involved in generating a solution proposal
using the Sybase Advanced Framework to Enable Proposals, or SAFE Proposals.

Phase|: Proposal Planning and Start-Up

Prepare Proposal Plan isthe first occasion to assess the business opportunity
presented to SPS. The overall risk is assessed and the effort for developing the
proposal is determined. If the proposal manager and local management decide to
continue, resources are assigned to develop the proposal.

Finalize Proposa Plan alows for the newly formed team to make modifications to
the plan, create an 1SIS code to track the proposal development effort, and hold
theinitia meeting of the team to discuss the opportunity.

Prepare Proposal Development Effort is the endeavor of determining and
establishing the technical environment necessary for the proposal development
activities.

PhaseIl: On-Going Proposal M anagement

These activities begin after Phase | when the first go/no-go decision is reached,
and continue through the life of the proposal development effort. They include
status review meetings, maintaining correspondence with all pertinent parties,
issue resolution, and day-to-day management.

Phase|ll: Research / Draft of Proposal Components
Thisisthe largest phase of the project and the activities occur concurrently.

L egal Research and Draft provides an opportunity to discuss the business goals
with arepresentative of the legal department. This may provide some insight into
legal risks or issues that should be dealt with later in the project planning activity.
Also, the contract may be modified due to specifics of the engagement. The
second go/no-go decision is made at this point with input from the lega
department.

Research and Draft Client Scope begins with a client meeting in order to continue
to investigate and understand the business opportunities and needs identified by
the client organization. Asaresult of the knowledge obtained by the proposal
team, a scope of the project engagement can be drafted and another go/no-go
decision made.
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Research and Draft Technical Approach begins with another client meeting but
probably with adifferent audience. The objectivein this meeting is a better
understanding of the technical issues and challenges, including constraints that
SPSisevaluating. The product options, technical alternatives, and reusable
solutions are researched and evaluated in this activity. The output is adraft of the
technical section of the proposal document. At thistime, the Area L ead Architect
isinvolved for review and concurrence of the proposed technical solution. His
input helps determine the outcome of another go/no-go decision.

Research and Draft Delivery Approach aso begins with another client meeting.
Each subsequent client meeting should be used to get affirmation of our approach
so far so that when the final proposal is submitted, it is appropriately in line with
the client’ sexpectations. This activity primarily is focused on developing the
project gpproach, work breakdown structure and estimates. The output is a draft
that includes the staffing and implementation plan and education and training
sections of the proposal. The Project Management Office (PMO) reviews the
documents for viability, likely success and profitability. Once again, the input
from the PM O will aid in the decision of whether to continue with the proposal.

Financial Research and Draft is the opportunity for the team and SPS
management to evaluate the overall profitability of this project engagement. The
risks are identified and contingencies determined. Financial models are
developed and evaluated by the local management, the Area Finance Manager,
and any other management required based on the SPS policies. A draft of the
product investment, services investment, and education investment sections of the
proposal are produced, and a financia go/no-go decision is made.

Final Reviews by all involved occur now that all decisions have been made on the
approach to the engagement. The identified business goals are reassessed against
the proposed solution for reasonability, feasibility and profitability, and another
opportunity to decide the continued involvement is reached.

Phase | V: Final Proposal Production

Complete QM S Initiation Documents provides an opportunity for the team to
enrich the previously drafted Project Definition Document (PDD) and Quality
Plan documents with accurate and up-to-date information. The PDD should be
included with the Project Proposal.

Gather and Publish Draft collates the sections of the proposal, probably from
multiple locations, and creates one proposa draft document.

Review Proposal provides the proposal team, including all previously involved
reviewers, one last opportunity to review the entire document and provide
feedback.

Approve Proposal isthe last opportunity to decide the SPS position regarding the
viability of the business opportunity, and assess any new information. If itis
decided to continue, then the proposal is reproduced and delivered to the client.
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Phase V: Project Closeout

Project Closeout Activities is aclean-up phase. All hardware and software will be
de-installed, and proposal materias archived to CLIP for reuse.
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Phase I: Proposal Planning & Start-up

e e i e ]

Phase I1: On-going Proposal M anagement
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Phase |l Research & Draft of Proposd Components
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Phase IV: Final Proposal Production

Phase V: Project Closeout
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C. ThePQR Process

What isa Project Quality Review?

A Project Quality Review (PQR) is areview of the project management and
project control processes used on a project. Itis performed by persons not
assigned to, nor responsible for, the reviewed project. The purpose of aPQR isto
ascertain the genera state of health of a project, focusing on the project
management function as well as the project control processes.

A PQR is not intended as areview of the client's operations or their own
management and control processes. A PQR is aso not atechnica review. The
PQR is not intended to review architectures, do code reviews, or perform

wal kthroughs on design documents. These types of reviews are expected to be
part of the development methodology. The POR isareview of SPS' project
management and control process.

How often isa PQR conducted?

A PQR is conducted at least once quarterly on al projects. All PQRs are typicaly
scheduled during the project initiation phase, documented in the Project
Definition Document and/or Project Quality Plan, and reflected in the project plan
and schedule. PQRs are arecognized SPS best practice and are a so required for
compliance with the SPS Quality Management System (QMYS).

How isa PQR performed?

The PQR is performed using a QM S standard checklist, the Project Quality and
Risk Assessment Tool (PQRAT). It can be found in the SAFE 4.0 version of the
WORD Kit.

The PQRAT performs several functions at the sametime. It first of al helpsto
determine the areas of risk on aproject. The overal health of a project is
determined by how effectively the project management and control processes
minimize or remove these risks.

It next provides an overall evaluation of the relative level of risk the project
posses. Thisisuseful in highlighting the necessary amount of management
involvement and oversight that might be necessary, as well as in accentuating the
dangers facing the project.

Lastly, the PQRAT, by way of its structure, clearly identifies where action needs
to be taken to solve very rea problems. As much as possible, the PQRAT triesto
define the project in binary terms — where a negative answer to a checklist
guestion mandates that corrective or mitigating action is taken.
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Who performsa PQR?

There are two types of PQR. The difference between the two is determined,
primarily, by who it is that performs the review. While aPQR is required on al
projects at least quarterly, it is genera practice that most or all of these are
Internal PQRs. Where a project is required to have an External PQR, it islikely
that this Externa PQR will be performed only once per year or, at most, once
every six months. An Internal PQR will be performed in the other quarters.

Internal PQR: An Interna PQR isone where a person(s) from the

project’ s own district performs the review. Thisisthe most common type of
PQR. An Internal PQR usually takes less time to complete than the second type,
an Externa PQR, since people in the district are more familiar with the project,
district practices, the people involved, etc. Thisisnot to say that an Internal PQR
isless thorough or rigorous. It is generally more quickly completed due to the
greater familiarity about the project enjoyed by the district-level project
reviewers.

External PQR: An External PQR is one where the SPS Project
Management Office (PMO) conducts the review. This type of PQR istypicaly
required on those projects where the risk to SPS and the client ishigh. This
determination could be based upon technical complexity, size of the project team,
cost of the project, client satisfaction issues in the past or present, and the like.

The PMO Rules of Engagement

As stated above, an Externa POR is generally one conducted by the Project
Management Office (PMO). There are certain procedures to follow to ensure the
PMO is ableto perform these PQRSs.

1. The PMO shall only be expected to perform Project Quality Reviews on
high-risk projects. A project may be considered high risk for any of the
following reasons:

scoring as ahigh risk or extremely risk project on the Project Quaity and
Risk Assessment Tool,

fixed price solution of at least $500,000 known value,

inexperience or hostility of the client toward industry standard project
management and control disciplines and/or QMS,

poorly defined or highly volatile requirements,
invoices are tied to project deliverables rather than hours worked,
the use of alarge, diverse project team, or

engagement that otherwise fits the definition of a high risk project as
defined in QM S.

2. The PMO shall be expected to perform Project Quality Reviews only on
projects that are based upon deliverables. The PMO should not do aPQR
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on engagements where SPS staff is paid merely for technica expertise and
advice; where we are not designing, building, testing, or delivering any
solution or part thereof.

The PMO shall be notified, in writing or email, at |east one month prior to
ascheduled PQR date. Failure to do so will jeopardize the original PQR
schedule date, and thereby perhaps cause other inconveniences for the
project team.

In the rare case where an emergency exists on aproject, and the PMO is
regquested to perform a PQR, the PQR shall require at least two weeks
notice. It aso shall be the prerogative of the PMO, in such cases, asto
whether to perform the PQR at the project’s Sybase office or to perform
the PQR remotely via conference calls and email.

Whereisa PQR conducted?

Typicadly, aPQRis held at the Sybase office out of which the project is staffed.

It is generally unwise to conduct a PQR entirely at the client Site since the review
team needs a dedicated space in which to work. Also, aPQR isintended for SPS
purposes only, to evaluate the project management and control processesin use
on the project. A PQRisnot intended as areview of the client’s operations or
their own management and control processes. For these reasons, a PQR is best
conducted mainly from a conference room or office at the local Sybase office.

How to preparefor a PQR?

The following tasks must be completed, and the listed documents made available,
prior to the start of the PQR.

1.

Notify the review team of the need for a PQR. For an internal PQR, aweek or
two may be enough time to prepare. However, for an externa PQR (to be
conducted by the PMO), notification must be sent to the PM O at least one
month prior to the scheduled date. Failureto do so will jeopardize the PQR’s
origina schedule date, and thereby perhaps cause other inconvenience for the
project team.

Schedule the exact date(s), time, place, and participants for the PQR. Al
PQR participants must be informed of the upcoming PQR.

Arrange for a small conference room or large office to be used by the review
team. They will need to have a place to work for the duration of the POR.
This place should be private, have awhiteboard or flip chart available, power
and network access, chairs with desks or atable, etc.

Review the PQR Report and Action Items from the last PQR. Ensure they
have been acted upon and closed, rescheduled for further action, or closed in
some other way.

Conduct a Self-Evaluation PQR using the PQRAT tool. Both the Practice
Manager and the Project Manager should do this.
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6.

Send the most recent copies of project documentation to the review team for
receipt at least one week prior to the PQR. This can be done either through
email, regular mail, FedEx, etc. It may also be possible to notify the review
team of the location of these documents on a project server accessible via
Lotus Notesor SYBerspASE. However, it remains the prerogative of the
review team as to how this documentation is made available to them.

Documents for potentia review:
Proposal
Contract with any Modifications
Engagement L etter(s)
Project Definition Document, approved current version
Quality Plan, approved current version
Project Plan, approved original baseline
Project Plan, approved current baseline
Invoices, dl to date
Status Reports, dl to date
Meeting Minutes, all to date
Change Requests, all to date
PQR Reports, al to date
Client Satisfaction Issues, any to date

Standards Documents (coding, naming, testing, etc.) approved current
versions

Self-Evaluation POQRAT, most recent

How to conduct a PQR?

The following steps are the general progression of a PQR. However, based upon
the particulars of the project under review, certain steps may be expanded while
others minimized; additional steps may aso be added where the review team feels
they are warranted.

1.
2.

Review team is notified of a need to conduct a PQR.

Review team notifies the Project Manager of the project documentation
needed for the review.

Review team receives the project documentation at least one week prior to the
POR.
Review team reviews the project documentation, compiling alist of questions,

concerns, issues, etc. Review team pays particular attention to the Self-
Evaluation PQR provided by the Project Manager and Practice Manager.
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5.

10.

11.

12.

13.

Review team travels to the PQR site, probably the Sybase office responsible
for the project.

Review team and the project management team meet to kickoff the PQR. At
least the following people are required to attend this kickoff meeting:

Senior Practice Manager, Practice Director, or equivaent
Practice Manager

Project Manager

Project Technica Lead(s)

Project Quality Manager

Project Administrator

During the kickoff meeting, the Project Manager and/or Practice Manager will
provide abrief overview of the project. The review team will go over the
agendafor the PQR, establishing the times for interviews, other meetings, and
the final meeting at the end of the PQR.

The review team will use the PQRAT instrument to guide their work. Having
reviewed the PQRAT completed by the project team prior to the review, as
well as other project documentation, the review team will be ableto focusin
on areas of key concern for the project. The review team will, prior to the
fina PQR meeting, fill out the PQRAT. It isnot expected that a PQR will
take more than two days and no more than one day in many cases. However,
when serious concerns are raised during the PQR, then whatever time is
necessary to formulate the corrective action plan must be taken.

Just prior to the fina PQR meeting, the review team will meet with the
Practice and Project Managers to discuss their findings and recommended
corrective actions. During this meeting, alist of mutually acceptable and
agreed to Action Items will be created.

During the final PQR meeting, held with al interested parties in attendance,
the review team will summarize their findings, review the list of Action Items,
and provide adue date for the PQR Report. After this meeting, the POR
review team will leave.

Within one week, leader of the PQR review team will write up the PQR
Report and provide it to the project team for review. Thisreview shal be
completed within one week, and the PQR Report then finalized.

Thefinal version of the PQR Report is distributed to the project team, the
PM O, and senior management up to and including Mike Forster.

Based upon the PQR Report and the nature of the findings, it may be
necessary to schedule another meeting or conference call with senior
management to discuss the project further, and to ensure that the Action Items
are completed expeditioudly. It isup to the leader of the review team to
decide.
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14. The review team will follow up with the project team at least monthly to
ensure that assgned Action Items are being worked off and closed. Failureto
do so will result in the escalation of the matter to senior management. Failure
to close Action Itemsis aviolation of QM S and jeopardizes the worldwide
SPS 1SO 9001 certification.

The PQR Report

The PQR Report is created usng the QM S PQR Report Template. It can be found
in the WORD Kit. Thistemplate has four sections.

a) Review of Work Performed and Review Summary — a brief summary of
events and trip report.

b) Deficiencies Identified — a synopsis of the concerns, issues, risks, etc. noted
by the review team.

¢) QMS Change Requests Identified — alist of the proposed changes to QM S
that this PQR identified.

d) Agreed Action Items arising from Review — the list of correction actions, who
each is assigned to, and the due date for its completion.

It is dso helpful to attach the completed PORAT instrument to the POR Report.

Thisreport is first provided to the project team in draft form. It is policy that the
draft PQR Report is presented to the project team for review within one week of
the PQR date. It isthe job of the project team and the review team to quickly
come to agreement on the content and tone of the PQR Report. It is policy that the
fina version of any PQR Report, from either an interna or an external PQR, is
presented to the project team, the PM O, and senior management for review within
one week of receiving the draft version.

The Importance of Action Items

Action Items are the tangible means of improving the project’ s performance.
Through the use of powerfully conceived Action Items, the right people and
organizations are brought to bear on the problems facing the project. Therefore, it
is not enough to merely assign Action Items. They must be aggressively worked
and effectively completed. To that end, the assignment of an Action Itemisa
serious matter. Those assigned Action Items must view them as one of their
highest priorities to complete.

It is because the Action Items are so important that the review team only assigns
Action Items that are mutually agreed to by al parties. However, once they are
agreed to, they become part of the list of the project’ s Critical Success Factors.
Therefore, failure to act upon them becomes a matter of the gravest concern to the
project, the Project Management Office, and senior management.

Action |tem Escalation Procedure

As discussed earlier, the importance of aggressively and effectively closing
Action Items can not be overstated. And, in the vast mgjority of cases, the project
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team or others assigned to these Action Itemswill do al in their power to resolve
them quickly.

However, in the rare case of an Action Item not being adequately addressed by
the assigned party, the following escalation procedure shall gpply. It must be
stated that this escalation procedure should never need to be used. All partiesto
the Action Item are able to make adjustments for extenuating circumstances,
change due dates, etc. with proper approval. To allow the Stuation to deteriorate
to the point of needing to escalate it is so unprofessional and irresponsible, that it
alone is grounds for the severity of the fina step.

The following escalation procedure shall be superceded by the QM S Audit Action
Item Escalation Procedure.

Step 1. The PMO shall notify the Project and Practice Manager of the
problem, in writing or email, and ask that the situation be remedied immediately.
The Project and Practice Managers have one week in which to respond.

Step 2. Assuming insufficient action in Step 1, then the PM O shall notify
senior management (up to and including the Executive Vice President responsible
for Sybase Professional Services) of the problem, in writing or email, and ask that
the situation be remedied immediately. The Project and Practice Managers have
one month in which to respond.

Step 3. Assuming insufficient action in Step 2, then the PM O shall notify
SPS Finance of the problem, in writing or email. SPS Finance shall then
immediately impose a moratorium on revenue recognition on this project by any
responsible party (the Practice Manager, in most cases) until the situation has
been remedied to the PM O’ s satisfaction.

Step 4. Should this situation still not then be resolved, or if over time there
appears to be atendency to disregard assigned Action Items, the individual (s)
responsible shall be subject to further disciplinary action and/or dismissa, as
deemed fit by senior management.

For Help and Assistance with a PQR

It is recognized that conducting a PQR for the first time can be confusing and
frustrating. The checklist used, the PQRAT, contains over 100 detailed questions.
Further, projects are complex and difficult to understand. Every project is unigue.
Y et, certain disciplines and techniques are relevant and beneficia to al projects.
These are commonly termed Best Practices. The POR, itself, is one of these Best
Practices. The PQRAT instrument is another Best Practice.

It is not assumed, however, that just anyone can pick up the PQRAT instrument
and perform a credible PQR on acomplex project. Training, experience, and
mentorship are required to ensure the PQR is a value-add for the project and SPS.

To that end, the Project Management Office (PMO) is hereto help. Through a
worldwide network of Sybase certified Project Managers, the PMO offers many
types of support to anyone performing a PQR. The PMO can participate in your
preparations for a PQR, in PQR-related conference calls, in discussions about
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particular aspects of the reviewed project, and even in the Action Item Escalation
procedure. The PMO can help you to accurately report the severity of the risks
you have identified. The PMO can help you make sure that senior management is
aware of the situation. The PMO reviewers can add their knowledge and
expertise to yours and that of the project to make sure that your clients always
receive aqudity solution, on time, on budget, and with few surprises. This, after
al, isthe ultimate goa and sole justification of a Project Quality Review.

To contact the PMO:

Email: SpeedDial:
SPS PMO

William.Oakes@Sybase.com 230-7847
Kay.Pryor@Sybase.com 230-7721
Or contact your local QM S Coordinator
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