Shlomy Gantz

CF Project Management Shiatsu

· Healing the project

· Larger projects are harder to handler

· Professional Project Manager harder to find than professional Programmers

· Constanty in Project Manager

Situation

· Instant company

· Short timeframe

· Too few developers

· Too little planning

· Scope change

Fix

· Stop

· What does everyone think the product should/does do

· Mini-plans, small milestones/tasks – complete a feature

· Momentum – team happier, more productive

· Project gets done

Situation

· Call Accounting system

· Project late, pressure to get things done earlier

· Management thinks money can drive productivity

· Spaghetti code

· Planning inconsistent

· CEO wanted to manage the project, no PM experience

· Multiple teams in several physically separated locations

Fix

· What is essential

· What is the goal

· Modularize the existing code, even if it is working

· Small tasks – get a feature working

· Reuse of modules once the first feature was working

When re-architect project mid stream do in simple form, not as complete as done at the beginning of the project

Situation

· 300 page design document not being used

· Large staff – many consultants

· individuals have specification in Excel spreadsheet and Access DB

Fix

· Smaller staff

· Combine into one DB

Extreme Programming

Physically sit Graphics Designers, Project Managers, and Developers together

Development in physically/timezone different locations

· Clear methodologies

· Good development team

· Clear communications and facilities – all information stored in one place so everyone knows where to get it

Situation

· Large company

· Workflow system

· Production inhibited because the system wasn’t finished

· No documentation on the system or DB

· HTML and JSP in-line in the C code

· Monolithic code, no code reuse

· Workflow hard coded in the code

Fix

· Get requirements for a piece

· Build the piece in ColdFusion – faster development

· Converted existing developers to developing new feature in ColdFusion

· All new development in ColdFusion

How to heal a project

1. Stop. Know something is wrong, stop doing it.

2. Consolidate all of the information in one central location … computer and non-computer.  Make it all available to all of the team members.

3. Find out what the goal is. The business goal.  The technical goal.  “The Goal”

4. If it doesn’t get you closer to a business or technical goal, forget it.

5. People … remove problematic people.  Don’t task them or give them non-critical tasks if can’t get rid of them

6. Team morale.  Most important.  To improve … listen to the team, back them up.  Avoid burn-out – make them leave the office.

7. Reschedule if possible.  Phased launch.  Build-every-night – small attainable goals.  Regression testing – automated testing tools.  Release in the morning instead of at night.

8. Communications – ask the team what is wrong, respect their opinion.

9. Get a decision maker at the executive level with a scheduled time to make decisions.  If not available, project gets delayed.

10. Create a project log, why project not getting done.  Any documentation better than no documentation.

11. Do not commit to a new schedule, especially within 2 weeks of the recovery period.  After 2 weeks you can usually get them a new schedule.

Estimates

· Learn from the past

· Ball park estimates … 

· Break down to the most basic tasks

“The Personal Software Process” tools for developer

“The Mythical Man Month” Frederick P. Brooks, Jr.

“Software Project Survival Guide “ Steve McConnell

