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INTRODUCTION

This  book  t r i e s  to  exp la in  some  of  the  key 
concep t s  o f  manag ing  la rge  so f tware 
deve lopment  p ro jec ts  in  the  fo rm of  a  s to ry .

The  idea  i s  bor rowed  f rom  Pa t r i ck  Lenc ion i , 
whose  books  l ike  “Dea th  by  Mee t ing”  and  “The 
F ive  Dys func t ions  o f  a  Team”  have  shown  tha t 
i t  i s  be t t e r  to  t each  th rough  examples  and 
s to r ie s  than  to  g ive  theory  and  more  theory . 
The  l e ssons  l ea rned  th rough  th is  approach  tend 
to  s t ick  in  the  reade r ’ s  mind  long  a f te rwards .

We  have  t r i ed  no t  to  c ram  too  much  in forma t ion 
in  th i s  book ;  ins tead  we  have  t aken  a  few 
themes  tha t  we  want  to  t a lk  abou t  and  focused 
on  those  on ly .   Some  of  the  themes  d i scussed  in 
th i s  book  a re  d iv id ing  a  p ro j ec t  to  manage  i t 
be t t e r ,  manag ing  scope  c reep ,  manag ing 
p roduc t ive  teams,  wr i t ing  good  requ i rement 
spec i f i ca t ions ,  e t c .

We  have  d iv ided  the  book  in to  th ree  pa r t s .   The 
f i r s t  pa r t  “The  S to ry”  cove rs  a  s to ry  which  g ives 
the  reade r  an  unders tand ing  o f  the  i s sues 
invo lved  in  manag ing  l a rge  so f tware 
deve lopment  p ro j ec t s .   The  second  pa r t 
“Lessons  Lea rned”  exp la ins  the  thoughts 
expressed  in  each  chap te r  to  h igh l igh t  the 
message  and  theme  beh ind  the  conversa t ion . 
The  th i rd  pa r t  “Wha t  you  shou ld  avo id? ”  t r i e s  to 
l i s t  mos t  o f  the  mis takes  tha t  you  shou ld  t ry  to 
avo id  whi le  p lann ing  and  execu t ing  l a rge 
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sof tware  p ro jec t s .   Th i s  l i s t  i s  a  work  in 
p rogress .

There  a re  many  good  books  f rom  Steve 
McConne l l  and  o the r  au thors  who  have  wr i t t en 
on  sof tware  deve lopment  me thodolog ies  and 
sof tware  p ro jec t  management  p rac t i ces  and  we 
would  encourage  our  reade rs  to  read  these  books 
a s  we l l .  L i fe  i s  jus t  too  shor t  to  lea rn  f rom  our 
own mis takes !

You  shou ld  be  ab le  to  read  th is  book  in  a  few 
hours  and  tha t  i s  exac t ly  the  idea ;  to  keep  i t 
shor t  and  s imple .   We  have  t r i ed  to  make  the 
book  in te re s t ing  so  tha t  you  can  read  i t  a s  your 
bed t ime  s to ry  book!

This  book  i s  pa r t  o f  a  se r i e s  tha t  i s  p lanned  to 
be  wr i t t en  so  tha t  our  reade rs  ge t  good  exposure 
to  mos t  o f  the  key  concep ts  re la ted  to  the  top ic 
a t  hand .
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PART 1

THE STORY  
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SO IT BEGINS

I t  i s  9am  and  Ahsan,  a  p ro jec t  manager  wi th 
th ree  yea rs  expe r ience  o f  manag ing 
sma l l /medium  s ized  p ro j ec t s ,  has  jus t  reached 
o f f i ce ,  though  the  morn ing  i s  ye t  ano the r  c r i sp 
and  beau t i fu l  Karach i  win te r  morn ing ,  he  i s  in  a 
pens ive  mood,  today  he  has  to  in fo rm  h is  sen io r 
management  whe the r  the i r  so f tware  house 
shou ld  b id  fo r  the  recen t  p ro jec t  o r  no t .

Ahsan  works  fo r  a  so f tware  house ,  InsurSof t 
Pv t .  L td .  tha t  spec ia l i zes  in  bu i ld ing  sof tware 
fo r  Insurance  companies  tha t  don’ t  be l i eve  in 
o f f - the -she l f  packages .  They  fee l  tha t  these 
p roduc t s  jus t  don’ t  have  a l l  the  requ i red 
func t iona l i ty .

Recen t ly  they  have  been  approached  by  an 
Insurance  Company ,  PakInsurance ,  fo r  an 
In tegra ted  Genera l  Insurance  app l ica t ion  fo r  a l l 
l ines  o f  bus iness  which  inc lude  Mar ine ,  F i re , 
Motor  and  Enginee r ing  Insurance .

The  ma jor  p rob lem  tha t  Ahsan  sees  in 
PakInsurance ’s  approach  i s  tha t  they  seem 
ob l iv ious  to  the  na tu re  o f  such  p ro jec ts .   They 
cur ren t ly  have  a  ve ry  rud imenta ry  sys tem  which 
pa r t i a l ly  ca te r s  to  the i r  bus iness  needs .   The re 
a re  a  lo t  o f  exce l  shee t s  moving  a round  and 
knowledge  o f  bus iness  p rocesses  i s  more  o r  l es s 
wi th  ind iv idua ls .   On  top  o f  tha t  they  expec t  the 
sys tem  to  be  bu i l t  and  implemented  wi th in  a 
pe r iod  o f  1  year .   The  implementa t ion  would  no t 
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only  inc lude  the i r  head-of f i ce  bu t  dozens  o f 
b ranches  a l l  ove r  the  coun t ry .

InsurSof t  a l ready  has  a  decen t  p roduc t  which 
cove rs  a  good  b i t  o f  Genera l  Insurance  bus iness , 
bu t  i t  would  need  a  fu l l  r e -wr i t e  because  the 
c l i en t  i s  unde r  the  impress ion  tha t  the  so f tware 
mus t  do  100% of  a l l  the i r  bus iness  func t ions  and 
no th ing  would  be  ou ts ide  the  sys tem.

Ahsan  knows  tha t  the  c l i en t  has  deep  pocke ts 
and  can  ac tua l ly  foo t  the  b i l l .   The  rea l  i s sue  i s 
the  ve ry  t igh t  t ime- l ine  and  ve ry  h igh 
expec ta t ions  f rom  the  sys tem.   He  has  had 
numerous  sess ions  wi th  the  IT  manager  o f  the 
c l i en t ,  Ayesha ,  who  i s  qu i t e  good  a t  manag ing 
an  IT  depa r tment .   Unfor tuna te ly ,  she  has  ve ry 
l i t t l e  exposure  o f  implement ing  such  l a rge 
so f tware  sys tems .

Ayesha  has  exp la ined  to  Ahsan  the  company  i s 
g rowing  ve ry  fa s t  and  i s  in  despe ra te  need  o f  a 
fu l l  f l edged  we l l  in tegra ted  sys tem  which  would 
no t  on ly  manage  the  bus iness  bu t  a l so  he lp  i t 
g row smooth ly  and  wi thou t  d i sa s te r s .

She  has  a l so  exp la ined  tha t  th i s  i s  the  f i r s t 
ma jor  so f tware  implementa t ion  in  the  company’s 
h i s to ry .   They  have  rev iewed  many  of f - the -she l f 
p roduc t s  bu t  d id  no t  f ind  any  which  cove red 
the i r  requ i rements  even  50%.   They  bo th 
unders tand  tha t  a  good  b i t  o f  bus iness  p rocess 
re -eng inee r ing  i s  requ i red  to  implement  o f f - the -
she l f  p roduc ts  and  the  company  i s  jus t  no t  ready 
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fo r  so  much  change .   So  they  have  gone  fo r  the 
easy  way  ou t ,  bu i ld  a  p roduc t  f rom  sc ra tch  tha t 
f i t s  the  o rgan iza t ion  l ike  a  g love .

I f  i t  wasn’ t  fo r  the  t ime  l ines ,  Ahsan  would  love 
to  work  on  th i s  p ro jec t  because  i t  would  no t 
on ly  pay  good  money  bu t  a l so  he lp  ma ture  the i r 
cur ren t  Genera l  Insurance  Produc t .   To  make 
ma t te r s  worse ,  he  a l so  knows  tha t  a  lo t  o f 
change  management  would  need  to  be  done  in 
the  p rocess  which  a lways  t akes  so  much  t ime .
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ALL THAT GLITTERS

I t  i s  2pm,  Ahsan  has  jus t  re tu rned  f rom  lunch , 
he  had  spen t  a lmos t  a l l  the  morn ing  p repa r ing 
and  rev iewing  h is  r i sk  l i s t .   The re  were  j us t  too 
many  of  the  r i sks  which  had  a  good  probab i l i ty 
o f  occur r ing .   He  has  enough  expe r ience  to 
know  tha t  fo r  each  r i sk  he  can  pu t  in  p lace  a 
good  mi t iga t ion  s t ra tegy  bu t  some  of  these 
would  s t i l l  no t  be  ab le  to  save  a  schedu le  s l ip  i f 
a  even t  occurs .   

A  qu ick  ca l l  to  Ayesha  a lso  d id  no t  he lp .   She  i s 
c lea r  tha t  p r i ce  i s  nego t iab le  bu t  t ime- l ine  i s 
no t .   

I t  j us t  doesn’ t  look  r igh t .   Ahsan  mus t  t e l l  h i s 
s en io r  management  tha t  th i s  p ro jec t  i s  a  non 
s ta r t e r .   He  would  have  to  exp la in  to  h i s 
management  tha t  the  c l i en t  has  to  be  f l ex ib le  a s 
rega rds  to  the  fo l lowing  po in t s  o the rwise  i t 
would  no t  be  feas ib le  to  b id  fo r  the  p ro jec t .

1 . De l ive r  100% func t iona l i ty
2 . De l ive r  fu l l  func t iona l i ty  wi th in  1  yea r
3 . Deploy  a t  head-of f i ce  and  a l l  b ranches 

wi th in  1  yea r
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TROUBLE

I t  i s  5pm,  Ahsan  i s  supposed  to  mee t  Kamran, 
who  i s  the  Di rec to r  fo r  cus tomized  deve lopment 
in  InsurSof t .   Kamran’s  sec re ta ry ’s  ca l l 
in te r rup ted  h i s  mus ing  and  wi th in  minu tes  he 
was  in  Kamran’s  room  ge t t ing  ready  fo r  the 
d i scuss ions  ahead.

“So  wha t  do  you  th ink  abou t  th i s  g rea t 
oppor tun i ty” ,  s a id  Kamran.  “Wel l ,  the re  i s  a 
pos i t ive  and  a  nega t ive  s ide  to  i t ” ,  sa id  Ahsan 
wi th  a  b i t  o f  a  conce rned  look .

“Say  your  mind” ,  encouraged  Kamran .   Ahsan 
con t inued,  “The  pos i t ive  s ide  i s  tha t  the  c l i en t 
unde rs tands  tha t  i t  would  cos t  a  good  b i t  o f  sum 
to  ge t  th i s  p ro jec t  r igh t  and  i t  would  a lso  g ive 
us  a  chance  to  ma ture  our  p roduc t  l ine .   The 
nega t ive  s ide  i s  tha t  the  c l i en t  wan ts  i t  a l l  done 
in  one  yea r  a long  wi th  a  bucke t  fu l l  o f 
func t iona l i ty  th rown in” .

 
“Have  you  t r i ed  t a lk ing  to  them  about  these 
po in t s?   Maybe  they  j us t  need  a  l i t t l e  educa t ion 
in  th i s  a rea” ,  o f fe red  Kamran .

“They  have  a  smar t  pe rson  a s  the i r  IT  Manager 
and  I  have  had  numerous  d i scuss ions  wi th  he r . 
Unfor tuna te ly ,  none  o f  the i r  sen io r  t eam has  had 
exposure  to  la rge  so f tware  implementa t ions  and 
they  th ink  tha t  any th ing  can  be  accompl i shed  i f 
the  budge t  i s  b ig  enough .   To  top  i t  a l l  they 

Page 15 of 129



                   Large Software Projects

want  the  implementa t ion  done  a t  the i r  head-
of f i ce  and  a l l  the i r  b ranches  wi th in  th i s  t ime 
f rame  of  one  year” ,  con t inued  Ahsan .

Kamran  l eaned  fo rward  a s  he  began  to  speak 
“Ahsan ,  th i s  p ro jec t  i s  coming  in  a t  a  ve ry 
impor tan t  t ime ,  as  you  know  tha t  fo r  the  pas t 
few  months  bus iness  has  been  a  l i t t l e  s low  and 
we  have  no t  been  ab le  to  b r ing  in  enough  work 
fo r  our  l a rge  deve lopment  t eam.   We  mus t  no t 
l e t  th i s  p ro j ec t  s l ip  by  because  we  need  i t  to 
ma in ta in  our  cash  f lows .”

Ahsan  con t inued,  look ing  more  g rave  now  “I 
unde rs tand  tha t  bu t  the  r i sk  l i s t  i s  jus t  too  long 
and  the  c l i en t  i s  jus t  too  na ïve .   They  a re  no t 
ready  to  l i s ten  to  log ic  and  I  know tha t  a l though 
they  l ike  our  work  and  would  p robab ly  p re fe r  us 
ove r  any  o the r  compe t i to r ,  I  am  a f ra id  i f  I  push 
too  ha rd  they  would  ac tua l ly  t ake  away  the 
p ro jec t  f rom  us .   I  don’ t  know  how  to  ba lance 
our  company’s  need  wi th  the  l ack  o f 
unde rs tand ing  by  the  c l i en t .   We  shou ld  no t  ge t 
in to  any  p ro jec t  tha t  cou ld  even tua l ly  ge t  us  a 
bad  name .   A  pro j ec t  o f  th i s  s i ze  can  ha rd ly  be 
deve loped  in  one  year  leave  a lone  do ing 
implementa t ions  a l l  ove r  the  coun t ry .”

Kamran  was  now  be ing  more  pe rsuas ive ;  he 
con t inued  “Look  Ahsan ,  you  have  been  wi th  us 
fo r  many  years  now  in  your  capac i ty  as  Pro jec t 
Manager .   You  know  tha t  somehow  we  have  to 
manage  the  r i sks  and  succeed  wi th  th is  p ro jec t . 
I  am  a f ra id  I  canno t  o f fe r  you  any  immedia te 
so lu t ion  to  your  p red icament  bu t  do  some 
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th ink ing  on  i t  and  f igure  ou t  a  so lu t ion .   We 
mus t  do  our  bes t  to  c lose  the  dea l . ”

Ahsan  took  a  deep  b read th  and  reques ted  fo r  h i s 
l eave .   He  sa id  tha t  he  wi l l  s leep  ove r  i t  and  ge t 
back  to  Kamran  in  a  coup le  o f  days .
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THE INNER VOICE

I t  was  9am  the  nex t  morn ing  and  Ahsan  was 
wa lk ing  f rom  the  ca r  pa rk  to  h i s  o f f i ce .   He  had 
had  a  d is tu rbed  n igh t .   He  was  conv inced  tha t 
the  c l i en t ’s  a t t i tude  i s  no t  cor rec t  and  tha t 
ge t t ing  in to  th i s  p ro jec t  cou ld  spe l l  a  lo t  o f 
t roub le  i f  the  c l i en t  s tuck  to  h i s  guns  wi th 
re spec t  to  the  fo l lowing  po in t s

1 . De l ive r  100% func t iona l i ty
2 . De l ive r  fu l l  func t iona l i ty  wi th in  1  yea r
3 . Deploy  a t  head-of f i ce  and  a l l  b ranches 

wi th in  1  yea r

He  had  done  some  rough  es t ima t ion  based  on  h i s 
expe r ience  wi th  Insurance  Sof tware  in  gene ra l 
and  Genera l  Insurance  Sof tware  in  pa r t i cu la r . 
The  fu l l  e f fo r t  was  coming  ou t  to  be  abou t  125 
pe rson-months .   He  a l so  knew  fu l ly  we l l  f rom 
exper ience  tha t  the  be low  equa t ion  to  conver t 
e f fo r t  in to  schedu le  he ld  t rue  in  mos t  cases :

3  *  e f fo r t - in -man-months ^ 1 / 3

 
Through  th i s  equa t ion  the  resu l t  was  work ing 
ou t  to  be  3  *  5  =  15  ca lenda r  months  o f 
schedu le .   How  to  exp la in  th i s  to  Ayesha?  She 
would  ins i s t  tha t  such  equa t ions  can  be  p roved 
wrong  wi th  a  s t rong  mot iva ted  t eam.   

Th i s  thought  made  Ahsan  even  more  worr ied , 
two  of  h is  bes t  deve lope rs  had  j us t  res igned , 
one  wanted  to  pursue  a  h ighe r  educa t iona l 
degree  and  the  o the r  was  moving  to  an  Insurance 
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Company  which  had  made  h im  an  o f fe r  he  j us t 
cou ldn’ t  re fuse .

Wi th  a  new  team  Ahsan  would  be  lucky  i f  i t 
cou ld  make  the  more  conse rva t ive  schedu le  o f  

4  *  e f fo r t - in -man-months ^ 1 / 3

Which  worked  ou t  to  be  20  ca lenda r  months , 
th i s  would  de f in i t e ly  no t  be  accep tab le  to  the 
c l i en t .

He  dec ided  to  ca l l  h is  o ld  f r i end ,  Danesh ,  f rom 
the  days  when  they  were  toge the r  a t  the 
compute r  sc ience  co l l ege .
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EXPERIENCE

Danesh  was  amongs t  those  s ince re  peop le  who 
one  cou ld  a lways  tu rn  to  fo r  good  adv ice .   He 
no t  on ly  had  a  good  hea r t ,  a lways  ava i l ab le  to 
come  to  your  he lp ,  bu t  a  s t rong  c rav ing  fo r 
knowledge  which  made  h im  read  a l l  ava i lab le 
ma te r ia l  on  sof tware  p ro j ec t  management ,  h i s 
pe t  sub jec t .

Ahsan  wa i ted  pa t ien t ly  a s  the  phone  rang  a t  the 
o the r  end .   Then  somebody  p icked  up  the  phone 
and  Danesh’s  fami l i a r  vo ice  ch i rped  in .   Ahsan 
c lea red  h is  th roa t  and  began  to  speak  “Hi ! 
Danesh ,  how  are  th ings?   Th i s  i s  Ahsan .   I  hope 
I  have  no t  caugh t  you  a t  a  busy  t ime? ”   Danesh 
immedia te ly  recogn ized  h is  o ld  f r i end  and  they 
exchanged  g ree t ings  and  we l l  wishes .   Ahsan 
then  came  to  the  po in t  and  gave  Danesh  the 
de ta i l s  o f  h is  p red icament .

“Hmm.  Sounds  l ike  you  a re  in  qu i t e  a  soup!   I f 
you  a re  f ree  in  the  even ing  then  i t  would  be 
be t t e r  to  go  ove r  these  de ta i l s  face  to  face .   By 
then  I  would  a l so  ge t  some  t ime  to  th ink  abou t 
a l l  the  in forma t ion  you  have  jus t  g iven  me” , 
s a id  Danesh .

Ahsan  was  de l igh ted  tha t  Danesh  was  wi l l ing  to 
no t  on ly  th ink  abou t  h i s  p rob lem’s  so lu t ion  bu t 
a l so  o f fe r  ded ica ted  t ime  fo r  h is  f r i end .  
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They  se t  up  the  t ime  and  venue  and  the  ca l l 
ended.
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KNOWING WHAT YOU WANT 

Ahsan  was  a l ready  a t  the  re s tauran t  when 
Danesh  reached.   They  o rde red  the  mea l  and 
se t t led  in  fo r  the  impor tan t  conversa t ion .

“So  why  i s  your  c l i en t  in  such  a  hur ry  to  ge t  the 
so f tware?   I  be l i eve  they  mus t  have  se r ious 
expans ion  p lans .   Pe rsona l ly ,  in  such  s i tua t ions 
i t  i s  bes t  to  ge t  a  decen t  o f f - the -she l f  p roduc t 
and  implement  a  van i l la  ve rs ion” ,  mused 
Danesh .

“Yes ,  bu t  these  guys  a re  d i f fe ren t ;  they  a re 
conv inced  tha t  the i r  bus iness  p rocesses  a re 
a l ready  ve ry  lean  and  ag i l e  and  tha t  the re  i s  no 
o f f - the -she l f  package  ou t  the re  which  de l ive rs 
on  the i r  p rocess  requ i rements .   I  know for  a  fac t 
tha t  they  have  done  a  lo t  o f  homework” , 
exp la ined  Ahsan .

 
“So  wha t  you  a re  say ing  i s  tha t  the i r  p rocess 
and  con t ro l s  a re  the i r  compe t i t ive  advan tage? ” 
a sked  Danesh .

“Yes ,  qu i t e  r igh t .  They  a re  ve ry  impress ive 
when  i t  comes  to  con t inuous  qua l i ty 
improvement  in i t i a t ives .   The i r  sen io r 
management  has  gone  to  g rea t  l eng ths  to  make 
the  o rgan iza t ion  ve ry  ag i le .   F rom  the i r  po in t  o f 
v iew  wa i t ing  a  yea r  i s  a  lo t  o f  t ime  and  tha t  i s 
why  they  don’ t  wan t  to  change  even  a  s ing le 
p iece  o f  document  o r  p rocess  s t ep  un less  and 
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unt i l  we  rea l ly  have  a  ve ry  good  case” , 
con t inued  Ahsan .

“ I  pe rsona l ly  fee l  tha t  you  have  a  ve ry  good 
c l i en t  who  jus t  needs  a  l i t t l e  educa t ion  on  the 
way  the  so f tware  i s  deve loped  and  implemented . 
The  cha l l enge  i s  to  conv ince  them  somehow  tha t 
i t  i s  be t t e r  to  go  s low  and  s teady  then  to  rush  in 
and  end  up  wi th  a  low  qua l i ty  p roduc t .   Wha t 
so f tware  deve lopment  me thodology  a re  you 
p lann ing  to  use? ”  a sked  Danesh .

“Wel l ,  we  a re  ve ry  s t rong  wi th  the  Ra t iona l 
Uni f i ed  Process  (RUP) .   I t  g ives  you  the 
f l ex ib i l i ty  o f  i t e ra t ions  and  ye t  o rgan izes  the 
p ro jec t  qu i te  fo rma l ly  in to  phases .   For  a l l  l a rge 
p ro jec t s  we  gene ra l ly  go  down  the  RUP  pa th” 
exp la ined  Ahsan .

“My  f r i end  th i s  p ro j ec t  may  no t  de l ive r  the 
f ru i t s  your  c l ien t  i s  look ing  fo r  un le s s  and  un t i l 
you  th row  in  a  good  f l avour  o f  Agi le  so f tware 
deve lopment .   Remember ,  the  c l i en t  i s  s t rong 
wi th  p rocesses  and  con t ro l s  bu t  weak  wi th 
exposure  to  so f tware  t echno logy .   They  migh t 
no t  know  wha t  they  want  t i l l  they  see  i t .   I t 
migh t  be  too  l a te  by  then”  adv i sed  Danesh .

“Te l l  you  wha t ,  l e t  me  con tac t  Mar ium  and  see 
i f  she  can  spend  somet ime  wi th  us  to  so r t  ou t 
th ings”  con t inued  Danesh .
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Ahsan  had  hea rd  abou t  Mar ium,  she  was  a  ve ry 
sen io r  so f tware  deve lopment  p rac t i t ione r  and 
ve ry  s t rong  wi th  de l ive r ing  l a rge  so f tware 
p ro jec t s .   She  was  5  yea rs  sen io r  to  bo th  Ahsan 
and  Danesh  and  was  cons ide red  an  expe r t  in  the 
a rea  o f  manag ing  compe t ing  and  conf l i c t ing 
p r io r i t i e s .   Ahsan  cons ide red  h imse l f  ve ry  lucky 
to  ge t  adv ice  f rom such  an  expe r t .   

He  reques ted  Danesh  to  ge t  t ime  f rom Mar ium in 
the  nex t  coup le  o f  days  s ince  he  cou ld  no t  wa i t 
any  longe r .   He  was  a f ra id  tha t  the  c l i en t  would 
sense  tha t  he  was  ge t t ing  co ld  fee t  and  look 
e l sewhere  fo r  a  so f tware  so lu t ion .
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THINK BEFORE YOU LEAP

Danesh  had  been  ab le  to  conv ince  Mar ium  to 
g ive  them  an  hour  so  tha t  they  cou ld  ge t  some 
gu idance  f rom  he r  expe r ience .   They  had  bo th 
a r r ived  ea r ly  a t  Mar ium’s  o f f i ce  who  ran  he r 
own sof tware  consu l t ing  and  adv i sory  company .

Danesh  s ta r t ed  the  conversa t ion  by  g iv ing  he r  a 
fu l l  background  of  the  s i tua t ion .   Ahsan  jo ined 
the  conversa t ion  whenever  he  fe l t  the re  was  a 
need  fo r  de ta i l s .

Af te r  the  f i r s t  15  minu tes  Mar ium  had  a l ready 
g rasped  the  scena r io  bu t  a sked  Ahsan  to  g ive 
more  de ta i l s  o f  the  requ i red  func t iona l i ty .

Ahsan  exp la ined  tha t  the  company  pr imar i ly 
dea l t  wi th  four  l ines  o f  gene ra l  insurance 
bus iness .   Namely :  Mar ine ,  F i re ,  Motor ,  and 
Enginee r ing .   He  a l so  exp la ined  tha t  the 
so f tware  workf low  gene ra l ly  s teps  th rough  

- Quota t ion
- Po l icy  admin is t ra t ion
- Premium account ing
- Cla ims
- Re- insurance
- Renewals

Mar ium  then  asked  Ahsan  how  he  wanted  to 
p roceed  wi th  the  so f tware  deve lopment .
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“Wel l  cons ide r ing  tha t  we  have  good  exposure 
to  the  bus iness ;  i t  i s  ev iden t  tha t  the re  a re 
s imi la r i t i e s  wi th in  the  d i f fe ren t  l ines  o f 
bus iness .   Th i s  means  tha t  i f  we  can  do  a 
thorough  ana lys i s  o f  a l l  the  requ i rements  o f  a l l 
the  l ines  then  we  cou ld  bu i ld  reusab le  code  to 
ca te r  to  the  whole  so f tware”  exp la ined  Ahsan.

“But  Danesh  ment ioned  tha t  the  c l i en t  i s  no t 
ve ry  comfor tab le  wi th  t echno logy  so  how  wi l l 
you  eve r  know  tha t  they  l ike  wha t  you  a re 
bu i ld ing  fo r  them”  asked  Mar ium.

“Wel l ,  we  fo l low  the  RUP  process  and  do  g ive 
execu tab les  to  c l i en t s  a t  the  end  o f  each 
i t e ra t ion .   Genera l ly  our  i t e ra t ions  a re  two  to 
th ree  months  apa r t  so  the  c l i en t  has  a  good  fee l 
o f  the  p roduc t  be fore  we  go  LIVE”  exp la ined 
Ahsan .

“But  remember  tha t  the  c l i en t  i s  no t  wi l l ing  to 
absorb  any  schedu le  de lays  so  i f  you  ge t 
feedback  a t  l a rge  t ime  in te rva l s  you  wi l l  neve r 
have  the  chance  to  cor rec t  your  course  and  s t i l l 
de l ive r”  con t inued  Mar ium.

Danesh  came  to  Ahsan’s  re scue  and  exp la ined 
tha t  th i s  i s  exac t ly  why  they  had  come  to 
Mar ium.   They  wanted  an  approach  which  would 
manage  the  r i sk  fo r  bo th  the  pa r t i e s ,  InsurSof t 
a s  we l l  a s  the  c l i en t .
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Marium  tu rned  to  Ahsan  and  a sked  “Have  you 
asked  the  c l ien t  to  sp l i t  the  p ro jec t  a long  wi th 
the  con t rac tua l  and  payment  de ta i l s?   Tha t  way 
you  can  do  requ i rement  ga the r ing  in  phase -one 
and  then  bu i ld  the  p roduc t  in  phase - two.   Th i s 
way  bo th  the  pa r t i e s  have  the  f l ex ib i l i ty  o f 
wa lk ing  away  a f te r  phase -one  i f  the  r i sks  a re 
s t i l l  unmanageab le  o r  the  re la t ionsh ip  i s  jus t  no t 
c l i ck ing” .

Ahsan  exp la ined ,  “This  was  d i scussed  wi th  them 
bu t  they  seem  convinced  tha t  a  f ixed  p r ice 
p ro jec t  end- to -end  i s  wha t  they  need .   P robab ly 
they  th ink  tha t  i t  would  g ive  them  a  be t t e r 
nego t ia t ing  pos i t ion” .

Mar ium  shook  he r  head  “The  same  o ld  s to ry . 
Ok ,  le t  me  th ink  abou t  wha t  we  can  do .   P lease 
g ive  me  a  ca l l  tomorrow;  hopefu l ly  I  wi l l  have 
someth ing  fo r  you  to  use” .

Danesh  and  Ahsan  bo th  thanked  Mar ium  for  he r 
t ime  and  headed  back  to  the i r  o f f i ces .
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DIVIDE AND CONQUER 

I t  was  11am  the  nex t  morn ing  and  Ahsan  was 
abou t  to  make  the  ca l l .  He  rea l ly  cou ld  no t  th ink 
o f  any  new  op t ion  tha t  Mar ium  cou ld  come  up 
wi th .   Th i s  was  the  t e s t  o f  expe r ience  and  he 
hoped  tha t  Mar ium  would  pass  wi th  f ly ing 
co lours .

He  made  the  ca l l  and  found  Mar ium  on  the  l ine . 
Af te r  the  in i t i a l  p leasan t r i e s  Mar ium  s ta r t ed  to 
speak  thought fu l ly  “Ahsan,  I  have  g iven  your 
scena r io  a  lo t  o f  thought  and  i t  s eems  tha t  you 
shou ld  no t  ge t  in to  th i s  p ro j ec t  because  the 
c l i en t  i s  no t  open  to  d i scuss ions .   Danesh  had 
exp la ined  to  me  tha t  the  c l i en t  i s  ve ry  su re 
abou t  the i r  bus iness  p rocess ,  bu t  f rank ly 
whenever  a  so f tware  implementa t ion  t akes  p lace 
the re  a re  a lways  changes  to  the  way  th ings  a re 
done .   Peop le  who  do  p rocess  re -eng inee r ing 
wi thou t  cons ide ra t ion  o f  e f f i c ienc ies  b rought  in 
f rom  au tomat ion  need  to  re - look  a t  eve ry 
p rocess  to  ensure  tha t  the  r igh t  bene f i t s  a re 
de l ive red .   Wi th  the  cos t  o f  so f tware 
deve lopment  these  days ,  the  re tu rn-on-
inves tment  canno t  be  j us t i f i ed  un less  th i s 
p rocess  i s  fo l lowed.”  

“Yes ,  I  unde rs tand ,  bu t  how  shou ld  I  make  the 
c l i en t  unde rs tand”  wa i led  Ahsan.

“There  i s  a  way ;  we  have  to  work  wi th  the  c l ien t 
to  s lowly  make  them  unders tand.   I  sugges t  you 
p repa re  a  ve ry  good  presen ta t ion  on  how  and 
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why  so  many  sof tware  p ro j ec ts  have  fa i led .   I f 
you  can  de l ive r  the  p resen ta t ion  to  the  c l i en t  in 
an  e f fec t ive  way  i t  would  a t - leas t  make  them 
open  to  l i s t en ing” .

“When  you  f ind  tha t  the  c l i en t  i s  ready  to  l i s t en 
then  you  can  pu t  the  so lu t ion  on  the  t ab le  which 
I  am now about  to  o f fe r  you” .

Ahsan  was  now  ve ry  in te re s ted  and  was  a l l  ea rs 
“Go  on  p lease”  he  exc la imed.

“Wha t  you  need  to  o f fe r  the  c l ien t  i s  two 
proposa ls  to  be  approved  s imul taneous ly .   One 
o f  the  p roposa ls  would  be  to  bu i ld  the  whole 
so lu t ion  end  to  end  and  implement  a t  the  head 
o f f i ce  and  a  few  branches  fo r  on ly  one  l ine  o f 
bus iness ,  s ay  F i re  Insurance .   Th i s  way  the 
p ro jec t  and  re la ted  r i sks  become  manageab le . 
One  may  th ink  tha t  th is  way  your  ana lys is  would 
be  incomple te  because  you  have  no t  ana lyzed 
and  des igned  the  whole  so lu t ion  and  have  sor t -
o f  jumped  in  wi th  the  conc re te  app l ica t ion” 
con t inued  Mar ium.

“Yes  tha t  i s  wha t  I  was  jus t  th ink ing  and  won’ t 
i t  r a i se  the  to ta l  cos t  o f  deve lopment? ”  a sked 
Ahsan .

“Yes ,  i t  may  bu t  th is  i s  where  Agi le 
me thodolog ies  complement  the  eve r  popu la r 
Ra t iona l  Uni f i ed  Process .   Agi le  me thodolog ies 
be l i eve  tha t  the  c l i en t  shou ld  be  exposed  to 
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produc t ion  qua l i ty  execu tab le  a s  soon  as 
poss ib le .   Th i s  way  they  would  ge t  a  f i r s t -hand 
expe r ience  o f  the  rea l  th ing .   As  t ime  goes  by 
they  wi l l  r ea l i ze  tha t  th i s  approach  g ives  them 
much  more  f l ex ib i l i ty  than  the  p rev ious 
approaches .   I f  they  a re  se r ious  abou t  ach iev ing 
compe t i t ive  advan tage  th rough  the i r  bus iness 
p rocess  and  con t ro l s  then  th i s  i s  the  on ly  way  to 
go”  con t inued  Mar ium.

“Please  go  on”  sa id  an  exc i t ed  Ahsan.

“You  may  need  to  have  shor t  i t e ra t ions  o f  3  to  4 
weeks  and  a  p roduc t ion  qua l i ty  execu tab le  to 
show  to  the  c l i en t  wha teve r  func t iona l i ty  you 
p lanned  to  bu i ld  fo r  tha t  i t e ra t ion .   I t  would  be 
n ice  i f  you  cou ld  t ime-box  the  i t e ra t ion  pe r iod 
and  your  i t e ra t ion  p lan  shou ld  re f l ec t  a l l  these 
de ta i l s .   I f  your  team i s  re la t ive ly  new then  your 
approach  cou ld  be  t es t -d r iven  and  you  can  use 
pa i r -p rogramming  and  da i ly  bu i lds  to 
supp lement  the  qua l i ty  and  s tab i l i ty  o f  your 
app l ica t ion”  con t inued  Mar ium.

Ahsan  was  now  g leaming  wi th  exc i t ement  and 
added  “ I  am  beg inn ing  to  unders tand  wha t 
Danesh  was  say ing  somet ime  back  abou t  a 
p ro jec t  tha t  exposed  the  c l i en t ’ s  read iness  by 
making  pa r t  o f  the  func t iona l i ty  ava i l ab le  fo r 
p roduc t ion  env i ronment .   The  c l ien t  backed  o f f 
f rom  the  aggress ive  schedu le  when  they  rea l i zed 
tha t  they  themse lves  were  no t  ready  fo r  the 
aggress ive  GO LIVE da te” .
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“In  th is  case  i f  we  bu i ld  the  whole  p rocess  f rom 
quota t ions  to  renewa ls  fo r  one  l ine  o f  bus iness 
then  the  p res sure  would  be  on  the  c l i en t  to  go 
ahead  wi th  the  GO  LIVE.   Th i s  way  i f  a l l  goes 
we l l  we  can  be  su re  tha t  the  re s t  to  fo l low  wi l l 
a l so  go  we l l .   Bu t  i f  the re  a re  i s sues  then  the 
p ro jec t  would  be  sma l l  enough  to  make  t ime ly 
cor rec t ions  and  the  impac t  on  GO  LIVE  da te 
would  be  min ima l”  con t inued  Ahsan .

“Yes  exac t ly .   The  c l ien t  would  have  had 
enough  exposure  by  tha t  t ime  to  unders tand 
wha t  exac t ly  i s  so f tware  p ro jec t  r i sk  and  why 
bus iness  p rocesses  need  to  be  rev i s i t ed  in  such  a 
p ro jec t”  con t inue  Mar ium.

“And  now  we  shou ld  d i scuss  the  second 
proposa l .   Th i s  i s  the  one  where  you  p ropose  to 
ga the r  the  requ i rements  fo r  the  whole  p ro j ec t  a s 
a  sepa ra te  s imul taneous  e f fo r t .   Th i s  i s  requ i red 
because  the  c l i en t  has  to  have  the  comfor t  tha t 
whi le  you  a re  bu i ld ing  the  p roduc t  fo r  one  l ine 
o f  bus iness  ano the r  pa ra l l e l  t eam  i s  work ing  on 
the  ove ra l l  p ro j ec t  spec i f i ca t ions”  ex la ined 
Mar ium.

“Ok,  so  wha t  you  a re  say ing  i s  tha t  by  the  t ime 
the  f i r s t  p ro jec t  comple te s  and  we  GO  LIVE 
wi th  one  p roduc t  l ine ,  the  c l i en t  has  enough 
exposure  to  p rope r ly  p lan  the  ove ra l l  p ro jec t .   I t 
s eems  l ike  a  fa i r  op t ion  because  i t  would  g ive 
the  c l i en t  the  f l ex ib i l i ty  to  go  to  ano the r 
so f tware  company  fo r  a  f re sh  b id  in  case  he 
does  no t  l ike  our  work  o r  f inds  us  too 
expens ive .   I  am  sure  tha t  we  wi l l  come  up  to 
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the i r  expec ta t ions  bu t  in  my  presen ta t ion  I  can 
make  a  good  case  wi th  a l l  the  s t reng ths  o f  th i s 
two-proposa l  scheme”  mused  Ahsan .   “ In  th i s 
way  bo th  we  and  our  c l ien t  would  no t  have  los t 
any  t ime  because  a  fu l l  r equ i rements 
spec i f i ca t ion  would  be  ready  and  s igned  o f f  by 
ope ra t iona l  un i t s  o f  PakInsurance . ”

“So  a re  you  good  to  go?  I  s ee  tha t  you  have 
unders tood  the  g is t  o f  our  r i sk  management 
s t ra tegy .   You  are  a  good  l ea rne r”  sa id  a  happy 
Mar ium.   

“Yes ,  I  can’ t  thank  you  enough .   Rea l ly 
apprec ia te  a l l  your  he lp”  sa id  Ahsan.

They  cha t t ed  a  b i t  more  on  the  va lue  o f 
thorough  p lann ing  and  comple teness  o f  the 
p ro jec t  t ask  l i s t  and  then  the  ca l l  ended  wi th 
Ahsan  p rofuse ly  thank ing  Mar ium.
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DO THEY LIKE IT  TOO? 

Ahsan  went  ove r  the  de ta i l s  o f  Mar ium’s  adv ice 
wi th  Kamran  who  l iked  the  approach.   The  b ig 
ques t ion  was  whe the r  the  c l i en t  would  l ike  i t  o r 
no t?

They  se tup  the  mee t ing  wi th  Ayesha  and  the 
sen io r  management  o f  PakInsurance .  I t  was 
go ing  to  be  a  tough  two  hour  ses s ion  where  the 
f i r s t  hour  would  be  Ahsan’s  p resen ta t ion  on  the 
approach  and  the  so f tware  deve lopment  and 
implementa t ion  me thodology  and  the  second  was 
go ing  to  be  a  more  in te rac t ive  ses s ion  on  the 
ove ra l l  cos t  and  schedu le  o f  the  p ro j ec t .

Kamran  and  Ahsan  had  worked  ve ry  ha rd  on  the 
two  proposa ls  and  had  pu t  in  good  b i t  o f  de ta i l s 
abou t  the  me thodology ,  t echno logy ,  cos t s  and 
schedu le  o f  deve lopment  and  implementa t ion  / 
dep loyment  /  cu t -ove r .
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THE BIG DAY

Ahsan  and  Kamran  reached  the  mee t ing  venue 
abou t  15  minu tes  be fore  t ime  to  check  the 
a r rangements  and  be  ready  fo r  the  p resen ta t ion .

Ayesha  and  sen io r  management  o f  PakInsurance 
came  on  t ime  and  they  had  a  qu ick  in t roduc t ion 
cyc le .   Ayesha  made  i t  a  po in t  to  in t roduce 
Eihaab  who  was  a  young  man  wi th  a  p leasan t 
pe rsona l i ty .   Ayesha  in t roduced  h im  wi th  the 
remark  tha t  he  was  the i r  sy s tems  expe r ience 
guy .   He  had  recen t ly  jo in t  PakInsurance  f rom  a 
l a rge  Insurance  company  which  had  ve ry  good 
in forma t ion  sys tems .   He  was  the  in forma t ion 
sys tem’s  coord ina to r  fo r  the  company  and  was 
pa r t  o f  a  lo t  o f  la rge  IT  p ro j ec ts .   Th i s  was  a 
re l i e f  fo r  Ahsan  because  now  he  knew  tha t  in 
Ayesha  and  Eihaab  he  had  two  peop le  who  cou ld 
unders tand  the  complex i t i es  o f  a  l a rge  so f tware 
deve lopment  p ro jec t .

Ahsan  had  worked  ve ry  ha rd  to  p repa re  a  good 
presen ta t ion  and  i t  showed  when  he  spoke .  The 
p resen ta t ion  l a s ted  abou t  40  minu tes  and  Ahsan 
took  ques t ions  a t  the  end.   One  execu t ive  a sked 
why  they  were  dev ia t ing  f rom  the  o r ig ina l  p lan 
o f  one  f ixed  p r iced  p ro j ec t  p roposa l .  Anothe r 
a sked  why  they  wanted  to  bu i ld  j us t  one 
bus iness  l ine  ins tead  o f  a l l  the  bus iness  l ines .  A 
th i rd  cou ld  no t  unde rs tand  why  jus t  wr i t e 
requ i rement  spec i f i ca t ions .   
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Ahsan  and  Kamran  f i e lded  the  ques t ions  and 
t r i ed  the i r  bes t  to  exp la in  why  i t  i s  impor tan t 
fo r  ove ra l l  so f tware  qua l i ty  and  i t s  u l t ima te 
success  to  sp l i t  the  r i sk .   They  exp la ined  a  l i t t l e 
abou t  the  long  s low  process  o f  change 
management  and  how i t  would  a f fec t  the  success 
o f  the  p ro jec t .

The re  came  a  t ime  in  the  d iscuss ion  when  Ahsan 
thought  tha t  they  would  lose  the  b id .   Th i s  i s 
when  Ayesha  and  Eihaab  came  to  the  rescue . 
Ayesha  exp la ined  to  he r  t eam  tha t  as  pa r t  o f  the 
due  d i l igence  exe rc i se  they  had  con tac ted  some 
of  InsurSof t  c l i en ts  fo r  the i r  re sponses .   A lmos t 
a l l  o f  them  were  ve ry  happy  wi th  the  qua l i ty  o f 
work  and  the  smooth  t rans i t ion  a t  GO  LIVE. 
Some  lamented  abou t  the  h igh  fees  and  the  long 
schedu les  bu t  s t i l l  ins i s t ed  tha t  InsurSof t  was  by 
fa r  the  bes t  vendor  in  the i r  marke t  space .

Eihaab  added  va lue  by  t a lk ing  abou t  one 
pa r t i cu la r ly  bad  expe r ience  an  ex-employer  had 
wi th  a  l a rge  p ro j ec t .   They  had  a  good 
re la t ionsh ip  wi th  a  sma l l  so f tware  vendor  and 
had  found  them  qu i te  good  a t  de l ive ry  o f  sma l l 
p ro jec t s .   They  made  the  mis take  o f  g iv ing  them 
the  deve lopment  o f  the  en te rpr i se  so f tware  and 
rea l i zed  tha t  i t  was  jus t  too  much  fo r  them. 
La rge  p ro jec t s  have  the i r  own  eccen t r i c 
behav ior  and  requ i re  subs tan t i a l  expe r ience  to 
p lan  and  execu te  these  the  r igh t  way .   He 
fu r the r  s t a ted  tha t  the  approach  tha t  Ahsan  had 
b rought  in  was  t ru ly  impress ive  and  showed  h is 
own  and  h i s  o rgan iza t ion’s  ab i l i ty  to  env is ion 
such  l a rge  a ss ignments .
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Ahsan  cou ld  t e l l  tha t  E ihaab  had  been  we l l 
b r i e fed  by  Ayesha  and  she  had  done  a  good  job 
o f  h igh l igh t ing  a l l  the  p i t fa l l s  tha t  Ahsan  had 
d i scussed  wi th  he r .   He  fe l t  tha t  the re  was  a 
good  b i t  o f  t rus t  deve lop ing  be tween  the  two 
organ iza t ions  and  th ings  were  f ina l ly  work ing 
ou t .

The  head  o f  IT ,  Ayesha ’s  boss ,  f ina l ly  remarked 
tha t  i t  was  now  t ime  to  c lose  the  dea l .   He  sa id 
tha t  PakInsurance  wi l l  ge t  back  to  InsurSof t 
wi th in  5  work ing  days  wi th  a  f ina l  “Yes”  o r  a 
“No” .

They  a l l  exchanged  g ree t ings  and  l e f t .

On  the  way  back ,  Kamran  congra tu la ted  Ahsan 
on  a  g rea t  p resen ta t ion .   They  bo th  wished  tha t 
PakInsurance  would  g ive  them  the  p ro jec t  bu t 
fe l t  sa t i s f i ed  tha t  they  had  done  the i r  bes t .
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BULL’S  EYE

On  the  f i f th  day  f rom  the  t ime  of  the  l as t 
mee t ing ,  Ahsan  go t  a  ca l l  f rom  Ayesha  and  go t 
the  good  news  tha t  they  had  been  awarded  bo th 
the  p ro j ec t s .   

Th i s  mean t  tha t  he  needed  to  immedia te ly  make 
e f fo r t s  to  mobi l i ze  the  t eams  and  the 
mobi l i za t ion  pe r iod  was  se t  to  1  month  in  the 
p roposa l ,  bo th  p ro jec t s  were  to  s t a r t 
s imul taneous ly  and  f in i sh  wi th in  5  months  o f 
the  s t a r t .

Ahsan  f i r s t  ca l l ed  up  Mar ium  and  in formed  he r 
abou t  InsurSof t ’ s  success fu l  b id .  He  aga in 
thanked  he r  fo r  the  va luab le  t ime  and  gu idance 
she  had  p rov ided .   He  then  ca l l ed  up  Danesh  and 
gave  h im the  good  news .

“Danesh ,  can  you  spa re  somet ime  to  d i scuss 
some  of  the  f ine r  po in t s  o f  Agi le  me thodolog ies . 
Mar ium had  exp la ined  to  me  tha t  fo r  th i s  p ro j ec t 
I  wi l l  need  to  use  a  b lend  o f  Agi le  a long  wi th 
our  RUP.   I  am  no t  too  sure  whe the r  I  fu l ly 
unders tand  how  i t  can  be  done .”   Ahsan 
reques ted .

“Don’ t  wor ry  my  f r i end ;  l e t ’ s  mee t  today 
even ing  a t  the  beach  fo r  a  s t ro l l  and  a  cha t . 
Some  f re sh  a i r  would  do  us  bo th  some  good . 
La te r  you  can  t rea t  me  fo r  d inne r  a t  the  love ly 
re s tauran t  nea r  the  beach .    They  say  tha t  the 
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buf fe t  i s  ou t  o f  th is  wor ld  and  so  i s  the  p r ice .   I 
have  been  adv ised  tha t  one  shou ld  a lways  go 
the re  when  someone  e lse  i s  pay ing” ,  j oked 
Danesh .

Ahsan  conf i rmed  the  t ime  and  rendezvous  po in t 
and  pu t  down the  phone .

Page 38 of 129



                   Large Software Projects

THERE IS  METHOD TO THIS MADNESS

At  6pm  they  had  bo th  reached  the  rendezvous 
and  d i t ched  the i r  shoes  to  en joy  the  soo th ing 
fee l ing  o f  beach  sand  under  the i r  fee t .   The 
b reeze  was  coo l  and  the  wea the r  was  pe r fec t .   

“So  wha t  do  you  and  Mar ium  mean  when  you 
say  tha t  we  wi l l  have  to  b r ing  in  a  f l avour  o f 
Agi le  me thodolog ies  to  our  RUP? ”  a sked  Ahsan .

“Wel l ,  as  you  know  ve ry  we l l  a l ready  tha t  RUP 
i s  ve ry  good  when  you  have  l a rge  so f tware  to 
bu i ld  and  the re  a re  t echno logy  and  pe r fo rmance 
r i sks  invo lved”  re sponded  Danesh .

“But  th i s  case  i s  s l igh t ly  d i f fe ren t ;  he re  you 
have  a  c l i en t  who  i s  keen  to  s ta r t  us ing  the  bu i l t 
func t iona l i ty  in  the i r  day  to  day  bus iness .   Th i s 
means  tha t  you  have  to  bu i ld  p roduc t ion  qua l i ty 
code  f rom  day  one  and  then  ac tua l ly  dep loy  i t 
ea r ly  to  de l ive r  the  bene f i t s ”  con t inued  Danesh .

“Addi t iona l ly  the  c l i en t  i s  no t  ve ry  t echno logy 
savvy  so  they  don’ t  unde rs tand  the  inhe ren t 
complex i t i es  o f  bus iness  p rocess  au tomat ion . 
Th i s  means  tha t  you  cou ld  expe r ience  the  “ I 
don’ t  know  wha t  I  wan t ,  bu t  tha t ’ s  no t  i t ! !” 
syndrome  i f  you  wa i t  too  long  to  show  the 
conc re te  p roduc t  fea tu res  to  them.   Tha t  i s  why 
you  shou ld  no t  go  fo r  typ ica l  2  to  3  month 
i t e ra t ion ,  bu t  ins tead  you  shou ld  have  3  to  4 
week  i te ra t ions  a t  the  end  o f  which  you  wi l l  be 
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de l ive r ing  p roduc t ion  qua l i ty  execu tab le  to  the 
c l i en t  to  rev iew,  te s t  and  g ive  feedback.”

“To  top  i t  a l l ,  you  have  had  a t t r i t ion  in  your 
t eam  recen t ly  so  the  team  is  no t  ve ry 
expe r ienced  wi th  the  domain  as  we l l  as  the 
too l s .   Th i s  means  tha t  you  need  to  t ime-box 
your  i t e ra t ions  fo r  be t t e r  con t ro l  and  have 
v i s ib i l i ty  in to  the  p ro jec t  s ta tus”  con t inued 
Danesh .

“You  can  ca l l  me  dumb,  bu t  rea l ly  wha t  does 
t ime-box ing  mean? ”  a sked  a  confused  Ahsan.

“ I t  i s  a  s imple  concep t  rea l ly .   You  dec ide  on 
the  func t iona l i ty  you  want  to  bu i ld  in  your 
i t e ra t ion  p lan  a t  the  beg inn ing  o f  your  i t e ra t ion 
bu t  then  a f t e r  abou t  2  weeks  you  check  your 
s t a tus  and  rea l i s t i ca l ly  see  i f  you  can  mee t  a l l 
the  obj ec t ives  o f  the  i t e ra t ion  p lan .   I f  no t ,  then 
a t  tha t  t ime  you  dec ide  wha t  you  a re  go ing  to 
d rop  f rom  your  i t e ra t ion  so  tha t  wha teve r  i s 
sh ipped  a t  the  end  o f  the  i t e ra t ion  i s  p roduc t ion 
qua l i ty  and  comple te  in  i t s  func t ion”  responded 
Danesh .

“Oh,  so  you  mean  to  say  tha t  i f  I  dec ide  on 
do ing  4  use  cases  in  a  pa r t i cu la r  i t e ra t ion  and 
rea l i ze  mid  way  tha t  I  can  on ly  f in i sh  3  then  I 
shou ld  d rop  1  use  case  and  bu i ld  on ly  3 .   I 
unde rs tand  tha t  these  shou ld  be  p roduc t ion 
qua l i ty  and  I  shou ld  s t i l l  f in i sh  the  i t e ra t ion  on 
the  end  da te  and  no t  move  the  end  da te” 
con t inued  Ahsan .
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“Yes  exac t ly !  You  a re  a  qu ick  l ea rne r .   By  the 
way  you  cou ld  even  do  a  b i t  o f  the  4 t h  u se  case , 
fo r  example ,  i f  i t  has  in  add i t ion  to  the  bas ic 
f low,  5  a l t e rna te  f lows  then  you  cou ld  dec ide 
tha t  you  do  j us t  the  bas ic  f low  and  1  a l t e rna te 
f low.   Ge t  the  idea? ”  

Danesh  on ly  wa i ted  fo r  Ahsan  to  nod  and  then 
moved  on  to  exp la in  tha t  Agi le  me thodolog ies 
recommend  tha t  you  wr i t e  your  t es t  cases  ve ry 
ea r ly ,  idea l ly  even  be fore  deve lopment  s ta r t s  so 
tha t  you  a re  p roduc ing  h igh  qua l i ty  code  f rom 
day  one  which  i s  we l l  t e s ted .   He  fu r the r 
exp la ined  tha t  ce r t a in  sens i t ive  and  complex 
func t iona l i t i e s  a re  bes t  deve loped  us ing  pa i r 
p rogramming  which  a l so  l eads  to  l e ss  bugs  in 
the  app l ica t ion .    

“My  pe rsona l  favour i t es  a re  the  da i ly  bu i lds . 
They  rea l ly  b r ing  th ings  under  con t ro l 
e spec ia l ly  wi th  a  l a rge  t eam.   You  can 
f inanc ia l ly  inves t  a  b i t  in to  a  bu i ld  gene ra to r 
and  a  regres s ion  t e s t ing  too l  which  can  make 
th i s  p rocess  qu i t e  au tomated  and  s imple” 
con t inued  Danesh .

He  fu r the r  exp la ined  tha t  Ahsan  shou ld  rev iew 
mate r ia l  on  Agi le  me thodolog ies  and  p romised 
to  l end  some  re la ted  books  to  Ahsan.

They  f in i shed  the  conversa t ion  jus t  in  t ime  to 
see  the  sunse t  on  the  hor izon .   The  mee t ing 
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ended  wi th  a  sumptuous  d inne r  pa id  fo r  by  good 
o ld  Ahsan .
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THE TRUE TEST

The  nex t  morn ing  Ahsan  bus ied  h imse l f  in 
making  de ta i l ed  p lans  fo r  the  two  proj ec ts .  He 
had  a l ready  d i scussed  wi th  Kamran  tha t  they 
would  have  two  teams.  One  l ead  by  Abeer  and 
the  o the r  l ead  by  Minha .

Abeer  was  ve ry  s t rong  t echn ica l ly  and  would  be 
l ead ing  the  deve lopment  t eam  bu i ld ing  the 
p roduc t .   The  bus iness  l ine  they  had  se lec ted 
a f t e r  d iscuss ions  wi th  Ayesha  and  Eihaab  was 
Mar ine  Insurance .   I t  was  no t  as  b ig  a s  F i re  o r 
Enginee r ing  Insurance  and  no t  a s  sma l l  a s  Motor 
Insurance .   

Minha  who  was  the  bus iness  ana lys t  on  the 
InsurSof t  team  was  go ing  to  l ead  the  team  of 
bus iness  ana lys ts  who  would  document  the  fu l l 
so f tware  requ i rements  spec i f i ca t ion .   In  RUP 
te rms  they  would  bu i ld  the  comple te  Use  case 
mode l  and  re la ted  use  case  desc r ip t ions  and  ge t 
these  s igned  o f f  f rom PakInsurance .

Minha’s  t eam  would  need  to  be  mobi l i zed 
immedia te ly  s ince  they  would  need  to  s ta r t  wi th 
use  cases  fo r  Mar ine  Insurance .   Th i s  way  some 
t ime  sav ing  cou ld  be  made  on  beha l f  o f  Abee r ’s 
t eam.

Both  Minha  and  Abeer  would  repor t  to  Ahsan 
and  he  would  be  the  ove ra l l  p ro j ec t  manager .
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Kamran  and  Ahsan  had  a l so  se tup  the  Pro j ec t 
Management  Team  (PMT)  and  had  conf i rmed 
names  o f  pa r t i c ipan t s  fo r  i t  in  consu l ta t ion  wi th 
PakInsurance  sen io r  management .   The  PMT 
would  mee t  eve ry  two  weeks  and  a  runn ing 
score  ca rd  would  be  ma in ta ined  o f  de lays  caused 
by  e i the r  s ide .   Th i s  means  tha t  eve ry  two  weeks 
the re  would  be  a  cumula t ive  number  p resen ted 
to  the  PMT  in  te rms  o f  s ignof f  de lays ,  feedback 
de lays ,  t es t ing  de lays ,  fea tu re  comple t ion 
de lays ,  e t c .

Th is  would  pu t  th ings  in  b lack  and  whi te  and 
h igh l igh t  to  the  PMT  i f  any  t eam  is  no t 
pe r fo rming  e i the r  f rom  the  c l ien t  s ide  o r  f rom 
the  InsurSof t  s ide .

S ince  the  p roduc t  deve lopment  e f fo r t  was 
worked  ou t  to  be  approx ima te ly  20  man  months . 
I t  was  env i saged  tha t  i t  may  be  ach ievab le  in  5 
to  7  months .   Th i s  was  go ing  to  Abeer ’s 
cha l lenge  to  comple te  in  5  months .   Abee r 
would  l ead  a  t eam  of  5  deve lope rs .   2  would  be 
o ld  hands  and  3  new  programmers .   Abee r  was 
a l ready  s t rong  wi th  RUP  and  was  now  read ing 
up  on  Agi le  p rac t i ces  to  have  more  sk i l l s / too l s 
ava i lab le  to  h im  for  manag ing  h i s  t eam  and 
p roduc t ion  o f  a  robus t  p iece  o f  so f tware .   A  b ig 
advan tage  tha t  he  had  was  tha t  a  decen t  reusab le 
c las s  l ib ra ry  was  ava i l ab le  to  h im  which  cove red 
a  lo t  o f  gene ra l  insurance  func t iona l i ty .   He  had 
to  ensure  tha t  i t  was  ex tended  in  such  a  way  so 
tha t  i t s  func t iona l i ty  whi le  inc reas ing ;  rema ined 
ex tens ib le  and  reusab le .
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Minha  was  go ing  to  go  in  wi th  two  o the r 
ana ly s t s .   One  would  cove r  Mar ine  and  F i re  and 
the  o the r  would  cove r  Motor  and  Enginee r ing . 
Minha  had  the  advan tage  tha t  he r  whole  team 
inc lud ing  he rse l f  had  been  c lose ly  invo lved  in 
p rev ious  gene ra l  insurance  sys tem  pro jec ts 
which  were  fo r  sma l le r  insurance  companies  bu t 
had  g iven  them  enough  exposure  to  unders tand 
the  bus iness  workf low.

Ahsan  had  ca l led  them  bo th  fo r  a  k ickof f 
mee t ing  and  i t  was  p lanned  fo r  the  a f t e rnoon , 
s t ra igh t  a f t e r  lunch.
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NEED SOME LADY LUCK

Ahsan  reached  the  mee t ing  room  a t  the 
schedu led  t ime  of  2pm.   Minha  and  Abeer  were 
a l ready  the re .   They  had  a l l  worked  on  d i f fe ren t 
p ro jec t s  toge the r  and  knew each  o the r  we l l .

“Looks  l ike  we  have  a  tough  pro jec t  on  our 
hands !”  remarked  Minha  as  Ahsan  wa lked  in . 
She  had  read  th rough  the  mee t ing  minu tes  o f 
s es s ions  wi th  PakInsurance  and  had  a l so  gone 
th rough  the  h igh  l eve l  p lans  and  p resen ta t ion 
ma te r ia l  c i rcu la ted  by  Ahsan.  

“Yes ,  th i s  i s  go ing  to  be  qu i t e  a  cha l l enge” 
added  Abeer  who  was  s t i l l  go ing  th rough  the 
ma te r ia l  and  had  on ly  b rowsed  the  p lans .

“Peop le ,  the  fac t  i s  tha t  we  needed  th i s  p ro jec t 
bad ly ,  you  a l ready  know  tha t  the  pas t  few 
months  have  been  a  b i t  s low  and  cash  f low  was 
becoming  an  i s sue”  re sponded  Ahsan .   “We 
needed  the  p ro jec t  bo th  f rom  the  pe rspec t ive  o f 
cash  f low  as  we l l  a s  f rom  the  po in t  o f  v iew  of 
g rowing  the  bus iness  in  the  r igh t  d i rec t ion . 
Th i s  p ro j ec t  l e t s  us  k i l l  two  b i rds  wi th  one 
s tone” .

“Don’ t  be  so  apo loge t i c  boss .  We  have  seen 
worse .   F rank ly  we  a re  ve ry  impressed  by  the 
way  you  have  b roken  the  p ro jec t  and  conv inced 
the  c l i en t . ”  ch i rped  Abeer .
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“Wel l ,  I  am  g lad  you  l ike  i t !   Le t ’ s  d i scuss  the 
de ta i l ed  approach  we  want  to  t ake .   Then  each 
o f  you  wi l l  ge t  2  work ing  days  to  come  up  wi th 
de ta i l ed  p lans  fo r  the  p ro jec t .   Abee r ,  I  don’ t 
expec t  you  to  p lan  more  than  the  Incep t ion 
phase  a t  th i s  s t age  bu t  Minha ,  you  need  to  p lan 
ou t  which  bus iness  l ines  you  wi l l  f in i sh  when . 
Make  a  l i s t  o f  a l l  the  bus iness  l ines  tha t 
PakInsurance  i s  in to  a t  the  moment  and  we  wi l l 
t ake  i t  f rom  the re .   Does  tha t  sound  ok? ”  a sked 
Ahsan .

“Yes ,  sounds  good”  they  bo th  rep l i ed .

“See  you  in  two  days  then .   F in i sh  up  on  a l l  the 
ma te r ia l  I  gave  you ,  i t  w i l l  he lp  you  unders tand 
the  p ro j ec t  dynamics  be t t e r”  added  Ahsan  whi le 
ge t t ing  up  a s  a  ges tu re  to  ind ica te  the 
conc lus ion  o f  the  mee t ing .
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IS  EVERYONE ON THE SAME PAGE?

Ahsan  a r ranged  a  mee t ing  wi th  Ayesha  and 
Eihaab  because  he  wanted  h i s  t eam  leads  to 
mee t  them  and  a l so  to  ge t  f i rm  t ime 
commi tments  f rom re levan t  use rs .

Ayesha  and  Eihaab  were  a l ready  sea ted  when 
Ahsan ,  Abee r  and  Minha  wa lked  in  to  the 
mee t ing  room  a t  PakInsurance .   They  exchanged 
g ree t ings  and  in t roduc t ions  and  then  Ahsan 
began  to  speak  t en ta t ive ly .

“We  have  a  cha l l eng ing  and  exc i t ing  p ro j ec t  on 
our  hands  and  i t  would  take  a  lo t  o f  e f f i c ien t 
coord ina t ion  be tween  us  to  ge t  the  p ro jec t  to  i t s 
comple t ion  wi th in  the  t ime  f rame.   Abee r  and 
Minha  a re  work ing  on  de ta i l ed  p lans  and  would 
be  sha r ing  the  same  wi th  you  in  a  few days” .  

“Al though  we  have  l e f t  ou t  some  of  the  de ta i l s 
f rom  the  p ro j ec t  cha r te r  to  keep  the  cha r te r  on 
the  l ines  o f  mutua l  t rus t  and  unders tand ing ,   i t 
would  be  impera t ive  tha t  we  have  ru le s  and 
gu ide l ines  de f ined  so  tha t  a l l  pa r t i c ipan t s 
commi t  the  same  leve l  o f  t ime  and  ene rgy  to 
th i s  p ro j ec t”  con t inued  Ahsan.

Eihaab  took  advan tage  o f  the  s i l ence  and  began 
to  speak  “Yes ,  I  no t i ced  in  the  p ro j ec t  cha r te r 
tha t  you  have  l e f t  ou t  po in ts  l ike  tu rn-a round 
t ime  fo r  use  case  s ignof f ,  te s t ing  s ignof f ,  e tc .  in 
a  way  i t  was  a  good  ges tu re  bu t  my  exper ience 
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i s  tha t  by  keep ing  more  th ings  in  wr i t ing  and 
hav ing  fo rma l  communica t ion  the  p ro j ec t  i s 
managed  in  a  be t t e r  way .    The re  a re  many 
th ings  tha t  go  wrong  and  i t  shou ld  be  c lea r  who 
i s  beh ind  the  de lays .”

“Yes ,  tha t  i s  my  exper ience  too  bu t  when  I 
thought  abou t  you  and  Ayesha  be ing  such  g rea t 
he lp ,  I  d ropped  the  re levan t  c lauses  f rom  the 
p ro jec t  cha r te r .   Wha t  I  p lan  to  do  i s  keep  a 
runn ing  score  ca rd  o f  the  de lays  f rom  each  s ide 
and  p resen t  them  in  each  PMT”  re sponded 
Ahsan .

“Ok,  sounds  good.   Le t ’ s  d i scuss  these  c lauses 
aga ins t  which  we  wi l l  measure  the 
p rogress /de lays .   I  r ecommend  tha t  our  use rs 
shou ld  s ignof f  each  use  case  wi th in  3  work ing 
days  o f  rece ip t .   Th i s  way  they  would  be  under 
commi tment  to  spend  the  t ime  to  s tudy  the  same 
and  re spond”  p roposed  Ayesha .

“Yes ,  tha t  would  be  g rea t .   Addi t iona l ly ,  we 
wi l l  be  submi t t ing  a  new  sof tware  re lease  wi th 
inc rementa l  func t iona l i ty  eve ry  3  weeks .   I t 
would  be  impor tan t  tha t  these  a re  te s ted  wi th in 
1  week  and  responses  a re  g iven  th rough  our  on-
l ine  bug  t racke r  app l ica t ion”  added  Ahsan.

“Going  back  a  l i t t l e  to  our  use  case  desc r ip t ion 
s ignof f ,  wha t  would  happen  i f  we  f ind  tha t  the 
use  case  i s  no t  as  pe r  our  unders tand ing  and  we 
want  to  p ropose  changes  to  i t? ”  asked  Eihaab.
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Ahsan  looked  towards  Minha ,  who  now  began  to 
speak  “Genera l ly  fo r  app l ica t ion  domains  where 
we  have  a  good  gr ip  on  the  bus iness  knowledge , 
we  have  seen  tha t  one  cor rec t ion  cyc le  i s  good 
enough.   Tha t  means  tha t  once  we  submi t  the 
use  case  a f t e r  de ta i l ed  d i scuss ions  wi th  your 
l ine  managers ,  we  expec t  them  to  rev iew  and 
h igh l igh t  a l l  modi f i ca t ions  in  one  go .   Then  we 
make  the  modi f i ca t ions  to  the  document  and 
submi t  aga in  which  i s  then  s igned  o f f . 
Somet imes  an  a f t e r  thought  may  re su l t  in  a 
qua l i f i ed  s ignof f  bu t  tha t  happens  ra re ly . ”

“Sounds  good!   By  the  way  how  do  we  hand le 
wish  l i s t s  in  an  env i ronment  which  has  ve ry 
good  processes  and  wi th  l i t t l e  room  for 
improvement? ”  a sked  Eihaab .

“Some  use rs  j us t  ge t  too  many  ha l f  baked  ideas 
and  these  canno t  be  b rought  in  to  the 
app l ica t ion  wi thou t  un-necessa r i ly  compl ica t ing 
the  whole  app l ica t ion  des ign .   Th i s  i s  a lways 
the  t r i ck ie s t  pa r t  where  we  would  need  a  lo t  o f 
he lp  f rom  you  and  Ayesha .   Abee r  he re  i s  an 
expe r t  nego t ia to r  and  wi l l  t ry  h i s  bes t  to  keep 
th ings  on  t rack  wi th  your  use rs”  responded 
Ahsan .

“Minha  on  the  o the r  hand  wi l l  no t  t ry  to  cur ta i l 
the  ideas  ins tead  she  would  encourage  these 
because  he r  pa r t  o f  the  p ro jec t  i s  jus t  to 
document  a l l  the  use  cases  fo r  a l l  l ines  o f 
bus iness  and  fo r  the  fu l l  workf low”  con t inued 
Ahsan .
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“Ok,  so  tha t  i s  why  our  two  pronged  s t ra tegy 
shou ld  work .   On  the  one  hand  we  g ive  an  open 
fo rum  to  the  use rs  where  they  can  express  the i r 
ideas  and  thoughts  and  a l so  see  them inc luded  in 
the  requ i rements  document .   A t  the  same  t ime 
the  deve lopment  t eam  work ing  on  Mar ine 
Insurance  i s  bu i ld ing  a  more  rea l i s t i c  sys tem 
and  ge t t ing  them to  use  i t  and  ge t  exposed  to  the 
conc re te  s ide  to  the i r  ideas”  added  Ayesha  who 
was  now look ing  ve ry  exc i t ed .

Ahsan  looked  a t  h i s  wa tch .   They  were  a lmos t 
ou t  o f  t ime .   “Looks  l ike  we  a re  a l l  on  the  same 
page .   E ihaab  and  Ayesha  I  thank  you  aga in  fo r 
a l l  your  he lp .   We  wi l l  wr i t e  the  minu tes  and 
c i rcu la te  fo r  rev iew  and  approva l .   P lease  sha re 
these  wi th  your  sen io r  management  and  ge t  the i r 
fu l l  suppor t .   Minha  wi l l  be  in  touch  wi th  you 
wi th  rega rds  to  con tac t  po in t s  fo r  each  bus iness 
l ine  and  depa r tment  fo r  example  who  we  shou ld 
con tac t  fo r  Mar ine  underwr i t ing /po l ices ,  c l a ims , 
re - insurance ,  renewa ls ,  e t c . ”

The  mee t ing  ended  and  Ahsan’s  t eam  le f t  fo r 
the i r  o f f i ce .   On  the  way  back  Ahsan  asked 
Abeer  to  see  h im  the  nex t  morn ing .   The re  were 
some  th ings  they  needed  to  p lan .   He  a lso  a sked 
Minha  to  wr i t e  the  minu tes  and  send  these  ove r 
fo r  h is  rev iew  be fore  c i rcu la t ion  to  the  whole 
g roup .
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THE SUM OF ALL FEARS

“May  I  come  in”  asked  Abeer .   I t  was  the  nex t 
morn ing  and  Abeer  had  a l ready  made  ou t  the 
h igh  l eve l  work  b reak  down  s t ruc tu re  which  he 
wanted  to  show  Ahsan.   He  was  a lso  in te res ted 
in  knowing  why  Ahsan  had  ca l l ed  h im in .

“Yes  p lease .   I  saw  your  ema i l  la s t  n igh t  bu t  d id 
no t  ge t  a  chance  to  rev iew  the  work  b reak  down 
s t ruc tu re .   Bu t  f i r s t ,  I  wan t  to  t a lk  to  you  abou t 
our  yes te rday ’s  mee t ing .   The re  i s  someth ing  we 
need  to  hand le  which  I  fea r  i s  one  o f  the  mos t 
d i f f i cu l t  pa r t s  o f  a  p ro jec t .   Expec ta t ion 
management” !

“So  fa r  th ings  a re  go ing  we l l  because  we  a re 
dea l ing  wi th  expe r ienced  peop le  l ike  Ayesha 
and  Eihaab .   The  moment  we  s ta r t  dea l ing  wi th 
l ine  managers ,  i s sues  would  c rop  up .  I  have 
a l ready  ta lked  to  Minha  and  a sked  he r  to  s ta r t 
wi th  Mar ine  Insurance  use  cases  so  tha t  your 
t eam  can  focus  on  deve lopment  t a sks  and  no t 
worry  abou t  requ i rements  ga the r ing .”

“Our  g rea te s t  cha l l enge  would  be  to  bu i ld  your 
Mar ine  Insurance  Sys tem  whi le  en te r t a in ing  the 
wish  l i s t s .   Whenever  the  des ign  ge t s  too 
compl ica ted  due  to  the  wish  l i s t ,  we  need  to 
s top  and  go  back  to  Ayesha  and  Eihaab  to 
in form  them  about  the  pa r t i cu la r  i s sue .   They 
wi l l  hope fu l ly  p lay  a  key  ro le  in  making  the i r 
use rs  unde rs tand .”
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“This  does  no t  mean  tha t  we  wi l l  t ake  ou t  the i r 
wish  l i s t  f rom  the  use  cases  bu t  in  our  t echn ica l 
spec i f i ca t ions  we  wi l l  r emove  those  fea tu res  and 
sepa ra te ly  h igh l igh t  them  to  be  ou t  o f  scope  fo r 
the  cur ren t  implementa t ion .   We  wi l l  on ly  bu i ld 
wha t  i s  necessa ry  to  run  the  bus iness”  sa id 
Ahsan  thought fu l ly .

“Yes ,  I  unde rs tand  the  sens i t iv i t i es .   I  wi l l  t ry 
my  bes t  to  keep  th ings  under  con t ro l .   I  p lan  to 
wr i t e  a  week ly  s t a tus  repor t  on  the  p ro j ec t  and 
g ive  to  you  so  tha t  you  a re  ve ry  much  in  the 
p ic tu re .   I  unde rs tand  the  impor tance  o f 
e sca la t ing  a l l  key  dec is ions  because  two  heads 
a re  be t t e r  than  one”  responded  Abeer .

“Tha t  i s  mus ic  to  my  ea rs .   Mos t  t echn ica l 
peop le  a re  ve ry  weak  in  th is  a rea  and  some 
neve r  unders tand  the  fu l l  impl ica t ions  o f  the i r 
dec is ions  made  in  s i lo .   Th i s  i s  p rec ise ly  why  I 
chose  you  fo r  th is  p ro jec t .   Wel l  then  we  a re 
ready  to  beg in .   You  can  now  show  me  your 
work  b reakdown s t ruc tu re”  sa id  Ahsan  happ i ly .

They  bo th  now  s ta r t ed  to  d iscuss  the  p r in tou t s 
tha t  Abee r  had  b rought  wi th  h im.  
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WHAT’S  ALL  THE  EXCITEMENT  ABOUT 
USE CASES?

I t  was  the  nex t  morn ing  Minha  was  wa i t ing  in 
the  PakInsurance  mee t ing  room.   She  had 
reques ted  Ayesha  to  a r range  a  k ick  o f f  mee t ing 
wi th  the  underwr i t ing  t eam  of  Mar ine  Insurance 
depa r tment .

Af te r  the  in i t i a l  in t roduc t ions  she  exp la ined  tha t 
they  would  need  to  unders tand  wha t  exac t ly  i s  a 
use  case  so  tha t  these  can  be  p rope r ly  used  in 
the  ongoing  p ro jec t .

“We  use  these  to  document  the  func t iona l i ty . 
These  a re  wr i t t en  to  h igh l igh t  the  bas ic - f low 
and  a l l  the  a l t e rna te - f lows”  say ing  th i s  Minha 
g lanced  a round.   She  was  amused  to  see  tha t  the 
whole  Mar ine  underwr i t ing  t eam  was  s i t t ing  los t 
inc lud ing  the  Manager .   They  were  a  pa t i en t  lo t 
and  Minha  was  impressed .

“Le t  me  exp la in”  she  con t inued.   Any  p iece  o f 
func t iona l i ty  fo r  example  de f in ing  a  new 
cus tomer  requ i re s  a  s t anda rd  se t  o f  in fo rma t ion 
to  be  cap tured  by  the  sys tem.   Th i s  becomes  the 
bas ic - f low;  th i s  i s  a l so  a f fec t iona te ly  ca l l ed  the 
happy- f low.   I t  jus t  focuses  on  the  s tanda rd  pa th 
and  the  sequence  o f  ac t iv i t i es .   So  i f  you  choose 
your  bas ic  f low  to  be  the  new  cus tomer  f low 
then  you  don’ t  have  to  worry  abou t  the  case 
where  the  cus tomer  a l ready  ex i s t s .
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“But  then  how  do  we  cap ture  the  case  where  the 
cus tomer  a l ready  ex is t s”?  asked  Ayesha  on 
beha l f  o f  the  whole  team of  PakInsurane .

“This  i s  cap tu red  in  the  a l t e rna te  f lows .   Al l 
cases  where  you  have  to  dev ia te  f rom  the  s imple 
pa th  a re  cap tu red  the re .   For  example  you  may 
have  a  f i e ld  tha t  cap tu res  the  number  o f 
employees  o f  tha t  o rgan iza t ion  and  add i t iona l ly 
you  have  a  bus iness  ru le  tha t  a le r t s  the  da ta 
en t ry  pe rson  i f  any  va lue  le s s  then  10  i s  en te red 
j us t  a s  a  reminder  to  doub le  check  wi th  the 
cus tomer  whe the r  th i s  in fo rma t ion  i s  cor rec t” 
re sponded  Minha .   

“You  see ,  s ince  you  don’ t  ove r load  the  bas ic 
f low  wi th  a l l  these  ex t ra  ru les  and  cond i t ions  i t 
r ema ins  s imple  and  comprehend ib le .   A l l  the 
complex i ty  i s  d iv ided  be tween  the  bas ic  f low 
and  the  a l t e rna t ive  f lows .   Th i s  i s  why  I  l ike 
these  a  lo t”  con t inued  Minha  wi th  a  smi le .

“Sounds  good”  sa id  Ayesha .   She  now  asked  the 
underwr i t ing  manager  fo r  Mar ine  Insurance 
whe the r  he  unders tood  the  d i scuss ion .   

“ I  th ink  I  do  bu t  i t  would  he lp  i f  I  am  g iven  a 
few  sample  use  cases  fo r  rev iew.   Tha t  way  I 
cou ld  c la r i fy  any  confus ion  be fore  the  sys tem 
use  cases  a re  g iven  to  me  fo r  s ignof fs”  mused 
the  Manager .
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“Tha t  shou ldn’ t  be  a  p rob lem.   Wi l l  s end  some 
th rough  emai l  a s  soon  as  I  ge t  back  to  the 
o f f i ce”  sa id  Minha .

They  now  focused  the i r  a t t en t ion  to  the 
d i scuss ion  abou t  the  workf low  fo l lowed  by  the 
Mar ine  underwr i t ing  depa r tment .   Minha  had 
t aken  a long  bo th  he r  t eam  members  to  ge t 
in t roduced  to  a l l  the  p laye rs  as  we l l  as  ge t  a 
fee l  o f  the  p ro j ec t .   They  a l so  jo ined  the 
conversa t ion  and  Minha  and  he r  co l l eagues 
made  a  good  impress ion  because  o f  the i r  domain 
knowledge  which  they  had  p icked  up  work ing 
wi th  p rev ious  gene ra l  insurance  c l i en ts .

Minha  sen t  the  samples  upon  reach ing  he r 
o f f i ce .   She  was  qu i t e  sa t i s f i ed  wi th  the  even t s 
o f  the  day  so  fa r .   She  rea l i zed  tha t  now  i t  was 
t ime  to  s t ep  on  the  acce le ra to r .   Abee r  would 
soon  be  ask ing  fo r  s igned  o f f  use  cases  fo r  the 
Mar ine  underwr i t ing  depa r tment .  
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SHARING THE PLAN

Abeer  had  made  ou t  h i s  p lan  and  had  sha red 
wi th  Minha .   The re  were  a  good  number  o f 
ac t iv i t i es  tha t  she  had  to  f in i sh  on  t ime  so  tha t 
Abee r  cou ld  f in i sh  h i s  pa r t  in  t ime .

Minha  would  have  to  wrap  up  the  comple te  use 
case  mode l  and  desc r ip t ions  fo r  Mar ine 
Insurance  fo r  a l l  the  fo l lowing  a reas  wi th in  a 
month  and  a  ha l f  o the rwise  Abeer  was  go ing  to 
be  in  t roub le  

- Quota t ion
- Po l icy  admin is t ra t ion
- Premium account ing
- Cla ims
- Re- insurance
- Renewals

Abeer  had  no  room  to  make  up  once  h is  t eam 
fe l l  beh ind .
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HAVING FUN

Ahsan  knew tha t  whi le  work  was  on  eve rybody’s 
mind  i t  was  a l so  impor tan t  to  ge l  the  new  team 
toge the r .   Abee r  and  Minha  had  worked  toge the r 
on  o the r  p ro jec t s  and  new  each  o the r  we l l  bu t 
the re  were  new  jun ior  members  in  the  team  who 
had  neve r  worked  toge the r .

A  beach  p icn ic  was  p lanned  on  the  weekend  and 
eve rybody  made  themse lves  ava i lab le .   They 
thought  abou t  inv i t ing  Ayesha  and  Eihaab  f rom 
PakInsurance  bu t  then  i t  was  deemed  be t t e r  to 
do  th i s  one  fo r  j us t  the  in te rna l  s ta f f  on  the 
p ro jec t .

Ahsan  a lways  be l i eved  in  such  ou t ings  and  was 
so  conv inced  tha t  t ime  shou ld  be  t aken  ou t  fo r 
these  tha t  he  would  be  wi l l ing  to  p lan  i t  even  on 
a  work ing  day .   Af te r  a l l  these  ou t ings  have 
s ign i f i can t  impac t  on  t eam  produc t iv i ty  and 
u l t ima te  ou tcome  of  p ro jec t s .

On  the  morn ing  o f  the  p icn ic  eve rybody  was 
a ssembled  a t  the  o f f i ce  and  the  van  was  ready . 
They  d id  no t  have  to  worry  abou t  food  because 
the  ca te re r  would  p repa re  f re sh  ba rbeque  a t  the 
beach .

I t  was  no t  f ree  sea t ing  in  the  van ,  Abee r  and 
Minha  made  sure  tha t  each  t eam  member  sa t 
nex t  to  a  member  o f  ano the r  t eam.   Th i s  way 
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they  would  ge t  a  chance  to  cha t  wi th  each  o the r 
and  ge t  to  know each  o the r  be t t e r .

The  r ide  was  smooth  and  the  beach  hu t  was 
comfor tab le  and  spac ious .   They  dumped  the i r 
s tu f f  on  the  cha i r s  and  ran  ou t  to  en joy  the 
beau t i fu l  s ea  and  the  whi te  sand .   Karach i  was 
g i f t ed  wi th  ve ry  n ice  beaches  and  Ahsan  had 
managed  to  a r range  a  hu t  which  was  s i tua ted  a t 
the  bes t  s ec t ion  o f  the  beach .

Abeer  came  and  sa t  nex t  to  Ahsan  and  s ta r t ed 
the  conversa t ion  “ I  was  j us t  th ink ing ;  one  a rea 
tha t  I  have  a lways  been  weak  a t  i s  es t ima t ion . 
How do  you  do  these? ”

“This  i s  one  a rea  tha t  ba f f l e s  us  a l l .   The re  a re 
many  me thodolog ies  tha t  peop le  fo l low  bu t 
rea l ly  the  bes t  es t ima tes  come  f rom  h is to r ica l 
da ta  and  domain  knowledge .   The re  i s  no 
subs t i tu te  fo r  these”  rep l ied  Ahsan  and  then 
look ing  a t  Abee r ’s  inqu is i t ive  express ion 
ca r r i ed  on .

“You  see  i t  works  l ike  th is ,  you  s imply  cannot 
e s t ima te  someth ing  tha t  you  do  no t  know  and 
unders tand  so  fo r  an  e s t ima tor  the  f i r s t  s t ep  i s 
to  acqu i re  as  much  knowledge  and  de ta i l s  abou t 
wha t  i s  to  be  bu i l t ”  con t inued  Ahsan.

“But  mos t  o f  the  t ime  one  does  no t  have  enough 
t ime  to  ga the r  the  knowledge .  How  do  you 
es t ima te  then? ”  a sked  Abeer .
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“Wel l ,  in  tha t  case  the  bes t  approach  i s  to  e i the r 
a sk  fo r  more  t ime  or  even  be t t e r ,  ask  to  b reak 
the  p ro jec t  in to  requ i rements  ga the r ing  and  the 
re s t  l ike  we  d id  in  the  case  o f  PakInsurance . 
Of-course  you  shou ld  no t  g ive  your  es t ima tes 
fo r  the  re s t  o f  the  phases  t i l l  the  requ i rements 
phase  comple te s ;  un les s  the  c l ien t  i s  wi l l ing  to 
t ake  a  l a rge  range  ins tead  o f  the  da te  fo r 
comple t ion  o f  work”  con t inued  Ahsan  whi le  he 
took  a  deep  b rea th  to  take  in  the  f re sh  beach  a i r .

“ I  somewha t  unde rs tand  wha t  you  a re  say ing  bu t 
wha t  do  you  mean  by  a  range? ”  inqu i red  Abeer .

“One  has  to  exp la in  to  the  c l i en t  tha t  the re  a re 
so  many  pa ramete rs  and  va r iab les  tha t  one  has 
to  manage  in  a  l a rge  p ro jec t ;  i t  i s  s imply  no t 
rea l i s t ic  to  expec t  an  accura te  e s t ima te  ea r ly  in 
the  p ro j ec t .   The re  a re  too l s  l ike  the  one  f ree ly 
ava i lab le  on  cons t rux .com webs i t e  tha t  he lps  bu t 
a f t e r  a l l  the  p ro j ec t  manager  i s  the  bes t  judge  o f 
wha t  a re  the  wors t  and  bes t  case  scena r ios” 
con t inued  Ahsan  who  a lways  en joyed  such 
conversa t ions  wi th  younger  t eam members .
 

“So  you  a re  say ing  tha t  the  p ro j ec t  manager  has 
to  work  ou t  the  wors t  and  bes t  case  scena r ios 
and  come  up  wi th  the  ea r l i e s t  and  l a te s t  poss ib le 
da tes  fo r  a  p ro j ec t? ”  added  Abeer .

“Yes  exac t ly !   Th i s  way  the  c l ien t  knows  abou t 
poss ib le  t ime  l ines  and  i s  no t  shocked  a t 
s chedu le  s l ips  which  a re  so  common  in  the 
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bus iness  o f  so f tware  deve lopment .   These  th ings 
don’ t  happen  because  the  t eam  i s  no t  work ing 
ha rd .  I t  i s  due  to  the  fac t  tha t  so f tware  i s 
p robab ly  the  mos t  complex  c rea t ion  o f  the 
human  race .  The re  a re  so  many  va r iab le s  tha t 
can  aga ins t  you  tha t  any  op t imis t ic  dead l ine 
a lmos t  a lways  ends  up  be ing  missed”  con t inued 
a  ph i losoph ica l  Ahsan .

“ I  now  unders tand  the  background  beh ind  th i s 
p ro jec t ’ s  approach  e spec ia l ly  the  pa r t  tha t 
Minha  i s  p lay ing .   Bu t  wha t  would  my  team 
ach ieve  by  deve lop ing  even  be fore  the  whole 
p ro jec t  requ i rements  a re  ga the red? ”  sa id  Abeer 
now coming  to  h is  rea l  ques t ion .

“ In  th i s  p ro j ec t  ano the r  h igh  r i sk  a rea  i s  c l i en t ’ s 
l ack  o f  read iness  fo r  such  l a rge  bus iness  p rocess 
changes .   They  a re  no t   t echno logy  savvy  bu t 
a re  ve ry  exc i t ed  abou t  ge t t ing  th is  new 
sof tware .   So  we  wi l l  bu i ld  fo r  them  a  sma l le r 
ve rs ion  fo r  on ly  one  l ine  o f  bus iness  and 
implement  i t  a t  the  head  o f f i ce  and  some 
branches  to  g ive  them  a  fu l l  f ee l  o f  wha t  i s 
coming  on  a  l a rge r  sca le .   Addi t iona l ly ,  we 
would  g ive  them  a  p roduc t ion  qua l i ty  work ing 
p rogram  a t  the  end  o f  each  i t e ra t ion  so  tha t  the 
c l i en t  can  fu l ly  t es t  i t  and  ge t  a  p rope r  fee l  o f 
the  work ing  sof tware”  sa id  Ahsan.

“A  few  months  down  the  road  we  wi l l  l aunch 
t ra in ings  and  beg in  a  cyc le  o f  ac t ive  change 
management  so  tha t  the  t rans i t ion  i s  as  smooth 
a s  poss ib le”  con t inued  Ahsan .
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“Hmm.   Tha t  makes  a  lo t  o f  sense”  sa id  Abeer 
now  look ing  qu i te  re l ieved  s ince  h i s  confus ion 
was  removed.   He  a sked  h is  l eave  and  ran  o f f .

Ahsan  went  and  d ipped  h is  fee t  in  the  wa te r .   I t 
was  coo l  bu t  no t  ch i l ly .   He  was  once  aga in 
a ssured  o f  such  Team-bui ld ing  ou t ings .   He 
se r ious ly  doubted  i f  they  cou ld  have  had  such  a 
hea r t  to  hea r t  d i scuss ion  back  a t  the  o f f i ce . 
Abee r  be ing  a  b i t  shy  l ike  mos t  tech ies  would 
neve r  have  approached  Ahsan  to  c la r i fy  such 
thoughts  tha t  burdened  h i s  mind .
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THE FIRST PMT MEETING

The  f i r s t  p ro j ec t  management  t eam  (PMT) 
mee t ing  was  p lanned  in  the  f i r s t  week  o f  the 
p ro jec t  s ta r t .   S ince  the  mobi l i za t ion  o f 
re sources  was  done  and  p ro jec t  had  s ta r t ed  i t 
was  a  good  idea  to  have  the  PMT a t  th i s  s t age .  

The  PMT  would  inc lude  Amna  who  was  the 
Sen ior  Execu t ive  Vice  Pres iden t  fo r  IT  a long 
wi th  Ayesha  and  Eihaab  f rom  PakInsurance  and 
Kamran  and  Ahsan  f rom  InsurSof t .   The  PMT 
was  go ing  to  mee t  eve ry  two  weeks  a s  dec ided 
ea r l i e r .   I t  was  a lso  dec ided  tha t  on  need  bas i s 
o the r  members  may  a l so  be  inv i t ed  fo r  ce r ta in 
mee t ings  to  ge t  c la r i ty  on  any  ongoing  i s sues .

Ahsan  made  a  shor t  p re sen ta t ion  a t  the 
beg inn ing  o f  the  mee t ing  to  g ive  an  idea  to 
eve rybody  abou t  the  mobi l i za t ion  o f  re levan t 
re sources .   He  a l so  h igh l igh ted  the  need  fo r 
Mar ine  Underwr i t ing  t eam to  a l loca te  a t - l eas t  16 
hours  in  the  coming  week  so  tha t  Minha  and  he r 
t eam  cou ld  s t a r t  work  on  th i s  a rea  o f  the 
p ro jec t .   

I t  was  a lso  h igh l igh ted  to  the  PMT  tha t  Abee r ’s 
t eam  was  depend ing  on  Minha’s  t eam  and  hence 
a l l  suppor t  and  t ime  had  to  be  ex tended  to 
Minha  fo r  smooth  f low  of  the  p ro jec t .

He  a l so  exp la ined  to  the  PMT  the  concep t  o f  a 
runn ing  scoreca rd  o f  de lays  f rom  e i the r  s ide . 
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They  a l l  apprec ia ted  tha t  i t  would  g ive  them  a 
good  ea r ly  warn ing  sys tem.

Amna  exp la ined  tha t  they  had  ded ica ted 
Eihaab’s  t ime  to  the  p ro j ec t  and  have  g iven  h im 
the  ro le  o f  p ro j ec t  coord ina to r  f rom 
PakInsurance  s ide .   He  a lso  ment ioned  tha t  the 
add i t iona l  management  t ra inees  ( f re sh  MBAs) 
a re  be ing  h i red  by  PakInsurance  to  l ea rn  and 
t ake  on  ope ra t ions  re la ted  burden  o f  va r ious 
depa r tments  so  tha t  expe r ienced  re sources  cou ld 
g ive  p rope r  t ime  to  the  p ro jec t  which  they 
e s t ima ted  to  be  abou t  3  fu l l - t ime  employees 
f rom s ta r t  to  f in i sh  o f  the  p ro j ec t .

Th i s  in fo rma t ion  rea l ly  de l igh ted  Kamran  and 
Ahsan  and  they  congra tu la ted  the  PakInsurance 
t eam on  th i s  exce l l en t  approach.

The  mee t ing  ended  wi th  bo th  t eams  fee l ing  qu i t e 
sa t i s f i ed  wi th  the  p rogress  so  fa r .
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THE FIRST RELEASE

Abeer  dec ided  to  t ime-box  h i s  i t e ra t ions  and 
keep  each  one  spann ing  ove r  1  month .   S ince  the 
p ro jec t  s t a r t ed  on  a  1 s t ,  he  was  look ing  towards 
Minha  to  come  up  wi th  the  f i r s t  s e t  o f  use  cases 
by  the  end  o f  the  f i r s t  week .

Abeer  and  Minha  had  a l ready  gone  ove r  the 
p ro jec t  de ta i l s  and  were  comfor tab le  wi th  the 
fac t  tha t  the re  were  no  s ign i f i can t  t echno logy 
r i sks  which  would  need  to  be  taken  up  in  the 
f i r s t  i t e ra t ion .

Abeer ’s  t eam  of  5  deve lope rs  was  a l ready 
onboard .  The  2  sen io r  deve lope rs  were  hand 
ho ld ing  the  3  new  deve lope rs .  He  had  spoken  to 
each  member  in  g roup  as  we l l  a s  ind iv idua l ly 
abou t  the  abso lu te  ze ro  to le rance  in  te rms  o f 
qua l i ty .   “ I f  you  want  to  e r r ,  e r r  on  the  s ide  o f 
mis s ing  the  dead l ine  bu t  don’ t  compromise  on 
qua l i ty .   I  ge t  upse t  when  you  don’ t  mee t 
dead l ines  bu t  I  ge t  mad  when  I  f ind  tha t  bas ic 
gu ide l ines / s t anda rds  have  no t  been  fo l lowed”  he 
sa id  to  each  member .   
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MINHA DELIVERS ON THE PROMISE

I t  was  the  s ix th  work ing  day  f rom  the  s t a r t  o f 
the  p ro jec t  and  the  f i r s t  week  was  ove r . 
Minha’s  t eam  had  de l ive red  3  use  cases 
comple te  wi th  bas ic  f low and  a l t e rna te  f lows .

Abeer  was  s i t t ing  down  wi th  h i s  team  go ing 
ove r  the  use  cases  and  was  rea l ly  impressed  by 
the  qua l i ty  o f  work  done  by  Minha  and  he r  t eam. 
The  desc r ip t ions  were  no t  on ly  c lea r  and 
conc ise ;  they  were  ve ry  easy  to  read .

He  d iv ided  the  t eam  in to  3  g roups .   The  f i r s t 
g roup  cons i s ted  o f  one  sen io r  p rogrammer  and 
one  j un io r  p rogrammer .   The  second  group  was 
a l so  composed  s imi la r ly .   The  th i rd  g roup  was 
o f - course  a  one  man  group  composed  o f  the 
rema in ing  jun io r  p rogrammer .   

Abee r  dec ided  to  as s ign  the  eas ie r  use  case  to 
the  one  man  group  and  the  two  tough  ones  to  the 
two  pa i r s .   He  wanted  to  encourage  pa i r 
p rogramming  f rom  the  s ta r t  because  tha t  would 
be  a  good  way  to  ge t  the  s t anda rds  we l l 
communica ted  to  the  jun io r  team.

The  dec i s ion  pa id  o f f !  The  g roups  de l ive red  by 
end  o f  the  f i r s t  month / i t e ra t ion .   The  mid  month 
rev iew  had  showed  tha t  one  use  case  would  no t 
be  fu l ly  comple ted  by  the  end  o f  the  i t e ra t ion . 
They  had  dec ided  tha t  ou t  o f  the  6  f lows  (1 
bas ic  f low  and  5  a l t e rna te  f lows) ,  they  would 
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only  comple te  the  bas ic  f low  and  2  a l te rna te 
f lows  bu t  the  t eam  unders tood  tha t  wha teve r  i s 
to  be  de l ive red  i s  go ing  to  be  o f  p roduc t ion 
qua l i ty .
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THE  CUSTOMER  GETS  THE  FIRST 
EXPOSURE

The  f i r s t  i te ra t ion  had  comple ted  on  t ime  wi th 
the  re s t r i c ted  scope  o f  2  comple te  use  cases  and 
1  wi th  on ly  bas ic  f low  and  2  a l te rna te  f lows .   

The  re levan t  members  o f  Mar ine  Insurance 
depa r tment  o f  PakInsurance  a long  wi th  Ayesha 
and  Eihaab  were  inv i t ed  to  InsurSof t .   

Ahsan  was  p resen t ,  he  had  done  some  of  the 
t e s t ing  h imse l f  o f  the  f i r s t  r e lease ,  he  had  a l so 
done  some  sample  code  rev iews .

Abeer  and  h i s  t eam  a long  wi th  Minha  and  he r 
t eam  were  a l l  p re sen t .   They  were  a l l  qu i t e 
exc i ted  abou t  the  f i r s t  r e lease .

The  ses s ion  was  a r ranged  a t  one  o f  the 
p resen ta t ion /mee t ing  rooms  and  they  had 
p lanned  to  ho ld  a  ha l f  hour  t ra in ing  sess ion  fo r 
the  key  use rs  and  then  1  hour  o f  te s t ing  us ing 
the  te s t  s c r ip t s  which  they  had  jo in t ly  p repa red . 
The  l as t  hour  was  supposed  to  be  a  t e s t -a s -you-
go  sess ion  where  the  use rs  would  have  a  f ree 
hand  to  t es t  va r ious  p rac t ica l  scena r ios  which 
were  somehow missed  in  the  t e s t  cases .    

The  t ra in ing  sess ion  and  in i t i a l  t es t ing  us ing  the 
t e s t  sc r ip t s  wen t  we l l .   Abee r  had  invo lved  the 
InsurSof t  QA  team  f rom  the  s t a r t  and  they  had 
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done  a  so l id  job  o f  weed ing  ou t  mos t  o f  the 
bugs .   Then  they  b roke  fo r  tea  and  resumed  a f te r 
15  minu tes  to  do  an  hour  o f  adhoc  t e s t ing .

This  i s  where  th ings  go t  a  b i t  ou t  o f  hand.   The 
use rs  had  b rought  a long  some  ve ry  un ique 
scena r ios  which  were  new  even  to  Minha .   When 
they  s ta r t ed  to  d i scuss  tha t  the  sy s tem  i s  no t 
capab le  o f  hand le  these ,  Abee r  looked  towards 
Minha  fo r  he lp .

“Wel l .  I  unde rs tand  the  scena r io  and  f rom  my 
exper ience  I  can  te l l  tha t  th i s  i s  one  o f  those 
cases  which  occur  one  o r  two  t imes  a  year . 
I sn ’ t  tha t  r igh t? ”  asked  Minha .

On  rece iv ing  the  answer  in  the  a f f i rma t ive  she 
con t inued  “ I f  we  look  a t  our  requ i rement ,  then 
in  th i s  case  the  sys tem  would  no t  be  requ i red  to 
cap tu re  any  add i t iona l  in fo rma t ion  bu t  would 
need  to  do  two  ex t ra  ca lcu la t ion  s t eps ,  r igh t? ” 
She  j us t  paused  to  g lance  a t  the  use rs  and  then 
aga in  con t inued  “ th i s  means  tha t  once  o r  twice  a 
yea r  we  would  need  to  do  th i s  ca lcu la t ion 
manua l ly  ou t s ide  the  sys tem  i f  we  don’ t  bu i ld 
th i s  func t iona l i ty” .

At  th i s  po in t  Ayesha  spoke  “Minha ,  I  unde rs tand 
where  you  a re  coming  f rom  bu t  won’ t  i t  be  n ice 
to  have  a l l  these  fea tu res  in  p lace  so  tha t  we 
have  a  comple te  p roduc t? ”
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“Yes  ve ry  t rue !   Bu t  I  had  a l ready  d i scussed  th is 
s cena r io  wi th  Abeer  s ince  we  have  faced  i t  wi th 
one  o f  our  ea r l i e r  c l i en ts .   We  bo th  fee l  tha t  th is 
would  unnecessa r i ly  compl ica te  the  des ign  and 
the  bene f i t s  a re  jus t  no t  compe l l ing  enough” 
re sponded  Minha .

Abeer  was  shuf f l ing  some  pape rs  whi le  the 
conversa t ion  was  go ing  on .   He  now  jo ined  the 
conversa t ion  “Ayesha ,  I  wan t  to  sha re  wi th  you 
my  cur ren t  en t i ty  re la t ionsh ip  d iagram  (ERD) . 
P lease  have  a  look  a t  th is  and  I  wi l l  ge t  my  team 
to  bu i ld  ano the r  fo r  the  p roposed  scena r io  and 
send  ove r  to  you .   Then  we  can  mee t  aga in 
tomorrow  or  day  a f te r  to  rev iew  bo th  the  ERDs 
and  d i scuss  the  de ta i l s .   Does  tha t  sound  ok? ”

“Yes ,  I  th ink  tha t  i s  a  good  idea”  re sponded 
Ayesha .

The  f i r s t  se ss ion  had  gone  reasonab ly  we l l  and 
they  a l l  thanked  each  o the r  and  the  se ss ion 
ended.
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EIHAAB TO THE RESCUE

I t  was  11am  the  nex t  morn ing  and  Ayesha  had 
rece ived  the  new  ERD  f rom  Abeer .   I t  showed 
tha t  the  reques ted  fea tu re  would  conver t  some 
of  the  re la t ionsh ips  f rom  one- to -many  in to 
many- to -many .   Ayesha  unders tood  we l l  tha t  i t 
would  compl ica te  the  ove ra l l  sy s tem  des ign  and 
make  the  so f tware  more  complex  to  deve lop  and 
use .

She  was  s t i l l  no t  ve ry  conv inced  whe the r 
PakInsurance  shou ld  back-of f  f rom  the 
requ i rement  o r  push  fo r  i t .

She  p icked  up  the  phone  and  ca l l ed  Eihaab . 
Af te r  d i scuss ing  the  de ta i l s  o f  the  new  ERD  she 
a sked  h im  the  ques t ion  tha t  was  bo the r ing  he r 
“Should  we  push  fo r  th i s  requ i rement? ”  she 
a sked .

“Wel l ,  I  have  been  on  the  phone  j us t  be fore  you 
ca l led .   I  con tac ted  an  o ld  f r i end  who  works  in 
Globa l Insurance .   They  use  a  s ta te -o f - the -a r t 
and  ve ry  expense  gene ra l  insurance  so lu t ion 
used  in  ove r  500  insurance  companies  wor ld -
wide .   Guess  wha t?   Even  they  don’ t  have  the 
fea tu re  reques ted  by  our  peop le”  E ihaab 
re sponded .   

“ I  guess  Minha  was  r igh t  a f t e r  a l l .   She  seems  to 
have  a  ve ry  good  idea  o f  our  domain .   We  a re  in 
good  hands”  mused  Ayesha .
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“You  can  say  tha t  aga in .   The  way  they  have 
hand led  the  p ro jec t  th is  fa r  has  inc reased  my 
conf idence  in  them”  con t inued  Eihaab .  “Our  rea l 
wor ry  i s  our  use r  base .   We  rea l ly  need  to  ge t 
them  up- to  speed  and  the  new  management 
t ra inees  need  to  p ick  up  the  concep t s  ve ry  fas t 
so  tha t  the  expe r ience  peop le  can  s ta r t  g iv ing 
s ign i f i can t  t ime  to  th i s  p ro j ec t . ”

“Le t ’ s  p lan  a  mee t ing  wi th  our  sen io r 
management  and  upda te  them  about  the  p rogress 
and  a l so  th i s  key  i s sue”  sa id  Ayesha .

She  f in i shed  the  conversa t ion  wi th  E ihaab  and 
soon  a f t e r  made  the  ca l l  to  Amna’s  sec re ta ry  to 
se tup  the  mee t ing .
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MOTIVATION

Ahsan  was  s i t t ing  in  Kamran’s  o f f i ce .   They  had 
j us t  f in i shed  rev iewing  the  p ro jec t  s t a tus .   They 
regu la r ly  d id  th i s  exe rc i se  on  the  f i r s t  Monday 
of  eve ry  Month .   

Ahsan  sh i f t ed  the  conversa t ion  and  sa id  “ I 
be l i eve  tha t  the  coming  months  a re  go ing  to  be 
ve ry  hec t ic  and  s t res s fu l  fo r  the  t eam.   Whi le  I 
wi l l  con t inue  a r rang ing  a t - l eas t  one  ou t ing 
eve ry  month ,  I  wan t  the  t eam  to  know  tha t  i f  we 
mee t  the  dead l ine  then  we  a l l  go  on  a  company 
sponsored  t r ip  to  Na th iaga l i ,   the  inc red ib ly 
beau t i fu l  h i l l  r e sor t  in  the  Nor th  o f  Pak i s tan .

“Hey  tha t  sounds  l ike  a  g rea t  idea”  sa id 
Kamran.   “ I  know  f rom  exper ience  tha t  by  the 
t ime  the  p ro j ec t  f in i shes  the  t eam  i s  so  s t re ssed 
tha t  such  a  vaca t ion  would  do  wonders  to 
recupera te  the  los t  ene rgy  fo r  the  nex t  p ro j ec t . ”

Ahsan  was  now  smi l ing  ea r  to  ea r .   Th i s  i s  why 
he  l iked  work ing  a t  InsurSof t ,  the  sen io r 
l eade rsh ip  was  wi l l ing  to  t ake  adv ice  and  ac t  on 
i t .   He  con t inued  “Yes ,  in  add i t ion  to  tha t  i t 
would  be  a  g rea t  mot iva t ion  fo r  the  t eam.  They 
would  look  fo rward  to  the  f ina l  f in i sh  espec ia l ly 
s ince  they  a re  under  enormous  p ressure  a t  the 
end  o f  each  i t e ra t ion .”

“So ,  wha t  a re  the  de ta i l s  o f  the  vaca t ion?  I 
migh t  jo in  you  guys .   Le t ’ s  ge t  a l l  mar r ied  t eam 
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members  to  b r ing  the i r  immedia te  fami l i e s 
a long”  sa id  Kamran.

“Tha t  wi l l  be  g rea t !   Thanks  a  lo t !  Wel l ,  the 
p lan  would  be  to  f ly  ou t  on  Fr iday  n igh t  to 
I s l amabad .   On  Sa tu rday  we  would  ren t  a  r ide  to 
Na th iaga l i  s topp ing  in  Maree  fo r  lunch .   I  wi l l 
ge t  a l l  the  re se rva t ions  done  th rough  our  t rave l 
agen t  and  a l l  shou ld  go  smooth ly”  sa id  Ahsan .

“When  do  we  ge t  back”  inqu i red  Kamran .

“We  cou ld  cove r  mos t  o f  the  in te re s t ing  p laces 
a round  Na th iaga l i  in  3  days  and  head  back  to 
I s l amabad  on  Wednesday  to  ca tch  a  f l igh t  back 
to  Karach i .   We  cou ld  a l l  be  back  a t  work  on 
Thursday  morn ing”  sa id  Ahsan .

“How  long  shou ld  we  wa i t  a f t e r  GO  LIVE  to 
head  ou t  o f  Karach i? ”  asked  Kamran.

“Probab ly  the  app l ica t ion  shou ld  be  ou t  o f  the 
t ee th ing  p rob lems  wi th in  a  month .   Af te r  a 
month  we  would  need  to  see  how  our  month-
end-c los ing  goes  wi th  our  new  app l ica t ion . 
Hopefu l ly  th ings  would  go  we l l  and  we  cou ld 
l eave  a round  the  mid  o f  the  nex t  month .   By  tha t 
t ime  the  suppor t  t eam  would  be  ve ry 
comfor tab le  wi th  the  app l ica t ion  and  we  would 
be  ab le  to  f ly  the  whole  t eam ou t”  sa id  Ahsan .
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“Grea t !   You  have  my  go  ahead!   P lease 
communica te  th i s  p lan  to  the  t eam  so  tha t  we 
can  move  fo rward  wi th  fu l l  th ro t t l e”  sa id 
Kamran  whi le  moving  c lose r  to  h i s  l ap top  to  ge t 
back  to  h is  o the r  work .

Ahsan  came  ou t  o f  the  mee t ing  ve ry  exc i t ed .   He 
t a lked  to  Abeer  and  Minha  and  they  a l l  dec ided 
to  b reak  i t  to  the  t eam over  lunch.
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PLANNING THE TRANSITION

The  months  have  passed .  Ahsan  i s  s i t t ing  in  h i s 
o f f i ce  and  th ink ing  abou t  a l l  tha t  has  gone  by  in 
the  pas t  few hec t i c  months .

Minha’s  t eam  has  done  the  work  on  t ime  and 
Abeer ’s  team  has  bu i l t  the  so f tware  wi th  h igh 
qua l i ty .   Abee r ’ s  team  used  the  so f tware 
reusab le  c las s  l ib ra ry  qu i t e  e f f i c ien t ly  bu t  s t i l l 
go t  de layed  by  abou t  a  month  due  to  the  fac t 
tha t  they  ended  up  wi th  more  bugs  than  they 
shou ld  have .   Somewhere  the  p rocess  b roke 
down bu t  no t  too  bad ly .   

One  month  de lay  on  a  f ive  month  p ro jec t  i s  no t 
someth ing  to  be  p roud  o f  bu t  i f  the  p roduc t  i s 
robus t  a t  the  end  o f  the  day  then  i t  i s  no t  too 
bad ,  thought  Ahsan.

PakInsurance  had  h i red  a  so f tware  consu l tan t  to 
do  the  qua l i ty  a ssurance  o f  the  spec i f i ca t ions 
wr i t t en  by  Minha’s  team  for  the  whole  p ro j ec t 
s cope .   Tha t  too  went  we l l  and  they  go t  a  pa t  on 
the  back  f rom  the  consu l tan t  a s  we l l .   A l l  the 
ha rd  work  pu t  in to  rev iew  of  a l l  these 
de l ive rab les  had  pa id  o f f .   Pee r  rev iew  and  a l l 
such  ac t iv i t i e s  a re  expens ive  and  t ime 
consuming  to  do  bu t  Ahsan  cou ld  no t  th ink  o f 
bu i ld ing  h igh  qua l i ty  so f tware  wi thou t  these .   

He  had  go t  a l l  the  source  code  o f  sens i t ive 
p rograms  rev iewed  by  ano the r  t eam;  even 
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desp i te  the  fac t  tha t  th is  pa r t  was  bu i l t  us ing 
pa i r  p rogramming .

His  ma in  worry  was  now  to  ge t  the  t rans i t ion 
done  smooth ly  fo r  the  Mar ine  Insurance  l ine  o f 
bus iness  bu i l t  by  Abeer ’s  t eam.

They  would  no t  worry  abou t  b ranches  j us t  ye t 
a l though  they  had  des igned  the  so f tware  to  fu l ly 
ca te r  to  th is  requ i rement .   They  would  pu t  a l l 
the i r  ene rg ie s  in to  implement ing  i t  smooth ly  a t 
the  head  o f f i ce .

The  good  pa r t  was  tha t  a t - l eas t  one  pe rson  in 
each  o f  the  fo l lowing  a reas  was  now we l l  ve rsed 
in  the  so f tware  because  she  had  done  a l l  the 
t e s t ing  and  g iven  requ i red  s ign-of f s .  

- Mar ine  Insurance  -  Quota t ions
- Mar ine  Insurance  -  Po l i cy  admin i s t ra t ion
- Mar ine  Insurance  -  Premium account ing
- Mar ine  Insurance  -  C la ims
- Mar ine  Insurance  -  Re- insurance
- Mar ine  Insurance  -  Renewals

The  d i f f i cu l t  pa r t  was  tha t  no t  eve rybody  in  the 
re la ted  depa r tments  was  keen  and  mot iva ted  to 
make  the  move  to  the  new sof tware .

Ahsan  had  to  come  up  wi th  a  so l id  change 
management  p lan  wi th  the  he lp  o f  Ayesha  and 
Eihaab  and  now  the  success  o f  the  p ro j ec t 
depended  upon  the  success  o f  th is  ac t iv i ty .
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MANAGING CHANGE

I t  was  a  p leasan t  morn ing  and  Ahsan  was  fee l ing 
qu i t e  upbea t .   He  dec ided  to  ca l l  Danesh  fo r  a 
cha t  and  a l so  to  ge t  some  adv ice  on  h i s  cur ren t 
s i tua t ion .

“Hi  Danesh!   Do  you  have  some  t ime  to  ta lk” 
sa id  Ahsan  as  soon  as  Danesh  p icked  up  the 
phone .   

“Sure !  Wha t ’ s  up? ”  rep l i ed  Danesh  in  a  re laxed 
tone .

“Wel l !  Jus t  wan ted  to  upda te  you  abou t  the 
p ro jec t  and  a l so  ge t  he lp  on  a  tough  i s sue .   Are 
you  ready? ”  a sked  Ahsan  j ok ing ly .

“Go  on!  But  be fore  you  beg in  I  have  a l ready 
hea rd  abou t  the  Na th iaga l i  p lan .   I  l ike  i t  bu t  I 
would  recommend  go ing  to  the  K2  Base  Camp  or 
to  Shangr i l l a  lake  resor t .   Tha t  way  your  t eam 
ge t s  to  v is i t  Pak is tan’s  t a l le s t  mounta in  which  i s 
a l so  the  wor ld ’s  second  t a l l e s t ,  s tand ing 
ma jes t i ca l ly  a t  more  than  8000  me te rs .   Or  v is i t 
the  Shangr i l l a  l ake  resor t  and  enjoy  long 
boa t ing  t r ips”  sa id  Danesh  wi th  an  a i r  and 
expe r t i se  o f  the  bes t  tour i s t  gu ide  the re  i s .

“But  wha t  i s  wrong  wi th  Na th iaga l i ,  i t  i s 
beau t i fu l ,  o f fe r s  the  oppor tun i ty  fo r  long  wa lks 
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and  i s  le s s  expens ive !   I  d idn’ t  wan t  to  push  my 
luck  too  fa r  wi th  Kamran  o the rwise  he  may  have 
sho t  down  the  whole  t r ip  due  to  budge t 
conce rns”  exp la ined  Ahsan .

“Ok,  maybe  nex t  t ime .   I  won’ t  a sk  you  to  t ake 
me  a long  because  I  know  tha t  i t  i s  a  team  t r ip 
and  I  don’ t  wan t  to  be  a  pa r ty  c ra she r !”  sa id 
Danesh .  “Wel l  now  you  can  t e l l  me  abou t  the 
i s sue  you  a re  fac ing .”

“The  p ro jec t  as  you  know  has  gone  qu i te 
smooth ly .   The re  have  been  some  de lays  bu t  the 
end  p roduc t  i s  qu i te  robus t .   The  sen io r 
management  o f  the  c l i en t  made  some  no ise 
abou t  the  de lays  bu t  be t te r  sense  p reva i l ed ;  they 
l e t  us  o f f  the  hook  when  the i r  own  peop le  to ld 
them  tha t  they  loved  the  p roduc t”  con t inued 
Ahsan .

“My  main  p rob lem  now  i s  to  ach ieve  a  smooth 
t rans i t ion .   We’ve  go t  peop le  in  each  depa r tment 
o f  Mar ine  Insurance  who  a re  ve ry  we l l  ve rsed 
wi th  the  so f tware  and  have  thoroughly  t es ted  i t . 
Bu t  i t  s t i l l  s eems  tha t  the re  i s  good  amount  o f 
re s is t ance  in  the  ranks  and  I  am a f ra id  tha t  some 
peop le  migh t  want  to  fa i l  the  p ro j ec t  no t 
because  they  a re  aga ins t  the  p ro jec t  bu t  j us t 
because  they  a re  a f ra id  o f  the  imminen t  changes 
in  the  way  they  work”  con t inued  Ahsan.

“ I  unde rs tand ;  I  am g lad  tha t  you  a re  tak ing  th is 
i t em  se r ious ly  because  i f  we  don’ t  hand le  th i s 
wi th  ca re  then  the  p ro jec t  migh t  s t i l l  fa i l  even 
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a f te r  a l l  the  ha rd  work  the  team  has  pu t  in .  Te l l 
you  wha t ;  we  have  Yumna,  who  i s  a  spec ia l i s t  in 
change  management .   Le t  me  se tup  a  mee t ing 
wi th  Yumna  and  she  can  t ake  us  th rough  some 
of  the  de ta i l s ”  o f fe red  Danesh .

Ahsan  thanked  h im  and  reques ted  Danesh  to  se t 
i t  up  a s  soon  as  poss ib le .   No  t ime  to  lose .
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TRAIN,  TRAIN AND TRAIN SOME MORE

The  mee t ing  was  a r ranged  in  Yumna’s  o f f i ce 
and  when  Ahsan  a r r ived ,  he  found  Danesh  and 
Yumna  i s  deep  conversa t ion .

“He l lo  the re !”  ca l led  Danesh .   

He  then  went  on  to  in t roduce  Yumna  and  Ahsan 
and  a lso  in formed  Ahsan  tha t  he  had  b r ie fed 
Yumna  abou t  the  p ro j ec t .

Yumna  now  took  ove r  the  conversa t ion  “ I t 
s eems  Ahsan  tha t  you  have  done  a l l  the  ha rd 
work  and  go t ten  yourse l f  in to  a  ve ry  good 
pos i t ion .   I  hea r  tha t  the  p roduc t  i s  qu i t e  s t ab le 
and  f i t s  the  key  needs  o f  your  c l i en t .   I  mus t 
congra tu la te  you  on  th i s  b ig  ach ievement ,  no t 
many  of  us  can  boas t  the  same  fo r  some  of  our 
p ro jec t s !”

“Tha t  i s  ve ry  k ind  o f  you”  rep l ied  Ahsan.   He 
immedia te ly  fe l t  comfor tab le  and  re laxed.  

Yumna  con t inued  “Your  p ro j ec t  cove rs  one  o f 
the  key  bus iness  l ines  o f  the  c l i en t .   We  mus t 
ge t  i t  r igh t  o r  we  migh t  j eopa rd ize  the  bus iness 
o f  your  c l ien t .   We  a l so  know  tha t  the  c l i en t  i s 
new  in  these  k inds  o f  so f tware  implementa t ions 
so  they  don’ t  exac t ly  know  wha t  the  immedia te 
fu tu re  ho lds” .

Page 81 of 129



                   Large Software Projects

“I  would  recommend  tha t  we  go  the  ex t ra  mi le 
in  t ra in ing  so  tha t  the  whole  sys tem  use r  base  i s 
we l l  t r a ined  when  you  go  LIVE”  sa id  Yumna.

“Yes ,  I  ag ree ,  and  we  have  a  champion  in  eve ry 
depa r tment  o f  Mar ine  Insurance  who  has  no t 
on ly  t e s ted  the  sys tem  bu t  has  a l so  s igned  o f f 
each  de l ive rab le  f rom  s ta r t  to  f in i sh .   Can’ t 
these  peop le  now  conduc t  the  t ra in ing  and  ge t 
the  c l i en t  ready  fo r  launch? ” asked  Ahsan.

“Yes ,  Danesh  to ld  me  abou t  your  so l id 
approach,  bu t  I  would  cau t ion .   These  peop le  a re 
your  champions  bu t  they  a re  no t  t echn ica l 
expe r t s .   They  have  good  knowledge  o f  the i r 
a rea  bu t  no t  o f  the  whole  app l ica t ion .   You  can 
t ake  he lp  f rom  them as  the  t ra ine rs  and  f i r s t  l ine 
suppor t  bu t  you  would  need  to  have  your 
t echn ica l  peop le  ava i l ab le  in  mos t  o f  the 
t ra in ing  ses s ions  so  tha t  a l l  ques t ions  a re 
answered  wi th  conf idence  and  accuracy” 
answered  Yumna .

“Anothe r  a rea  where  you  need  to  ge t  your 
peop le  invo lved  i s  tha t  o f  t ra in ing  exe rc ises .   In 
the  case  such  a s  yours  where  the  c l i en t  i s  no t 
ve ry  techno logy  savvy ;  I  would  recommend  tha t 
you  have  a  t e s t  a t  the  end  o f  each  t ra in ing 
ses s ion  and  you  need  to  be  ve ry  su re  abou t  the 
pass ing  c r i t e r i a .   Th i s  would  be  a  good  way  to 
communica te  to  the  c l i en t ’ s  management  i f  you 
fee l  tha t  they  a re  no t  ready  fo r  l aunch”  o f fe red 
Yumna.
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“Hey ,  tha t  i s  a  g rea t  idea !”  c r i ed  an  exc i t ed 
Ahsan .

Now  Danesh  jo ined  the  conversa t ion .   “You  wi l l 
need  to  p repa re  the  ques t ions  based  on  your 
t eam’s  knowledge  o f  the  bus iness  p rocess . 
Ayesha  and  Eihaab  can  rev iew  these  a long  wi th 
your  depa r tmenta l  champions  and  h igh l igh t  the 
key  a reas  o f  the  bus iness  p rocess  which  need  to 
be  focused  on .”

“Sounds  good;  I  wi l l  ge t  the  t eams  work ing  on  i t 
r igh t  away!”  sa id  a  smi l ing  and  re l i eved  Ahsan . 
He  had  a  s t rong  hunch  tha t  th is  p lan  wi l l  work .

The  mee t ing  ended  wi th  Ahsan  p romis ing  to 
have  a  g rea t  d inne r  a f t e r  the  success fu l  so f tware 
l aunch  in  which  he  would  inv i t e  a l l  h i s 
bene fac to rs  which  inc luded  Danish ,  Mar ium  and 
Yumna.
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BOTH PROJECTS COME TO AN END

Ahsan  i s  s i t t ing  in  h i s  room  prepa r ing  fo r  the 
Pos t - Implementa t ion  rev iew  mee t ing  which  i s 
be ing  done  a f te r  two  month’s  o f  Mar ine 
Insurance  Sys tem GO LIVE.

He  i s  th ink ing  to  h imse l f .  So  fa r  the  feedback  i s 
good .   Al though  the  p ro j ec t  o f  5  months 
even tua l ly  went  LIVE  a f te r  7  months  because  o f 
deve lopment  de lays  as  we l l  as  de lay  o f  GO 
LIVE  by  PakInsurance  a f t e r  look ing  a t  the 
re su l t s  o f  the  t ra in ing .   The  re su l t s  were 
p romis ing  bu t  showed  tha t  a  lo t  o f  fu tu re 
app l ica t ion  use rs  weren’ t  ve ry  c lea r  abou t  the 
bus iness  p rocess  to  be  fo l lowed  wi th  the  new 
sys tem.   They  had  dec ided  to  go  th rough  wi th 
ano the r  cyc le  o f  t ra in ing .  

I t  was  s t i l l  a  p re t ty  smooth  implementa t ion . 
Kamran  wasn’ t  too  p leased  wi th  the  de lays  bu t 
he  s t i l l  sanc t ioned  the  t r ip  to  Na th iaga l i .

Ahsan  had  rev iewed  the  fu l l  p ro jec t 
spec i f i ca t ions  which  Minha’s  t eam  had 
deve loped .   Th i s  pa r t  had  gone  the  smoothes t 
because  Minha  had  good  domain  knowledge  and 
he r  team  had  done  we l l  to  wr i t e  ve ry  de ta i l ed 
requ i rements  wi thou t  l eav ing  ambigu i ty  in  the i r 
documenta t ion .   Ahsan  knew  now  tha t  the 
p ro jec t  cou ld  be  done  wi th  ve ry  low  r i sk 
because  they  had  the  fu l l  r equ i rements  in  one 
p lace  and  a  decen t  reusab le  code  l ib ra ry  had 
p roved  i t s  wor th  dur ing  the  so f tware 
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deve lopment  o f  the  Mar ine  Insurance  bus iness 
l ine .   The  c l i en t  had  a l so  been  th rough  a l l 
phases  o f  the  p ro j ec t  and  now  knew  exac t ly 
wha t  i t  would  take  to  bu i ld  and  implement 
so f tware  o f  th i s  s ca le .   

Ahsan  had  done  h i s  e s t ima t ion  o f  the  fu l l 
p ro jec t  and  was  p lann ing  to  p i t ch  fo r  i t  i f  the 
pos t  implementa t ion  mee t ing  went  we l l . 
Kamran  had  rev iewed  a l l  the  numbers  and  l iked 
wha t  he  saw.

Kamran  and  Ahsan  reached  PakInsurance  and 
went  s t ra igh t  to  the  des igna ted  mee t ing  room. 
They  were  g ree ted  by  Amna,  Ayesha  and 
Eihaab .

They  go t  down  to  bus iness .   “Ahsan ,  we  have 
been  in  touch  ove r  the  pas t  months  and  we  a l l 
know  tha t  the  implementa t ion  went  ve ry  we l l . 
We  were  qu i t e  l a t e  because  a  two  month  de lay 
on  a  f ive  month  p ro jec t  i s  huge  bu t  I  mus t  s ay 
tha t  th is  was  a  lea rn ing  expe r ience  fo r  a l l  o f  us” 
sa id  Ayesha  who  was  now  ve ry  conf iden t  a s  a 
pe rson  wi th  a  success fu l  p ro j ec t  unde r  he r  be l t .

“ I  have  rece ived  and  rev iewed  a  l i s t  o f  sma l l 
repor t ing  re la ted  modi f i ca t ions  which  I  would 
reques t  to  go  ove r  wi th  your  t eam  to  see  which 
ones  can  be  done”  con t inued  Ayesha .

Now  Eihaab  l eaned  fo rward  to  con t r ibu te  to  the 
conversa t ion  because  he  no t i ced  a  f rown  on 
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Ahsan’s  face  “Don’ t  wor ry ,  we  have  p r io r i t i zed 
the  l i s t  and  have  a l ready  communica ted  to  our 
t eam tha t  they  wi l l  no t  ge t  eve ry th ing  done  r igh t 
away .   You  a re  f ree  to  rev iew  and  sugges t  i f  a 
s imple  da ta  download  can  fu l f i l  the  requ i rement 
and  we  wi l l  go  wi th  your  sugges t ions . ”

Ahsan  responded  wi th  a  smi le  “You  guys  a re  the 
bes t  c l i en t  I  have  eve r  had .   I  was  abou t  to 
sugges t  the  download  op t ion  bu t  you  have 
a l ready  thought  abou t  i t .   A  qu ick  look  a t  the 
l i s t  ind ica tes  tha t  the re  a ren’ t  any  b ig  i s sues . 
Tha t  i s  wonder fu l !”

Amna  jo ined  the  conversa t ion  “ I  fee l  tha t 
Ayesha  and  Eihaab  p layed  a  s t rong  ro le  in 
manag ing  the  p ro j ec t  f rom  our  s ide .   I  have 
t aken  feedback  f rom  va r ious  peop le  wi th in  the 
o rgan iza t ion  bo th  sen io r  and  j un io r  and  they 
have  shown  the i r  conf idence  bo th  in  Ayesha  and 
Eihaab  a s  we l l  a s  your  whole  t eam”  she  sa id 
whi le  look ing  a t  Kamran .

Then  Kamran  spoke  wi th  a  smi le  “Does  th i s 
mean  tha t  you  would  l ike  us  to  p ropose  fo r  the 
fu l l  deve lopment  p ro j ec t  a s  we l l? ”

“Ac tua l ly  no”  sa id  the  Amna  look ing  pens ive .

Th is  sen t  a  wave  o f  conce rn  th roughout  the 
g roup .   Then  Amna  con t inued  “We  would  l ike 
you  to  p ropose ,  bu i ld  and  implement  the  fu l l 
p ro jec t !”
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Everybody  was  now smi l ing  and  t ea  was  b rought 
in  a long  wi th  snacks .

Amna  then  d iscussed  wi th  the  g roup  why  she 
was  su re  tha t  InsurSof t  was  the  bes t  pos i t ioned 
to  do  the  p ro j ec t  wi th in  the  mos t  feas ib le 
budge t .   InsurSof t  knows  the  fu l l  bus iness 
p rocess  and  the  PakInsurance  cu l tu re  l ike  no 
o the r .   The  two  companies  have  a l ready  p roved 
tha t  they  can  be  pa r tne rs  in  th i s  impor tan t 
company  in i t i a t ive  and  i t  i s  t ime  to  bu i ld  upon 
the  re la t ionsh ip .

She  fu r the r  exp la ined  tha t  PakInsurance  a lways 
ge t s  b ids  f rom  3  to  5  companies  fo r  a l l  ma jor 
purchases  and  they  would  fo l low  the  p rocess  in 
th i s  case  as  we l l  bu t  she  aga in  showed  he r 
conf idence  in  InsurSof t  by  s ta t ing  tha t  the i r 
p roposa l  would  de f in i t e ly  be  the  bes t  when 
t echn ica l  as  we l l  as  cos t  p roposa ls  a re  rev iewed 
toge the r .

The  mee t ing  ended  and  Kamran  and  Ahsan  went 
ou t  to  the  res tauran t  ove r  look ing  the  beach  to 
have  a  ce lebra t ion  lunch  and  d i scuss  fu r the r  the 
de ta i l s  o f  the  p roposa l  tha t  Ahsan  would  now 
work  on .
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PART 2

LESSONS LEARNED
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We  wi l l  now rev iew each  chap te r  to  h igh l igh t 
the  key  ideas  and  a l so  re la ted  ones .

SO IT  BEGINS

- Large  f ixed-pr ice  so f tware  p ro jec ts  ca r ry 
wi th  them a  h igh  l eve l  o f  r i sk

- Off - the -she l f  p roduc t s  requ i re  h igh- leve l 
o f  bus iness  p rocess  re -eng inee r ing  and 
adap ta t ion  o f  the  o rgan iza t ion  to  the  new 
sys tem and  i t s  p rocess

- Off  the  She l f  p roduc t s  a t  bes t  on ly  cove r 
abou t  70  to  80  pe rcen t  o f  the  bus iness 
func t iona l i ty .   Th i s  i s  the  bes t  case 
scena r io  and  mos t  o rgan iza t ions  a re  no t 
aware  o f  th is  fac t

- Deployment  o f  La rge  sof tware  p ro jec t s 
need  to  be  t rea ted  as  sepa ra te  p ro j ec t s  a s 
they  requ i re  a  lo t  o f  t ime-consuming 
change  management

- Mos t  o rgan iza t ions  go  fo r  cus tom made 
so lu t ions  a s  an  e scape  f rom change 
management

- A we l l  des igned  cus tom made  sof tware 
would  need  to  be  bu i l t  by  keep ing  in  mind 
the  mos t  used  func t iona l i ty .   I t  would  be 
l ean ,  easy  to  use  and  ma in ta in .   Th i s  would 
a l so  requ i re  a  la rge  amount  o f  change 
management ,  so  the re  i s  no  e scape  f rom i t
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ALL THAT GLITTERS

- Prepa re  a  l i s t  o f  a l l  r i sks  which  cou ld 
impac t  s cope ,  t ime ,  cos t  o r  qua l i ty  o f  the 
p ro jec t

- Some  r i sks  i f  they  occur  have  a  h igh 
p robab i l i ty  to  a f fec t  the  commi t ted  t ime 
l ine

- Cl ien t  expec ta t ions  have  to  be  managed 
upf ron t  o the rwise  i t  cou ld  re su l t  in 
s t ra ined  re la t ionsh ips  and  poor  qua l i ty 
l a te r  in  the  p ro jec t

TROUBLE

- Cash  f lows  a re  impor tan t  bu t  one  shou ld 
no t  rush  in to  h igh  r i sk  p ro j ec ts  jus t 
because  the  o rgan iza t ion  i s  hav ing  a  s low 
pe r iod

- Whi le  nego t ia t ing  wi th  your  immedia te 
supe rv isor  t ry  no t  to  commi t  too  ea r ly .   I t 
i s  be t te r  to  pu t  in  so l id  g round  work  be fore 
an  in te rna l  commi tment  i s  made

- Try  to  s leep  ove r  your  b ig  dec is ions .   I t  i s 
good  to  rev iew  las t  n igh t ’ s  thought  the 
nex t  morn ing
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THE INNER VOICE

- His to r ica l  da ta  f rom  pas t  p ro jec ts ,  idea l ly 
fo r  s imi la r  domain  and  o f  the  same  na tu re , 
g ive  the  bes t  es t ima tes

- Es t ima t ion  i s  the  mos t  r i sky  pa r t  o f  p ro jec t 
p lann ing  and  shou ld  no t  be  confused  wi th 
t a rge t s

- By  inc reas ing  pe rsonne l  on  the  p ro jec t  you 
can  on ly  compress  the  schedu le  to  a 
ce r ta in  l imi t .   Each  o rgan iza t ion  /  t eam 
shou ld  expe r iment  wi th  the  popula r 
equa t ion  to  a r r ive  a t  a  reasonab le  schedu le 
e s t ima te  “3  *  e f fo r t - in -man-months ^ 1 / 3 ”

- Mot iva ted  t eams  and  h igh  pe r fo rmers  can 
ach ieve  fan ta s t i c  re su l t s  bu t  to  e s t ima te 
l a rge  p ro jec t s  on  th i s  bas i s  cou ld  be  ve ry 
r i sky .   La rge  p ro jec t s  shou ld  be  e s t ima ted 
wi th  ave rage  peop le  in  mind  because 
va r ious  env i ronmenta l  fo rces  may  de -
mot iva te  your  t eam  and  a l so  d r ive  away 
your  bes t  t a len t

- Reach  ou t  to  t rus twor thy  and 
knowledgeab le  f r i ends  when  look ing  fo r 
good  adv i se  
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EXPERIENCE

- I t  i s  good  to  read  the  la te s t  l i t e ra tu re  on 
manager ia l  and  t echn ica l  top ic s .   I t  g ives 
you  op t ions  and  so lu t ions  when  the  go ing 
ge t s  tough  and  you  a re  ou t  o f  ideas

- When  ask ing  fo r  he lp .   Te l l  the  rea l 
p rob lem  to  your  adv i sor  and  be  humble 
abou t  your  own  l imi ted  knowledge  and 
expe r ience .   Othe rwise  i t  would  jus t  be  a 
b ig  was te  o f  t ime

- Cul t iva te  f r i endsh ip  wi th  good,  he lp fu l 
and  knowledgeab le  peop le

KNOWING WHAT YOU WANT

- I t  i s  good  to  d i scuss  ideas  wi th  f r i ends 
ove r  a  mea l .   Mea l  t imes  a re  gene ra l ly 
happy  t imes  and  peop le  a re  more  open  to 
sha r ing  knowledge  and  in forma t ion

- Off - the -she l f  p roduc t s  a re  good  fo r 
o rgan iza t ions  i f  they  a re  a  change-or ien ted 
o rgan iza t ion .   Unfor tuna te ly ,  mos t 
o rgan iza t ions  want  to  expand  aggress ive ly 
wi thou t  f i r s t  making  themse lves  ready

- Even  i f  bus iness  p rocesses  a re  l ean  and 
e f f i c ien t ,  so f tware  implementa t ions  would 
s t i l l  r equ i re  ano the r  round  of  bus iness 
p rocess  re - eng inee r ing  because  au tomat ion 
o f ten  b r ings  in  a  new  d imens ion  to  the 
bus iness  p rocess
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- Cus tomized  so lu t ions  add  va lue  when  the 
o rgan iza t ion  has  ve ry  good  bus iness 
p rocesses  and  a re  wi l l ing  to  go  the  ex t ra 
mi le  to  change  these  to  be t te r  u t i l i ze  the 
compe t i t ive  advan tage  o f fe red  by 
in forma t ion  sys tems

- Large  sof tware  p ro j ec t s  requ i re  fo rma l 
me thodolog ies  which  g ive  the  p ro j ec t 
manager  con t ro l  and  v i s ib i l i ty  th roughout 
the  p ro j ec t

- Somet imes  i t  i s  good  to  mix  va r ious 
me thodolog ies  /  bes t -p rac t i ces  to  ach ieve 
the  r igh t  re su l t .   Th i s  shou ld  on ly  be  t r i ed 
when  you  a re  we l l  ve rsed  and  expe r ience 
in  the  use  o f  these  bes t  p rac t ices

- Reach  ou t  and  ask  fo r  he lp  f rom 
exper ienced  peop le

- RUP  is  a  s t rong  sof tware  deve lopment 
me thodology  and  i s  ve ry  use fu l  in 
manag ing  l a rge  so f tware  deve lopment 
p ro jec t s .   More  de ta i l s  a re  ava i l ab le  a t 
wik iped ia .o rg

THINK BEFORE YOU LEAP

- Large  p ro j ec t s  shou ld  be  sp l i t  in to  two 
phases .   The  f i r s t  phase  shou ld  f in i sh  when 
comple te  requ i rement  spec i f i ca t ions  a re 
bu i l t  and  s igned  o f f
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- The  second  phase  shou ld  no t  be  commi t ted 
in  t e rms  o f  budge t  and  schedu le  t i l l  the 
f i r s t  phase  i s  comple te

- There  i s  good  ev idence  /  r esea rch  which 
po in t s  towards  th is  approach  to  be  a  ve ry 
good  one .  The  s ize  and  complex i ty  o f  l a rge 
so f tware  p ro jec t s  makes  i t  i s  a lmos t 
imposs ib le  to  de l ive r  a  h igh  qua l i ty 
p roduc t  wi th in  t igh t  budge ta ry  and  t ime 
cons t ra in ts

- The  e s t ima tors  o f  the  second  phase  a l so 
s t and  a  be t t e r  chance  o f  nego t ia t ing  wi th 
the  c l i en t  in  te rms  o f  func t iona l i ty .   For 
example ,  i f  the  c l i en t ’s  budge t  i s  t igh t 
then  func t iona l i ty  can  be  p r io r i t i zed  and 
on ly  the  mos t  necessa ry  pa r t  can  be  bu i l t 
to  su i t  key  c l i en t  needs

DIVIDE AND CONQUER

- As  the  chap te r  name  sugges t s ,  i t  i s  good  to 
sp l i t  l a rge  so f tware  p ro j ec t s  in to 
manageab le  pa r t s

- Bui ld ing  and  dep loy ing  pa r t i a l  (bu t 
p roduc t ion  qua l i ty  code )  ea r ly  takes  ca re 
o f  a  lo t  o f  management ,  techn ica l  and 
dep loyment  /  cu t -ove r  r i sks

- Exposure  to  a  conc re te  pa r t  o f  the 
app l ica t ion  g ives  the  c l i en t  a  chance  to 
look  a t  the  rea l  th ing  and  be  ab le  to  dec ide 
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whethe r  the  pa th  t aken  by  the  deve lope rs  i s 
cor rec t  o r  no t

- Time  box ing  i s  a  ve ry  good  ag i le 
t echn ique  and  de ta i l s  a re  ava i l ab le  a t 
wik iped ia .o rg

- Tes t  d r iven  deve lopment  i s  a  ve ry  good 
ag i l e  t echn ique  and  de ta i l s  a re  ava i l ab le  a t 
wik iped ia .o rg

- Da i ly  bu i lds  i s  ano the r  good  techn ique  to 
deve lop  robus t  so f tware  wi th  min imum 
bugs .   More  de ta i l s  a re  ava i l ab le  a t 
wik iped ia .o rg

- Mos t  c l i en ts  ove r - es t ima te  the i r  read iness 
fo r  GO LIVE and  sof tware  p rac t i t ione rs 
shou ld  deve lop  ways  and  means  to  make 
the  c l i en t  unde rs tand.   Once  the  c l i en t 
chooses  an  approach  su i t ed  to  i t s  in te rna l 
cu l tu re ;  on ly  then  smooth  GO LIVEs  a re 
ach ieved

- Good  proj ec t  managers  ensure  tha t  they 
have  a l l  the  p ro j ec t  t asks  l i s t ed  and  have 
mechan isms  to  ensure  tha t  no th ing  i s 
mis sed  ou t  a t  the  p lann ing  s tage .   I t  i s 
obv ious  tha t  i f  you  miss  a  se t  o f  ta sks  then 
l a te  in  the  p ro jec t  when  pres sures  a re 
maximum i t  would  be  a lmos t  imposs ib le  to 
accommoda te  these  wi thou t  schedu le  and 
budge t  s l ips
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DO THEY LIKE IT  TOO?

- Prepa re  we l l  be fore  impor tan t  c l ien t 
mee t ings .   They  can  sense  a  weak 
a rgument  be t t e r  than  you  th ink

THE BIG DAY

- Cl ien t s  shou ld  ded ica te  the  bes t  ava i l ab le 
re sources  to  the  p ro jec t  o r  acqu i re  (and 
then  t rus t )  the  same  when  none  a re 
ava i lab le  in -house .   La rge  sof tware 
p ro jec t s  can  make  o r  b reak  the  c l ien t 
o rgan iza t ion  because  o f  the i r  h igh  impac t 
l eve l  to  the  ve ry  fabr ic  o f  the  bus iness

- Be  pa t i en t  when  f i e ld ing  c l i en t  ques t ions . 
Mos t  peop le  ask  ques t ions  j us t  to  c la r i fy 
the i r  thoughts  and  no t  to  corne r  the 
p resen te r

BULL’S  EYE

- Never  fo rge t  to  thank  the  peop le  who  a re 
the  source  o f  your  success
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THERE IS  METHOD TO THIS  MADNESS

- Somet imes  you  have  take  bes t  p rac t i ces 
f rom o the r  me thodolog ies  to  work  wi th 
your  o rgan iza t ion’s  s tanda rd  me thodology 
to  ach ieve  the  bes t  re su l t s

- I t  i s  recommended  to  fu l ly  unders tand  and 
t e s t  these  me thodolog ies  be fore  app ly ing 
these  to  h igh  r i sk  p ro jec t s .  Bu t  then 
somet imes  you  jus t  have  to  ca r ry  the  r i sk

THE TRUE TEST

- I t  he lps  to  have  ded ica ted  team leads 
hand le  va r ious  sens i t ive  ta sks .   These  t eam 
leads  shou ld  be  se lec ted  on  the  bas i s  o f 
the i r  sk i l l s  and  spec ia l iza t ion

- Good  bra in  s to rming  t echn iques  need  to  be 
app l ied  to  come  up  wi th  a  workab le  p ro jec t 
p lan  and  ta sk  dependenc ies .  Mind  mapping 
i s  one  such  t echn ique

- A good  pro jec t  p lan  does  no t  j us t  happen. 
Pa ins tak ing  e f fo r t s  need  to  be  expended  to 
ach ieve  the  same

- Regula r  mee t ings  o f  the  key  p laye rs  f rom 
bo th  o rgan iza t ions  i s  necessa ry  fo r  t ime ly 
in forma t ion  d i s semina t ion ,  dec is ions  and 
u l t ima te ly ,  p ro jec t  success  
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- For  t ime  cons t ra ined  p ro jec t s ,  no th ing 
he lps  more  than  a  s tab le  reusab le  l ib ra ry 
o f  ex tens ib le  c las ses  and  source  code

NEED SOME LADY LUCK

- I t  i s  good  to  document  the  mee t ings  by 
wr i t ing  minu tes  immedia te ly  a f t e r  the 
mee t ing .   I t  no t  on ly  cap tures  the  fac ts 
we l l  bu t  a l so  se rves  a s  a  communica t ion 
too l  fo r  va r ious  peop le  who  a re  pa r t  o f  the 
p ro jec t

- Othe r  ma te r ia l  l ike  h igh  leve l  p lans  and 
p resen ta t ion  ma te r ia l  shou ld  a lso  be 
documented  to  he lp  in  communica t ion

- People  shou ld  rev iew mee t ing  ma te r ia l 
be fore  the  mee t ing  so  tha t  you  can  ge t 
r igh t  to  the  po in t

- P lann ing  shou ld  be  done  a t  h igh  l eve l  fo r 
the  ove ra l l   p ro jec t  bu t  on ly  the  cur ren t 
i t e ra t ion  and  phase  shou ld  be  p lanned  in 
de ta i l

- To  ach ieve  buy  in  f rom key  t eam members 
i t  i s  impor tan t  to  have  the i r  inpu t 
incorpora ted  in to  the  de ta i l ed  p lans
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IS  EVERYONE ON THE SAME PAGE?

- Have  c ross - t eam mee t ings  to  sha re 
knowledge  and  in forma t ion

- Es tab l i sh  channe l s  o f  communica t ion

- Seek  commi tment  f rom a l l  t eam members 
and  key  c l i en t  pe rsonne l

- Have  ru le s  and  gu ide l ines  tha t  gove rn  the 
p ro jec t  team

- Have  mechan ism to  cap ture  de lays ,  fo r 
example  a  runn ing  scoreca rd  which 
h igh l igh t s  de lay  aga ins t  each  de l ive rab le , 
s ignof f  o r  ac t ion  /  dec is ion

- Be  wary  o f  ha l f  baked  ideas

- Don’ t  compl ica te  the  des ign  un les s  the 
add i t iona l  fea tu re  i s  rea l ly  b r ing ing  in  a 
lo t  o f  va lue

THE SUM OF ALL FEARS

- Manage  wish  l i s t s  ve ry  ca re fu l ly

- Have  week ly  p ro j ec t  repor t s

- Esca la te  i s sues  the  moment  i t  i s  c l ea r  tha t 
these  a re  beyond  the  au thor i ty  o f  the 
pa r t i cu la r  team lead  o r  t eam manager
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WHAT’S  ALL THE EXCITEMENT ABOUT USE 
CASES?

 
- Use  cases  a re  a  ve ry  good  way  to  cap tu re 

sys tem requ i rements

- I t  i s  impor tan t  tha t  a l l  con t r ibu to rs  to  the 
p ro jec t  unde rs tand  the  u t i l i ty  and  purpose 
o f  the  use  cases

- Al l  ideas  and  concep ts  shou ld  be  “so ld”  to 
the  c l i en t  and  the  c l i en t  shou ld  no t  ge t  a 
fee l ing  tha t  they  a re  be ing  fo rced  to  do  a 
pa r t i cu la r  th ing

SHARING THE PLAN

- I t  i s  good  to  use  too l s  to  come  up  wi th  the 
c r i t i ca l  pa th  so  tha t  you  know exac t ly 
which  t a sks  mus t  f in i sh  on  t ime  fo r  the 
p ro jec t  to  f in i sh  on  t ime

HAVING FUN

- Team bu i ld ing  e f fo r t s  need  to  be  done 
regu la r ly  and  o f ten

- Peop le  /  t eams  take  t ime  to  ge l  toge the r

- Over  t ime ,  due  to  work  p res sures 
somet imes  the  re la t ionsh ips  be tween  t eam 
members  become  s t ra ined  and  i t  i s  good  to 
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have  ou t ings  to  g ive  peop le  a  chance  to 
mend  re la t ionsh ips

THE FIRST PMT MEETING

- The  pro j ec t  management  team (PMT) 
shou ld  cons is t  o f  key  p laye rs  and  shou ld 
mee t  regu la r ly

- The  PMT should  use  th is  oppor tun i ty  to 
d i scuss  a l l  impor tan t  i t ems  tha t  impac t  the 
p ro jec t  inc lud ing  resource  a l loca t ion ,  key 
dec is ions ,  feedback,  de lays ,  oppor tun i t i e s , 
e t c .  

- The  c l ien t  has  to  commi t  ded ica ted 
re sources  fo r  l a rge  p ro j ec t s  because  the re 
a re  many  ta sks  tha t  need  to  be  coord ina ted , 
documented  and  f ina l i zed  f rom the  c l i en t 
s ide  a s  we l l

THE FIRST RELEASE

- The  deve lopment  team shou ld  unders tand 
tha t  ma in ta in ing  qua l i ty  i s  the i r 
re spons ib i l i ty

- Idea l ly  dead l ines  shou ld  be  me t  and  h igh 
qua l i ty  code  shou ld  be  de l ive red  on  t ime , 
bu t  i f  the re  i s  a  compromise  tha t  mus t  be 
done ,  i t  shou ld  no t  be  qua l i ty  o f  code  / 
de l ive rab le
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MINHA DELIVERS  ON THE PROMISE

- The  requ i rements  shou ld  be  wr i t t en  c lea r ly 
and  wi th  the  l eas t  amount  o f  ambigu i ty

- Somet imes  you  can  s ta r t  t echn ica l  work  on 
the  requ i rements  even  be fore  these  a re 
s igned  o f f  by  the  c l ien t ,  bu t  i t  i s  no t 
gene ra l ly  adv i sab le

- Pa i r  p rogramming  can  be  employed  fo r 
tough  deve lopment  ta sks  and  a l so  to  have 
an  in forma l  mentor ing  p rogram wi th in  the 
deve lopment  t eam

THE CUSTOMER  GETS THE FIRST 
EXPOSURE

- Each  i te ra t ion  sof tware  re lease  shou ld  be 
we l l  te s ted  by  the  in te rna l  t eam as  we l l  a s 
the  c l i en t

  
- Some  organ iza t ions  have  s t rong  qua l i ty 

a ssurance  and  t es t ing  depa r tments  bu t  the 
deve lope rs  shou ld  be  made  respons ib le  fo r 
the i r  own te s t ing .   Qua l i ty  as surance 
shou ld  no t  be  ab le  to  f ind  obv ious  bugs . 
Only  the  ones  which  a re  ve ry  ha rd  to  f ind 
and  requ i re  expe r ience  and  spec ia l i za t ion

- Tes t  sc r ip t s  shou ld  be  p repa red  idea l ly 
be fore  the  deve lopment  s t a r t s
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- Tes t  sc r ip t s  he lp  you  comprehens ive ly  t e s t 
the  sy s tem and  weed  ou t  a l l  bugs  we l l 
be fore  GO LIVE

- Do the  homework  and  show to  the  c l i en t ’ s 
t echn ica l  team the  exac t  impac t  on  the 
sys tem des ign  o f  ce r ta in  “n ice  to  have” 
func t iona l i ty .   I t  w i l l  go  a  long  way  to 
conv ince  your  c l i en t  and  make  them more 
sens i t ive  to  these  i s sues

EIHAAB TO THE RESCUE

- Wish  l i s t  needs  to  be  ve ry  ca re fu l ly 
we ighed  aga ins t  the  cos t  /  bene f i t  aspec t

- Rare ly  used  fea tu res  shou ld  neve r  be  bu i l t 
in to  the  app l ica t ion  because  they  make  the 
whole  app l ica t ion  complex  and  d i f f i cu l t  to 
use

MOTIVATION

- I t  i s  ve ry  mot iva t ing  fo r  the  team to  know 
tha t  they  would  ge t  h igh  qua l i ty  t ime  of f  i f 
they  pu l l  o f f  the  p ro jec t  we l l

- Tr ips  requ i r ing  a i r  t r ave l  and 
accommoda t ion  can  ge t  qu i t e  expens ive  bu t 
i f  you  we igh  the  bene f i t s  o f  a  h igh ly 
mot iva ted  t eam then  the  dec i s ion  i s  an 
obv ious  one
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PLANNING THE TRANSITION

- Al l  p ro j ec t  de l ive rab les  shou ld  be  pee r 
rev iewed  in  add i t ion  to  the  rev iew done  by 
qua l i ty  as surance  t eam

- There  shou ld  be  upf ron t  p lann ing  to 
hand le  the  t rans i t ion  phase  o f  the  p ro jec t . 
Somet imes  th i s  can  be  the  mos t  d i f f i cu l t 
pa r t

MANAGING CHANGE

- Change  management  has  to  be  t aken  ve ry 
se r ious ly  and  decen t  amount  o f  t ime  needs 
to  be  a l loca ted  to  th i s  impor tan t  t ask

- Mos t  peop le  don’ t  l ike  chang ing  the  way 
they  work .   Whenever  change  i s  b rought  in 
the re  i s  a lmos t  a lways  a  good  b i t  o f 
re s is t ance  f rom va r ious  qua r te r s

TRAIN,  TRAIN AND TRAIN SOME MORE

- Of ten  p ro j ec t  managers  fo rge t  the  v i s ion 
beh ind  the  so f tware  deve lopment  / 
dep loyment  e f fo r t

- The  sof tware  mus t  de l ive r  the  key  fea tu res 

- A we l l  t r a ined  use r  base  i s  the  b igges t 
a sse t  to  ach ieve  a  smooth  GO LIVE
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- The  t ra in ing  has  to  be  a  t eam e f fo r t 
be tween  t echn ica l  and  func t iona l  expe r t s

- I t  i s  impor tan t  to  te s t  the  comfor t  leve l  o f 
the  use r  base  in  te rms  o f  knowledge  and 
sk i l l s  wi th  the  new app l ica t ion  be fore  GO 
LIVE

BOTH PROJECTS COME TO AN END

- Pos t  implementa t ion  rev iew mee t ings 
shou ld  a lways  be  done  wi th in  a  coup le  o f 
months  o f  GO LIVE 

- Cl ien t s  a re  wi l l ing  to  pay  more  and  be 
f l ex ib le  in  t e rms  o f  t ime  l ines  a s  long  as 
they  know tha t  the  so f tware  vendor  wi l l  go 
the  ex t ra  mi le  to  deve lop  a  h igh  qua l i ty 
p roduc t  which  i s  des igned  to  fu l f i l  the  key 
needs  o f  the  c l i en t
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PART 3

WHAT YOU SHOULD AVOID?
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This  pa r t  p roposes  a  l i s t  o f  a l l  the  mis takes  tha t 
you  shou ld  avo id  whi le  p lann ing  and  execu t ing 
a  l a rge  so f tware  p ro j ec t .   The  l i s t  i s  a  work  in 
p rogress .

Th is  l i s t  i s  b roken  down in to  two  broad 
ca tegor ie s ;  Management  and  Techn ica l .   These 
a re  then  fu r the r  sub-d iv ided .

We  hope  to  enhance  the  l i s t ,  ove r  t ime ,  wi th  the 
he lp  o f  your  feedback.
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MANAGEMENT

BUSINESS  CASE

- Not  cons ide r ing  a l l  the  d i rec t  and  ind i rec t 
cos ts  o f  deve lopment .  For  example , 
deve lopment  se rve r ,  ve rs ion  con t ro l 
so f tware ,  deve lopment  da tabase  se rve r , 
qua l i ty  as surance  da tabase  se rve r ,  UPS, 
gene ra to r ,  backup  se rve r ,  add i t iona l 
deve lopment  too l  l i censes ,  p r in te r s ,  t es t ing 
too l s ,  space  /  r en t  and  in f ra s t ruc tu re , 
s a la r i e s ,  e tc .

- Not  cor rec t ly  ca lcu la t ing  the  to ta l  cos t  o f 
ownersh ip  o f  the  so f tware ,  fo r  example , 
mis s ing  to  ca lcu la te

o Main tenance  cos t
o Addi t iona l  da tabase  l icense  cos t
o Addi t iona l  c l i en t  and  se rve r 

ope ra t ing  sys tem l i cense  cos t
o Cos t  o f  add i t iona l  PCs ,  se rve rs , 

p r in te r s ,  e t c .
o Cos t  o f  suppor t  t eam and 

p rogrammers
o Cos t  o f  add i t iona l  ne twork  and 

in te rne t  bandwid th

ESTIMATION

- Lack  of  p rope r  p ro j ec t  e s t ima t ion

- Use  o f  on ly  one  e s t ima t ion  t echn ique . 
Genera l ly ,  a t - leas t  two  techn iques  wi th 
d i f fe ren t  approaches  shou ld  be  used  to 
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come  up  wi th  a  rea l i s t i c  e s t ima te .   Some 
popula r  t echn iques  a re  func t ion  po in t 
ana ly s i s ,  COCOMO,  De lph i  wide  band 
t echn ique ,  Use  case  e s t ima t ion  me thod, 
e tc .

- Underes t ima t ion  o f  domain  complex i ty

- No h is to r ica l  da ta  ava i l ab le  fo r  e s t ima t ion 
o f  e f fo r t  and  cos t

- Confus ing  t a rge t s  wi th  es t ima tes  and 
commi tments

- Ge t t ing  in f luenced  by  p ressure  f rom c l i en t 
o r  in te rna l  management  to  g ive  an 
op t imis t i c  es t ima te

PLANNING

- Not  ge t t ing  the  p ro jec t  team s t ruc tu re 
r igh t ,  fo r  example

o No of f i c ia l  p ro jec t  sponsor
o No proj ec t  management  t eam
o Lack  of  p ro jec t  team s t ruc tu re 

wi thou t  p rope r  repor t ing  
o Pro j ec t  manager  and  t eam leads 

wear ing  too  many  ha t s ,  i . e . , 
pe r fo rming  too  many  ro le s

- Too  l i t t l e  h igh- leve l  p lann ing

- Too  much  de ta i l ed  p lann ing  o f  l a t e r 
i t e ra t ions  /  phases

- No iden t i f i ca t ion  o f  the  c r i t i ca l  pa th
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- Lack  o f  buy  in  f rom pro jec t  team members 
in to  the  p ro jec t  v i s ion ,  s chedu le ,  e tc .

- Se lec t ion  o f  inappropr ia te  so f tware 
deve lopment  me thodology .   One  tha t  i s  no t 
su i t ab le  to  la rge  so f tware  p ro j ec t s

- Unrea l i s t ic  schedu les

- Incomple te  p lann ing .   The re  may  be  ta sks 
mis sed  ou t

- Lack  o f  p lann ing  fo r  da ta  convers ion

- Incomple te  r i sk  l i s t  /  iden t i f i ca t ion

- Too  l i t t l e  budge t

- Over  re l iance  on  spec i f i c  h igh  pe r fo rming 
human  re sources

- Commitment  o f  budge t  and  t ime l ine  even 
be fore  de ta i l ed  requ i rements  have  been 
wr i t t en  and  s igned  o f f

- Lack  o f  commi tment  f rom c l i en t 
o rgan iza t ion  /  sen io r  management

- Lack  o f  commi tment  f rom sof tware  vendor 
o rgan iza t ion  /  sen io r  management

- Incor rec t  r i sk  mi t iga t ion  s t ra teg ies

- Lack  o f  knowledge  abou t  con tempora ry 
bes t  p rac t i ces  
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- Over  conf idence  on  the  t eam’s  ab i l i ty  to 
ach ieve  ce r ta in  t a rge t s

- Over  re l iance  on  shor t  cu ts  to  ach ieve 
d i f f i cu l t  t a rge t s

- Hol idays  and  l eaves  a re  no t  cons ide red

- Commitments  f rom s takeho lde rs  o the r  than 
the  deve lopment  t eam have  no t  been 
sought  aga ins t  ac t iv i t i e s  tha t  requ i re  them

MONITORING

- Poor  moni to r ing  o f  p ro jec t  t a sks  aga ins t 
the  p lan  resu l t ing  in  incor rec t  p ic tu re  o f 
the  p rogress

- No regu la r  mechan ism to  upda te  the 
ove ra l l  p lan  accord ing  to  cur ren t  p ro j ec t 
p rogress .   Idea l ly  the  so f tware 
deve lopment  p lan  shou ld  be  upda ted  a t -
l eas t  once  a  month

- Too  much  expe r imenta t ion  wi th  new 
prac t i ces ,  new too l s  and  new technology

- Too  l i t t l e  innova t ion .  Re l ig ious  adhe rence 
to  the  chosen  p rocess  wi thou t  cons ide r ing 
g round  rea l i t i es

- No mechan ism to  iden t i fy  de lays  ea r ly

- No mechan ism to  iden t i fy  i s sues  ea r ly . 
Lack  o f  p rocesses  in  p lace  to  a l low is sues 
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to  be  ra i sed  dur ing  the  deve lopment 
p rocess

- Poor  subcon t rac t  management .   I f  pa r t  o f 
the  p ro j ec t  i s  g iven  to  ano the r  so f tware 
o rgan iza t ion  to  bu i ld  then  tha t  con t rac t 
and  re la ted  ac t iv i t i es  have  to  be  ca re fu l ly 
managed

- Lack  o f  good  documenta t ion ,  fo r  example , 
h igh  l eve l  p lans ,  minu tes  o f  the  mee t ing , 
key  dec is ions ,  e t c .

- Pro j ec t  manager  no t  hav ing  p rope r 
au thor i ty  ove r  he r  pe rsonne l

- Lack  o f  regu la r  s t a tus  repor t ing  by  the 
p ro jec t  manager  to  the  s t akeho lde rs

- Lack  o f  regu la r  mee t ings  o f  the  p ro jec t 
management  team

- Lack  o f  con t ro l  and  v i s ib i l i ty  in to  the 
p ro jec t .   For  example ,  the  common 
ques t ion  “Are  we  rea l ly  90% done? ”

- Poor  r i sk  moni to r ing

- Lack  o f  expec ta t ions  management

- Scope  c reep .   In jec t ion  o f  l a rge  amount  o f 
non  c r i t i ca l  fea tu res

- Lack  o f  regu la r  demos  to  the  c l i en t  o f  the 
under -cons t ruc t ion  p roduc t .   Idea l ly  eve ry 
month  the  inc reas ing ly  func t iona l  p roduc t 
shou ld  be  handed  ove r  to  the  cus tomer  fo r 
t e s t ing  o f  newly  added  fea tu res .   Th i s  wi l l 
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go  a  long  way  to  g ive  the  c l i en t  conf idence 
and  a l so  a  chance  to  g ive  feedback  

TEAM  BUILDING

- No team bu i ld ing  e f fo r t s

- No team cohes ion  due  to  l ack  o f  t rus t 
(usua l ly  mis s ing  in  new teams)

- Tota l ly  new team wi th  a l l  members  e i the r 
new to  the  o rgan iza t ion  o r  coming  f rom 
o the r  p ro j ec t s  and  c l ien t s

- No prov i s ion  to  l e t  the  t eam ge l  toge the r . 
For  example ,  team ou t ings ,  t eam t ra in ing , 
e tc .

- No  e f fo r t s  to  ming le  the  techn ica l  as  we l l 
a s  the  func t iona l  team members

- Res i s tance  to  reach ing  ou t  fo r  he lp  f rom 
knowledgeab le  peop le

- Lack  o f  open  d i scuss ion  and  sha r ing  o f 
knowledge  wi th in  t eam

- Too  much  va r ia t ion  in  t echn ica l  l eve l  o f 
the  team,  i . e . ,  a  few team members  wi th 
huge  expe r ience  ve rsus  nov ices  coming  ou t 
o f  Unive rs i ty .   Th i s  may  no t  be  a  bad  th ing 
bu t  i t  has  to  be  p rope r ly  managed
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HUMAN RESOURCE

- Fa i lu re  to  a ss ign  /  h i re  an  appropr ia te 
p ro jec t  manager  who  has  the  necessa ry 
sk i l l  and  expe r ience  to  lead  the  p ro j ec t

- Fa i lu re  to  a ss ign  /  h i re  an  appropr ia te 
requ i rements  ga the r ing  expe r t

- Fa i lu re  to  a ss ign  /  h i re  an  appropr ia te 
sys tem a rch i t ec t  /  des igne r  

- Fa i lu re  to  a ss ign  /  h i re  an  appropr ia te 
so f tware  deve lopment  t eam lead

- Fa i lu re  to  a ss ign  /  h i re  an  appropr ia te 
qua l i ty  as surance  expe r t

- Fa i lu re  to  a ss ign  /  h i re  appropr ia te 
so f tware  deve lope rs

- Fa i lu re  to  a ss ign  /  h i re  appropr ia te  t es t ing 
expe r t s

- Fa i lu re  to  a ss ign  /  h i re  an  appropr ia te 
change  manager

- No rewards  i f  the  p ro j ec t  i s  done  we l l

- No  a t t en t ion  to  t eam mora le

- Lack  o f  regu la r  a t t endance  to  impor tan t 
p ro jec t  mee t ings  by  team members

- Lack  o f  in te r - team coord ina t ion . 
Spec ia l ly  be tween  t echn ica l  and  func t iona l 
t eams
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- Poor  nego t ia t ion  sk i l l s  o f  the  p ro jec t 
manager  and  t eam leads

- Poor  pe rsuas ive  power  o f  the  p ro j ec t 
manager

- Poor  pe rsuas ive  power  o f  the  change 
manager

- Lack  o f  good  resources  f rom c l i en t  s ide

- Lack  o f  pa t i ence ,  po l i t eness  and  g ra t i tude 
f rom pro jec t  manager

- The  p ro j ec t  manager  and  t eam leads  don’ t 
g ive  100% ded ica ted  t ime .   T ime  sha r ing 
wi th  o the r  p ro jec t s

- Poor ly  managed  workshops  /  mee t ings

- No bra in -s to rming  workshops  /  mee t ings

- Too  many  bra in - s to rming  mee t ings 
(ana ly s is  pa ra lys i s )

- Lack  o f  communica t ion  abou t  the 
impor tance  o f  the  p ro jec t

- Lack  o f  p repa ra t ion  be fore  impor tan t 
mee t ings

- Nega t iv ism and  de -mot iva t ing  a t t i tude  o f 
ce r ta in  t eam members

- Lack  o f  t eam mot iva t ion

- Poor  compensa t ion  and  reward  sys tem
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- Non  ava i l ab i l i ty  o f  s en io r  s t a f f  and  f r i ends 
to  whom the  p ro j ec t  manager  can  tu rn  to  in 
t ime  of  need  fo r  adv i se

- Lack  o f  unde rs tand ing  and  expe r ience 
re la ted  to  l a rge  so f tware  p ro j ec ts  and  the i r 
eccen t r i c i t i e s

- Lack  o f  expe r ience  o f  the  p ro jec t 
management  team in  hand l ing  la rge 
so f tware  p ro jec t s

- Lack  o f  appropr ia te  human  resources

- Lack  o f  adequa te  human  resources

- Lack  o f  t ime ly  ava i l ab i l i ty  o f  appropr ia te 
human  re sources

- Too  much  a t t r i t ion  in  the  t eam

TRAINING

- Lack  of  management  t ra in ing  fo r  p ro jec t 
manager  and  t eam leads

- Too  l i t t l e  o r  no  t echn ica l  t ra in ing  fo r  the 
deve lope rs  and  o the r  t eam members  

- Lack  o f  t ra in ing  o f  key  s ta f f  who  i s  go ing 
to  use  the  new sof tware

- Lack  o f  unde rs tand ing  o f  the  new bus iness 
p rocess
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- Lack  o f  coord ina ted  t ra in ing  be tween 
t echn ica l  and  func t iona l  t eam members

- Lack  o f  t e s t ing  /  f eedback  abou t  the 
e f fec t iveness  o f  the  t ra in ing

- No e f fo r t  to  educa te  the  c l ien t  as  we l l  as 
the  p ro j ec t  t eam members  abou t  the 
t echn ica l  j a rgon  used  in  the  p ro j ec t 
documenta t ion

CHANGE MANAGEMENT

- Lack  of  c l i en t  o rgan iza t iona l  ag i l i ty  

- Res i s tance  to  change

- Poor  change  management  by  the  t eam’s 
change  manager

- Over  es t ima t ing  the  sys tem bene f i t s . 
Hence  c rea t ing  res i s t ance  when  peop le 
rea l i ze  tha t  the  sys tem i s  no t  de l ive r ing 
aga ins t  the  expec ta t ions

- Res i s tance  due  to  l ack  o f  communica t ion . 
Somet imes  the  management  needs  de ta i l ed 
repor t ing  and  fo r  th i s  purpose  the  sys tem 
needs  to  cap tu re  th i s  add i t iona l 
in fo rma t ion  a t  the  t ime  of  f ron t - end  da ta 
en t ry .   The re  a re  bene f i t s  bu t  they  a re 
h idden  f rom the  pe rson  who  i s  do ing  the 
add i t iona l  da ta  en t ry
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- Lack  o f  se l l ing  to  the  s takeho lde rs  a s  we l l 
a s  the  peop le  who  a re  ac tua l ly  go ing  to  use 
the  so f tware

- Too  l i t t l e  t ime  fo r  change  management
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TECHNICAL

REQUIREMENTS

- Fa i lu re  to  ge t  s ignof f  on  requ i rement 
spec i f i ca t ions  f rom use rs

- Fa i lu re  to  document  the  secur i ty  and 
access  con t ro l  requ i rements  fo r  the 
p roposed  sys tem   

- Ambiguous  and  unc lea r  requ i rement 
spec i f i ca t ions .   For  example ,  fa i lu re  to 
p rope r ly  answer  any  o r  a l l  o f  the  fo l lowing

o What  de ta i led  fea tu res  and 
func t iona l i ty  a re  requ i red?

o How many  modules?  How do  they 
in te rac t  wi th  each  o the r?  How of ten 
do  they  in te rac t  wi th  each  o the r?  For 
example ,  in  an  insurance  sys tem,  the 
c la ims  module  t a lks  to  po l i cy 
admin i s t ra t ion  module ,  e t c .

o How many  ex te rna l  in te r faces?
o How many  t ransac t ion  types  a re 

the re?   For  example ,  in  an  account ing 
sys tem,  we  have  j ourna l  vouchers , 
payment  vouchers ,  e t c .

o How is  each  document  /  t r ansac t ion-
type  saved ,  ed i t ed ,  pos ted ,  approved 
& rou ted?

o When  can  you  ed i t  a  saved  document 
and  when  you  can’ t?   For  example , 
you  may  be  a l lowed  to  ed i t  a  payment 
voucher  t i l l  i t  i s  no t  pos ted .   Once 
pos ted  i t  can  be  reve rsed  bu t  neve r 
ed i t ed
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- No  mechan ism to  hand le  change  reques t s 
f rom use rs  a f t e r  requ i rements  have  been 
s igned  o f f

- Fa i lu re  to  cor rec t ly  cap tu re  s t a tu to ry 
requ i rements  which  a re  gene ra l ly  qu i t e 
complex

- Fa i lu re  to  cor rec t ly  cap tu re  MIS 
requ i rements  which  a re  a lways  qu i t e 
complex

- Not  incorpora t ing  non- func t iona l 
requ i rements  in  the  des ign ,  fo r  example

o Fa i lu re  to  cap tu re  vo lumet r i c 
cons ide ra t ions

o Response  t ime  requ i rements
o Upt ime  requ i rements
o Sca lab i l i ty  requ i rements
o Opera t iona l  requ i rements

 Backups
 Fa i l -ove r  recovery
 Archiv ing
 Data  Purge

o Usabi l i ty
 Screen  re so lu t ion
 Spec i f i c  so f tware /ope ra t ing 

env i ronment  (b rowser  o r 
ope ra t ing  sys tem)

 Access ib i l i ty  requ i rements
 Rich  use r  in te r face 

requ i rements  (d rag  n  d rop ,  e tc . )
 Number  o f  c l i cks /bu t tons  and 

sc reen  f lows  to  comple te  a 
pa r t i cu la r  func t ion
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- Fa i lu re  to  iden t i fy  a l l  s t akeho lde rs

- Fa i lu re  to  iden t i fy  a l l  use rs  o f  the  new 
sys tem

- Incomple te  requ i rements  ga the r ing

- Fa i lu re  to  p rope r ly  acqu i re  domain 
knowledge

- Fa i lu re  to  de te rmine  exac t ly  which  use r 
depa r tment  would  be  impac ted  in  which 
way  by  a  pa r t i cu la r  fea tu re .   Somet imes 
you  may  bu i ld  a  fea tu re  tha t  would  bene f i t 
ano the r  depa r tment  (which  asked  fo r  i t ) 
bu t  some  o the r  depa r tment  would  need  to 
en te r  da ta  fo r  i t  because  they  a re  the 
cus tod ians .   Th i s  wi l l  no t  work  un t i l  a  fu l l 
buy - in  i s  f i r s t  ach ieved  f rom a l l  conce rned 
depa r tments

DESIGN

- Poor  sys tem a rch i t ec tu re  p lann ing

- Too  many  des ign  shor tcu t s  which  may 
have  been  done  due  to  t ime  cons t ra in ts

- Too  much  des ign  complex i ty  due  to 
unnecessa ry  fea tu res

- Low qua l i ty  techn ica l  des ign  in  t e rms  o f 
c las s  d iagrams  and  en t i ty  re la t ionsh ip 
d iagrams
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- Untes ted  a rch i t ec tu re .   Somet imes  new 
technology  or  pe r fo rmance  requ i rements 
war ran t  the  deve lopment  o f  a  p ro to type  in 
execu tab le  fo rm to  t es t  ou t  the  p roposed 
a rch i t ec tu re

- Fa i lu re  to  incorpora te  pe r fo rmance  re la ted 
p rov i s ions  in  the  des ign .   For  example ,  you 
need  to  cons ide r  

o How wi l l  the  da ta  g row?
o How wi l l  the  bus iness  g row?
o What  would  be  the  da ta  purge  cyc le?
o What  ha rdware  wi l l  run  th is 

so f tware?
o Wil l  the  a rch i tec tu re  suppor t  the 

expec ted  re sponse  t imes?
o e tc .

SYSTEM  INTERFACES

- Incomple te  l i s t  o f  sys tem in te r faces

- Incor rec t  documenta t ion  o f  da ta  vo lumes 
to  be  b rought  in  th rough  the  in te r faces

- Incor rec t  documenta t ion  o f  the  da ta 
t rans la t ion  requ i red  whi le  b r ing ing  in  da ta 
f rom in te r faces

- Lack  o f  iden t i f i ca t ion  o f  on l ine  and 
o f f l ine  in te r faces
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CONSTRUCTION

- Lack  of  s t anda rds  and  gu ide l ines .   You 
gene ra l ly  need  gu ide l ines  fo r  cod ing , 
g raph ica l  use r  in te r face ,  repor t  fo rma ts , 
p rogram and  t echn ica l  in te r face  t e s t ing , 
repor t  t es t ing ,  que ry  tun ing ,  da tabase 
des ign ,  dep loyment ,  e t c .  

- Lack  o f  regu la r  so f tware  in tegra t ion

- Di f f i cu l t  and  c lumsy  use r  in te r face

- Lack  o f  ownersh ip  o f  the i r  own code  by 
the  deve lope rs .   Poor  deve lopment  cu l tu re

- Lack  o f  un i t  t es t ing

- Too  many  bugs

- No te s t  sc r ip t s

- Unava i lab i l i ty  o f  reusab le  so f tware 
componen ts

- Poor  t echn ica l  documenta t ion

- Poor  sys tem a rch i t ec tu re  compl iance .  The 
deve lope rs  don’ t  comply  wi th  the  ove ra l l 
app l ica t ion  a rch i t ec tu re  env i saged  by  the 
so f tware  a rch i t ec t s  and  des igne rs  

TESTING

- Lack  of  code  inspec t ion
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- Lack  o f  c l i en t  s ide  t e s t ing  o f  the  pe r iod ic 
so f tware  re leases

- Lack  o f  in tegra ted  t e s t ing

- Lack  o f  vo lume  te s t ing .   How much  da ta?

- Lack  o f  regress ion  t es t ing

- Lack  o f  load  te s t ing .   How many  use rs?

QUALITY ASSURANCE

- Lack  of  in -dep th  rev iew of  requ i rement 
and  des ign  documents .   Lack  o f  qua l i ty 
a ssurance  ea r ly  in  the  p ro j ec t

- Qua l i ty  as surance  t eam under  too  much 
in f luence  o f  the  p ro jec t  manager

- Poor  qua l i ty  o f  the  end  p roduc t  /  so f tware

- Lack  o f  so f tware  me t r i c s

- No pos t  implementa t ion  rev iew

- No le s sons  lea rned  document

- Inadequa te  rev iew of  so f tware  me t r i c s  ( i f 
they  a re  co l l ec ted)
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DEPLOYMENT

- Poor  use r  gu ide  /  he lp  documenta t ion

- Deployment  too l  may  leave  many 
impor tan t  t asks  to  be  done  by  hand.   Thus 
inc reas ing  the  r i sk  o f  e r ro rs

- No prope r  gu ide l ines  fo r  dep loyment .   For 
example ,  how to  ensure  tha t  the  la te s t 
source  code  i s  be ing  dep loyed

- No t ra ined  and  expe r ienced  dep loyment 
t eam

INFRASTRUCTURE

- Lack  of  p rope r  ha rdware  and  ne twork ing 
se tup  fo r  a  l a rge  t eam of  deve lope rs  to 
pe r fo rm cod ing  ac t iv i t i e s

- Lack  o f  p rope r  deve lopment  too ls

- Absence  o f  au tomat ic  t es t ing  too l s

- Absence  o f  au tomated  source  con t ro l  and 
ve rs ion ing  too l s

- Absence  o f  code  p rof i l ing  too l s  

- Absence  o f  bug  t rack ing  too l s  

- Absence  o f  code  ana lys i s  too l s  
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- Absence  o f  t echn ica l  a rch i t ec tu re 
mode l l ing  too l s

- Absence  o f  da tabase  mode l l ing  too l s  

- Absence  o f  au tomated  bu i ld  gene ra t ion 
too l s

- Absence  o f  b ina ry  (EXE and  DLLs) 
dep loyment  too l s

- Lack  o f  on l ine  he lp  deve lopment  too ls

- Lack  o f  p rope r  in f ra s t ruc tu re  to  t es t 
sys tem pe r fo rmance .   For  example  wha t 
would  be  the  impac t  on  the  p roduc t ion 
se rve rs  when  th i s  add i t iona l  app l ica t ion 
goes  LIVE on  them?

VERSION CONTROL

- No mechan ism to  manage  anno ta ted 
ve rs ions  o f  source  code  a s  we l l  a s  o the r 
de l ive rab les
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CONCLUDING THOUGHTS

We  a l l  know  tha t  mos t  p ro j ec ts  a re  no t  as  lucky 
a s  the  one  in  the  s to ry .   The re  a re  so  many 
th ings  tha t  can  go  wrong  and  they  do .

The  bes t  p lanne rs ,  the  bes t  requ i rement 
ga the r ing  expe r t s ,  the  bes t  so f tware  a rch i t ec t s 
and  des igne rs ,  the  bes t  p rogrammers ,  the  bes t 
qua l i ty  a ssurance  pe rsonne l ,  the  bes t  change 
managers ,  the  bes t  implemente rs ,  the  bes t 
t r a ine rs  can’ t  make  a  p ro j ec t  succeed  i f  the 
c l i en t  i s  no t  open  minded  and  wi l l ing  to 
expe r iment  and  l ea rn .   

The  f i e ld  o f  so f tware  deve lopment  i s  j us t  a  few 
decades  o ld  and  i s  no t  l ike  o the r  f i e lds  l ike 
Enginee r ing  and  Account ing  which  have  evo lved 
the i r  me thodolog ies  and  d i sc ip l ines  wi th 
expe r ience  and  t ime.   Th i s  message  has  to  go 
ou t  to  a l l  use rs  o f  so f tware  in tens ive  sys tems  so 
tha t  the re  i s  more  openness  to  new ideas .

We  as  so f tware  deve lopment  p rac t i t ione rs  have 
to  keep  on  t ry ing  to  work  wi th  our  c l i en t s  and 
our  teams  to  ach ieve  the  bes t  poss ib le  re su l t s 
unde r  the  c i rcums tances .   

Page 127 of 129



                   Large Software Projects

REVIEWS

“I  a lways  wanted  a  sma l l ,  conc i se  gu ide  o f 
th ings  to  look  ou t  fo r  and  to  avo id  when  do ing 
my proj ec ts .  Th i s  book  f i l l s  tha t  space .  I  look 
fo rward  to  the  nex t  in  i t s  s e r ie s .
Fawzia  Sa lahuddin ,  PMP,  Direc tor  –  Projec ts , 
Alchemy Technolog ies  (Pvt . )  Ltd.

" I t  was  in te res t ing  to  read  wi th  p rac t i ca l 
ins igh t s  in to  manag ing  l a rge  so f tware 
p ro jec t s . . . . . . . one  can  re la te  to  the  s i tua t ions 
faced  by  the  p ro j ec t  managers"
Zainab  Hameed,  PMP,  CISA

"This  book  d i scusses  by  the  use  o f  a  de ta i led 
example ,  how proj ec t  management  cou ld  be 
ca r r i ed  ou t  - -  The  book  can  be  used  as  a  case 
s tudy  in  cur r i cu lum where  Proj ec t  Management 
i s  t augh t"
Sayed  Yousuf ,  Chie f  Technology  Off icer ,  
Progress ive  Sys tems  (Pvt )  Ltd

“This  book  i s  an  e f fo r t  to  move  the  so f tware 
indus t ry  away  f rom f ixed  p r iced  p ro jec t s .   I t 
o f fe r s  a l te rna te  p ro jec t  b reakdown op t ions 
which  he lp  reduce  the  ove ra l l  p ro j ec t  r i sk  and 
a l so  de l ive r  be t t e r  qua l i ty  to  the  cus tomer .”
Erum Khal id ,  Direc tory  Technology ,  Alchemy 
Technolog ies  (Pvt . )  Ltd .
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