


What is an IT Project?
Key elements of ITPM

Plan, organize and manage risks (Exercise)

Industrializing IT projects
From Project to Product

The hybrid approach
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Ceci n'est Pas un prOJet “ﬁ;

Ceci n’est pas un projet.

See: https://www.khanacademy.org/humanities/art-1010/dada-and-surrealism/surrrealism/v/magritte-the-
treachery-of-images-ceci-n-est-pas-une-pipe-1929
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A project is a temporary endeavor undertaken to
create a unique product, service, or result.

Source: Project Management Body of Knowledge

An IT project is a temporary endeavor undertaken

to create a unique product, service, or result by
introducing, extending, upgrading or
decommissioning IT Systems






PROJECT

SUCCESS

SUCCESSFUL IT PROJECT MANAGEMENT
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3 Key elements of a PM method

8




Project Commitment

Project Definition
Project Management — Project Approval
Quality Management Steering Committee Project Authority

AR Sponsor, Member STC Project Review

Management Appraisals

Status Reporting
Project Manager
Project Manager
Deputy Project Manager

Sub-Project 1 Sub-Project 2 Sub-Project 3 Project Management
Sub-Project Manager Sub-Project Manager Sub-Project Manager Coordination

Project Task Execution

Project Member
Project Member
Project Member
Project Member
Project Member
Project Member

Project Member
Project Member
Project Member
Project Member
Project Member
Project Member

Project Member
Project Member
Project Member
Project Member
Project Member
Project Member

roject Member
Project Member
Project Member
Project Member
Project Member
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PM-Template_Project mandate.doc RIT]|A|W [ |
Phase 1: Initiat PM-Template_Business Case.x|s A|lR|A[A[W] I R
:Initiate -
ase L:nt PM-Template_Feasibility study.doc R|I(A)|A[W]|R W|R|A|R R R
PM-Template_Project Charter.doc RIA|A|W|R|R R R
PM-Template_Request for Proposal.doc A|JA|R|R W|R|]A]|R R
PM-Template_Business specifications A RIW|R|[A|R R R
Phase 2: Define PM-Template_Technical specifications and
operation (A) R|R A W| A W
PM-Template_QA Strategy A|R|R|W R I | R
PM-Checklist_Phase-Build w W
PM-Template_Training delivery A RIW|R W
. PM-Template_Training material A RIW|[W|R W
Phase 3: Build - -
PM-Template_Working Instruction A RIW[W
PM-Template_System documentation and
operation manual | | R W] A
PM-Template_Cutover scenario A|lR|W|[W|R R R W| A
Phase4: Implement
PM-Template_Acceptance Protocol.doc R R|R A R
PM-Template_Final report.docx A|A|W|RI|R A A A
Phase 5: Post-Implement - -
PM-Template_Final presentation.pptx A|JW|R|R
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Project Phases according to Hermes ﬁﬁi

Project . Launch of ,
initiation Project Phase Phase operation Project
release release release closure
order ¥

¥ d ! ) 1
’_‘_‘ mplementatior ¢
T

T 1

Option Preliminary acceptance Acceptance

Source: hermes.admin.ch




Example based on Hermes

Project
Initiation

!

Initiation

Project ‘
release

1

Conception

Phase
release

1

&

Implementation

Final project
evaluation

1

Deployment

Project chart System characterization and Pre-  System Launching
selection delivery delivery Acceptance
»Objectives » System requirements » Detailed system » System installation
» Context »Detailed general analysis | specification and activation

» General requirements
» Projects options

» Preliminary risk
analysis

» Business plan

» Choice of project

» Project chart

» Project organization
» Phase report

» Contact with
manufacturers
»Factories visits

» Lab workflow analysis
» Risk analysis

# Public tender
»Selection of an
automated system

» Contract

» Phase report

»Change management
#Risk analysis

» Testing (Mock lab)

# LIS specification

# Technical
specification

» Laboratory
specifications
»Training

» Phase report

%+ * % . ;
=N

Source: https://www.clinicalmicrobiologyandinfection.com/article/S1198-743X(17)30212-4/fulltext

»Change management
7 Training

» Testing

»Risk analysis
»Go-live

» Follow-up of success
criteria indicators

» Validation

#Final project

evaluation




P ioct Initiation Subsequent Final Delivery
re-projec stage Delivery stage(s) stage
Directing Directing a Project
sB_ sB_
Managing
“ Controlling a stage Controlmg

N . . Managing

Deliverin Managing Pr Deliv :
g anaging procuct Dorvery Product Delivery
Key Based on OGC PRINCE2 ® material. Reproduced under licence from OGC.

SU = Starting up a Project

IP = Initiating a Project

SB = Managing a Stage Boundary
CP = Closing a Project

Source: Prince2



Milestones

Key
Deliverables

Documentary
Deliverables

Quality Gate

= Core Team
= Project infrastructure
= Staffing procedure

= Project Mandate
= Business Case
= Feasibility Study

= Project Charter

Approval

= Validated
specifications

= Concepts

= Project plan

= Pilot or Sandpit
environment

= Request for Proposal

= Business
specifications

= Technical
specifications and
operation

= Quality Assurance
Strategy

= Informed users
= System construction

= Test environment

= Checklist Phase Build
= Training delivery
= Training material

= Working instruction

= System
documentation and
operation manual

= Trained users

= Productive
environment

= Cutover

= Cutover scenario

= Acceptance protocol

= Performant users
= Operating environment

= Handover & Closure

= Final report

= Final presentation

> DD | D> § B> § K §



Quantitative

- less than 50 mandays - in one business area only - Project controlling
- less than 1 month - little complex - Low coordination

- less than 50 TCHF - no many participants

- more than 50 mandays - cross-functional - Project Method

- less than 6 months - complex - Risk Management

- between 50 and 250 TCHF - strategic

- more than 50 mandays - very cross-functional - Project Method

- more than 6 months - highly complex - Risk Management

- more than 250 TCHF - very strategic - Program Management
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Milestones

Phases

[ IR SR I &
DDt 3 Bl ) mpemen ) postimil_g

Cost controlling = Cost Planning & Tracking

Project Planning = Overall Plan * Detailed Plan

Risks & Chances = Risk Matrix

Procurement Selecti Contractii Monitoril Monitoril Evaluati
= Selection = Contractin = Monitorin = Monitorin * Evaluation
& Contracts 2 g g
Communication = Kickoff = Project Presentation = Meeting Minutes = STC Presentations

Status Report = Status Report



Milestones

N7 1’4 o

Phases

= Request for Proposal

= Project Mandate = Checklist “Build” = Cutover Scenario = Final Report

= Business Specifications . A p |
= Business Case = Technical = Training Delivery cceptance Protoco = Final Presentation
= Feasibility Study specifications and = Training Material

operation

= Project Charter = Working instruction

= Quality Assurance
= System documentation

Strategy and operation manual
= Cost Planning & Tracking
= Overall Plan = Detailed Plan
= Risk Matrix
= Kickoff = Project Presentation = Meeting Minutes = STC Presentations

= Status Report
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Milestones




Projects and all tasks are always driven by ...

Quality

and Scope

-1t

... and it is the ultimate challenge to keep that in balance !

Costs Time



Project duration
Budget estimation
Project Organigram
Risk Matrix

Project 3 ‘ Project 4 ’

-y ) -

Project 2 ’ Project 5
Project 1 ’ Project 6




Helpdesk Outsourcing

The company has different locations over 4 continents and wants to
harmonize the helpdesk processes.

The IT Management asks you to investigate possibilities to reduce IT
costs, especially by analyzing an outsourcing model in India. This should
apply to IT Helpdesk and 1st Level Support.

Data Entry Web Developement IT Support Network Support Help
outsourcing outsourcing outsourcing outsourcing Desk otsourcing
Outsource your data Outsource IT Support for your Outsource Outsource your help
entry work, or hire troubleshooting Business or for your troubleshooting desk to our technical

\

agents.

Learn More
w7y

\customer. Build your
team.

\
Learn More
P

entry agents.

Learn More Learn More

Learn More




Global CRM

The company wants to have a global CRM system in place to manage
local and international customers with the same platform.

The idea is to have a cloud solution in place so that customer data sets
are available all over the world as some customers become global

players.
~
Existing CRM solutions
are outdated and not able
to support the needs of the
growing global business.
)

Data management processes are not

clearly defined, data duplication and
redundancy Is a problem

Maintaining multiple CRM systems is
costly & inefficient; internal support
needed

Integration with marketing is not

possible; no clear customer profiles &
journeys are created




eBilling

Saving time, paper and money...

Send invoices electronically to our customers

Direct delivery of e-bills from our software solutions

No printing and shipping costs

Better data quality: no need for subsequent credit data enquiries
Higher delivery rate as there is no change of address and quicker
payment receipt

Unchanged credit processes




Cloud-based HR Management

Outsourcing of Payroll and Personnel Administration

More time for core business?

Cost effectiveness

Need for clearly defined processes especially fro the routine tasks
No in-house skills in HR Management?

Need for smart Engagement and Recruitment through leveraging
social data



New data center

Many HW are end of life and the current data center is not compliant
anymore as it does not fulfill the new security requirements. The idea is
to move from the in-house infrastructure to a modern cloud infrastructure.




Data Management

Within the digitalization, it has been noticed that the quality of data is not
sufficient. The project should aim at identifying the major gaps, finding
sustainable procedures and addressing the new GDPR requirements
concerning data privacy.




[ )
Archimedes once said:
"Give me a place to stand, N
and | shall move the world." =
> J
4 )
. Project ...
Project |
Project H
Project G
Resources Project F
Project E
SkI"S Project D
Project C
Tech nologies .Project B
Project A
\- J




Have project roles in place for the whole organisation

Use a top-down approach

Systematic use of lessons learned (learning organisations)
Automate where possible (for instance in the testing area or for the
deployment of releases)

Re-use (put templates in place)

Collect experience values



o 1in 6
IT proj bud
1 42 k OOO M€ e S IT projects have 200%

lost every year.in UE due to extra cost and a 70%
IT delay

failed projects

«Up to 70% of software
development projects don’t

end as expected or fail
miserably»

33%
75% 1 7‘70 IT projects are gver time

of executives don't trust IT projects go so wrong they get
in IT projects success their own organizations existence
at risk

Source: http://en.techbizdesign.com/biz/fail-software-projects/




LELL

How the customer How the project leader How the analyst How the programmer What the beta testers Howthe business
explained it understood it designed it wrote it received consultant described it

wwar etz o

How the project was

o prractzmsce r=

How it as supported

ww prziscteartooe som

What marketing

What operations How the customer was What the customer

documented installed billed advertised really needed



Picture of the Agile Manifesto meeting on 2001

Source: https://agile-lounge.com/18-years-of-agile-manifesto-for-software-development/
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Sprint 1

& ¢W§

gprint 2 Grint 3

2 to 6 weeks

* Quick delivery -> one sees if the direction is still right
* The whole team is involved -> no hidden costs
* Requirements are always reviewed -> you get what you see

« Backlog is regularly prioritized -> possibility to adapt to new customer needs




Product Owner: Responsible for the Product

Scrum Developer : Employees

- Scrum Master: Responsible for the Process

Stakeholder Scrum Team




The Agile - Scrum Framework

Inputs from Executives,

Team, Stakeholders, @ Burndown/up
Customers, Users m Charts av
Scrum Daily Sf:rum
Master Meeting

Every

W 24 Hours e o
M S i
fin Y90 ek
Product Owner The Team Sprint Sprint Review
r; ] [ Teamselects ©
|~ | starting at top > m
3 “s':%?';(:ﬁat ) as much as it
; ot I can commit ..
P rcaulred: [ to deliver by Sprint Slt’;:‘“n"‘:":"i;’:::azd Finished Work
6 | stories,.. L. end of Sprint , S
7 / Backlog o not change ® @
8 Sprint
Product Planning
Backlog Meeting

Sprint
Retrospective




Definition of

Kanban Board Done

Point Estimates Planning Poker

Backlog

[ ] © 2 & @ @ Given
A Definition of Relative When - Then 80D
3 Ready Estimation Backl o o ®
Lead Time CKIog E
™ Task Board Grooming <) Role-Feature
L) ATDD
Personas
Scrum of Niko Niko P Burndown Chart Story Mapping O @
Scrums Calendar Cont L) Acceptance Test
O O De°'::"“:"“: A Ubiquitous
: Story Splitting () Do Language
L) Three Questions L ) Mock Objects
O Team Room :
User Continuous
Sign Up Iterations  Velocity Story Integration Refactoring
D @ @ &} &) @ &) & D (=] @ @ L) TDD
Sustainable Pair Daily Meeting Frequent Collective Simple
Pace Programming Releases Ownership Design
®) Eaciitation () Timebox Automated ~ @ L) Unit Test
Project g Build Rules of
Charter O O Simplicity
Heartbeat .
Retrospective n Quick Design & Testing
Team ) @ [&] Session
Iterative Incremental Version
Development Development Control 9 @
CRC Cards  Usabilitity Testing
Practice Areas

G Extreme Programming G Scrum
Teams G Product Management
e Lean O DevOps

G Design
G Testing
e Fundamentals

Laura Klemme
Freen: Agile Aliance



Preparation of acceptance test
case

Requirement — Acceptance Test

Execution

] System Test Case System Test
System Requirement [ g :
Execution

Integration Test Case .
- Integration Test
Global Design :
Case Execution

Unit Test Case

Unit Test
Cases Execution

Detailed Design

Implementation

Source: http://www.codekul.com/blog/methodologies-software-testing-life-cycle






Set up

« team of 4 to 5 members

* minimum three roles. i.e. cutter, painter, and a tester/QA.
« pack of crayons, scissors and printed Easter Egg Sheets

Rules overview
The goal is to provide as many colored paper eggs as possible.

1

CURCUN R

)

Each egg must have at least two different colors

Two separate people must complete each coloring activity
Each egg should be minimum 90% filled with color

White space doesn’t count as color

Cutting must be around oval edges of the egg

Eggs with major distractions in cutting will be disqualified

awy

0

”’llmnnlnm\\\

classic agile

Source: http://www.360pmo.com/traditional-vs-agile-approach-managing-work



http://www.360pmo.com/traditional-vs-agile-approach-managing-work
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Cutter
o

Painter Quality

—
Plan Execution
3 Min. 6 Min. 3 Min.

e Delivery: 3-minute planning, 6 minutes
execution and 3 minutes learning (which
optionally can be merged with QA)

e Organization: team members are assigned
specific roles; cutters (who cut the eggs out),
painters (who paint the eggs) and QA (who are
the only ones that can assess and correct the

eggs). Each team member can only perform a role

he was assigned to.

Work organized around the team
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Plan Execution Retro

Plan Execution Retro

Plan Execution Retro

1 Min.

2 Min.

1 Min.

1 Min.

2 Min.

1 Min.

1 Min.

2 Min.

1 Min.

e Delivery: 1-minute planning, 2-minute

execution and 1-minute retrospective (learnings)

e Organization: the roles within the team are

made obsolete — everyone within the team can
perform any activity

Team organized around the work

- o o O O S O S O S S IS I O S e e s e e e



Digitalization Globalization

Innovation

Time-to-market

Business models

Investments

Business continuity Compliance




LOOK THIS NEW AGILE THING:
TO DEAL WITH
UNPREDICTABLE EVENTS AND
THINGS LJE CANNOT CONTROL
IN OUR PROJECTS

L\ E

| .

r

J
I~

O lbert ¢ haracters Scott Adams Ine,

WE CAN PRICRITIZE, REDUCE
THE SCOPE, CHANGE
REQUIREMENTS AT ANY TIME
AND INCREASE THE CHANCES
OF SUCCESS OF THE PROJECT

Punch yvour own at hitpJidilbert.com

LOOK, THIS IS YOUR NEW
PROJECT. WITH FIXED
DEADLINE, FIXED SCOPE AND
FIXED QUALITY: YOU CAN BE
"AGILE™ INSIDE THIS

TRIANGLE
)1
/! OLHE




Hybrid Approach: a possible phased alig “i%
Phases 0 o 0 0 Q
e > ocine SR o, Seostiml g

N

Requirements Training Handover

Preparation Specifications BECElopmEnt Testing Cutover Support

Go-live

2R ART

Mockups Sprint Delivery Handover
Prototypes Embedded Testing + Automated Regression Testing Support

Preparation

Training

ART: Agile Release Train
& 44










The key components of a project

The 3 basic elements of a project management method
The difference between “Waterfall” and “Agile”

The SCRUM Approach

The hybrid approach




®* Mangiapane M, Blchler R (2015) Modernes IT-Management. Springer, Wiesbaden
® Pilorget L, Schell T (2018) IT Management. Springer, Wiesbaden







Phase = Bundle of project activities,

with a start and an end

Initiating

Planning




Milestone = each project phase ends with a milestone
which indicates that a significant stage of the project has
been reached (as the word “mile stone” means)




Quality Gate = determines whether the project has
achieved the exit criteria, which means if the
milestone has been reached or not, and if the results
are satisfactory or not.




Phases O Initiate ) Define 0 Build O Implement O Use )
Milestones & & 3 @ &

Key © Trained Team
Deliverables o  Project Environment

Documentary >~ Credit Application I~ System Technical Environment Planning
Defiverables I~ IT Project Form (STEP)

7~ Project Charter I~ Validation Check

I/~ Project Plan (preliminary) = Validation Plan

= Shaping the document landscape = Document Registry

7~ Request for Proposal and Vendor Selection = Risk Items List and Risk - Mitigation
Quality Gate v Objectives clearly identified and v Willingness to generate the needed effort?

achievable? v Realistic planning?

v" Project activities developed in the right v Risks identified?

direction?



Phases O Initiate (- Build O Implement () Use )
Milestones & & B & &

Key o~ Accepted Business Processes
Deliverables =  Sandpit and/or Development Environment

Documentary = System Requirements Analysis (SRA): I/~ Product Evaluation and Recommendation
Deliverables - Functional Design Report (PER)
- GAP Analysis I/~ Milestone 1 Review Protocol

I~ System Delivery Specifications (SDS)
- Process List & Flows
- Data Model/Load
- Programs
- Interfaces
- Authorisations

Quality Gate v" Defined solution as a good answer to v' Project strategy delivery adequate to
achieve the goals of the project? achieve project goals?

v All changes needed identified and
properly assessed?
v Specifications available?

Reviewed Business Case still approved?
Enough resources?

< S



Phases O Initiate O Define O Build ) Implement () Use

Milestones & & B @

Key s~ Accepted System
Deliverables o Development and Consolidation Environment

Documentary [~ Technical System Design (TSD): I~ Test and Fault Report (TST):
Deliverables - Development List - Test Strategy & Scenarios

- Business Conditions - Functional Unit Test

- Data Model/Load - Integration

- Programs - Regression

- Interfaces - User Acceptance

- Authorisations

- Customisation —7 Security Plan and Test Protocol

I/~ Product Acquisition and Installation (PAI) = User Procedure Development (UPD):

Strategy, Plan and Manuals

Quality Gate v" Project on track?

: ) .. : : v Milestones and deliverables on track?
v System functionalities available according v Reduced risks thanks to mitigation
to the defined requirements? measures?

v Cost baseline?



Phases O Initiate O Define O Build (- Use )
Milestones & & 3 @ &

Key © Trained Users
Deliverables o Production Environment

Documentary [~ Stress Test Protocol I~ Validation report
Deliverables 1~ s Training Protocol I~ Problem and Change Management Procedure
—~ Technical Operations Protocol 7 Audit Report

— Cutover Plan and

Contingency Planning

Quality Gate v Readiness of productive system ? v" Project organisation ready to take sound
v' Rework needed ? and quick decisions?
v Productive rollout plan available and v Risks and planned measures discussed
plausible ? with all persons concerned?

v Persons feel “in charge”?



Phases O Initiate O Define O Build O Implement O Use )
Milestones & & B & &

Key Performant Users
Deliverables o  Operative Environment

©

Documentary [~ Post Implementation Review /

Deliverables .
Business Assessment Protocol / Lessons learned

7 Future Enhancements Protocol
=~ Handover Checklist including Risk Assessment Protocol
I/~ Core Compliance Audit
Quality Gate v' Goals met? v' Delivery strategy effective and
| Closure > v" Budget target achieved? appropriate?
v" Good planning baseline? v" Concerned persons sufficiently involved?
v Project organisation well trained and v Transparent steering done?

suitable?



Milestones o 0 o 6

Cost controlling = Cost Planning & Tracking

Project Narme

in CHF, incl. VAT

Cost element Supplier Jan Feb Mar Apr May Jun

TOTAL 0 0 0 0 0 0

Project expenditure 0 0 0 0 0 0
Facility

Machines, Furniture
[T-expenditure
Communication
Marketing
Travel expenses
Consultancy, Revision
Transaction charges, postage
Leasing
Other costs

Investments 0 0 0 0 0 0
Real estate
Renovation own estate
Renovation external estate
Machines
Furniture
Software
Hardware



Milestones

Project Planning = Overall Plan

Plannmg 3 Years Quarter

: Yearn - : Yearn+1 Yearni+2.

Integration:Test
User Acceptance Test
. Regression Test ...

© Project charter :
R AN

Developmenl 1 Inherfaces

IT Systems : : A'u‘aloq Development : : : :
: : : E A

= Detailed Plan

Project Name Initiate . Define Build Implement Po

Year: yyyy January February March April
10 10 10 10

Initiate
Task1
Task 2
Task 3
Task4
Task 5

Define
Task1
Task 2
Task 3
Task4




Milestones

Risks & Chances = Risk Matrix

Likelihood / Frequency
Possible

Unlikely

Impact / Severity




Milestones 0 0 o 0 6
Procurement Selecti Contractil Monitori Monitori Evaluatii
® Selection = Contractin U onitorin U onitorin ® Fvaluation
& Contracts d g g

Request for
Proposal

Overall Requirements
Functional Requirements
Technical Requirements

Non-functional
Requirements

Financial Conditions

PRODUCTS
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Communication 713

Milestones o 0 0 o o

Communication = Kickoff * Project Presentation = Meeting Minutes = STC Presentations

Agenda
W 1. Aim and Rationale
“ 2. Delivery Strategy
L \O
9 3. Project Plan
\ 0
4.  Project Organization
A0
\ 5. Project Approach
A
1 6. Risk Management
0| 7. Next steps

62




Milestones

Phases

Status Report

= Status Report

XXXXXXX_ XXXXX

o & o o
p v J P imiement ) postimil_g

XX

Project description

Project Management

XX

Sponsor: xx
PL: xx

Current Phase: xxx

Overall

Cashout (TCHF) Planning (main Milestones) Scope Decision needed
Total Cashout Start: XX.XX.201x XX * XX
Budget: XX MSO01 (Initiate): XX.XX.201x XX * XX
Actuals: XX MSO02 (Define): XX
Forecast: XX MSO03 (Build): XX
MSO04 (Implement):
Current Year MSO05 (Post-Impl.):
Budget: XX End:
Actuals: XX
Forecast: XX

Main activities

Key achievements

Present key activities

Main risks / Dependencies

o XX
o XX

¢ Xx
¢ Xx
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KNOWLEDGE

www.know-ledge.ch



