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" Intro

= Start up: accepting the role of rescue PM?
= A little bit of project context

= Rescue of an integration project
= Applied iterati
= Tools for the re¢
= Summary: hin
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START U HE ROLE
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April 2010

Dear Bruno, we have
some major challenges
in the integration part
of an ongoing strategic
ERP implementation
project. Can you help?
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= Assess situation (very high level)
= Based on intake interview

= Long list of challenges/ risks

" Do | have any chance to succeed?
= Motivation?

* No, thank yo
* Yes

rescue plan!
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A LITTLE CONTEXT
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m When two different worlds meet each other...

“ERP-integration project
*Data Migration tools
sWebh services

ERP implementation o ekl synchronisation

*DWH interfacing
sGovernment interfaces

project

*\farious process interfaces

IRIRig

Traditional software engineering
ont defnition of interfaces
ild

chnology that allows

ee of flexibility

* Easily adaptable, extendable

* Based on parameterisz
customisation

\AIQ SRR ABILITY
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m Stakeholder mgt

= Customer
= Business
= Demand mgt (Validation of scope, blueprints)
= |nternal solution supply
* EAI
* Back end integration
= Supplier
= Customisation
* Onsite/ off s

= ERP supply
* Onsite / off s

" |ntegration sug
* On site/ off shore

of G105}
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m Integration Project team (4/2010)

+- 50 FTEs involved in integration part of project
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m Challenges

= Strategic HR related project

= Complex architecture
= New product involved
= Big scope

= Agressive sche
= 150+ FTE invol

= Project alread
initial Go live

Isations
5 — expected

" Leaves us with 8 months to go
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m The project in trouble is still moving fast...
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m Rescue a project in trouble
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LET’S REVIEW THE APPLIED
ITERATIO

AE 2009 = 14



architects

far bBusiness

fict

EEE ©AE 2011 = 15



Beict

Ilteration 0 — PM touch down

iteration 0 " Landing in the project
ouch = |nitial detailed assessment
down = One — one interviews core team
o members |
e in the team
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m Go for an incremental iterative approach

iteration 0

Touch
dionum

10 days

Iteration 1

Addressing the ﬁ f @
core _ & ; : 1"'1
. Quality
pains N
6 weeks elincd Ao
Common E
gration
projec .
Zht into

le constraint close to balance
PM practices applied
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m From this approach

%R

To this app
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m Iteration 1 — creating a plan (6 weeks)

= 80% reactive issue management on ongoing project
= Dependency on volatile interface definitions
= 20% creating an initial plan
= Low cost simplified architecture with maximal reuse of exisiting solutions

= Updated WBS

* Organised the work into 23 work packages with 2 functional increments
* Increment 1 basic functionality
* Increment 2 extended functionality

= Project organisatio
» clear roles and res
* Introduce the nec

" Increase PM matu
* Introduce Project

= Common commun
*= Focus on bringing s

* Fundamental high
path)

* Put the right people together

extra analists on critical
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WPO
End to End Integration Architecture

Key project architects (business + ICT (funtional + technical)

= in scope 1/1/2
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m Iteration 1 challenge -Break with the past!

= Take your team offsite

= Organize a Planning workshop (23WPs)

= Prepare this very well
* Ask your WP leaders to prepare the plan for their WP
* Use a common PM/WP plan template

* If there are multiple enitities, ask them to align their plans one-
one

* Breakingt

= Consolidate ant
communicate

= Use common i

" Continue to ma
managment

mon plan and

olve to risk
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E Summary of adopted approach during rescue

Assess
ongoing
project phase

» Hard skills

™ E,El:t 5 I‘..| | | 3

Reactive
Issue
management

Plan for next
change
iteration on
hard and soft
dimensions

{ Execution and
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m Assessment step

Hard skills

* Project management
* PMBok Process areas

= Production process applied in project
* Requirements mgt
* Business analysis

Functional analysi

Solution archite

Governance
* Software Ch
* Release mgt

Development
Test mgt

Soft skills
* Team motivation
= Readyness for change

Assess

/' ongoing

project phase

« Hard skills

Eady 213 .
» Soft skills
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= Express self confidence from the beginning

= Projects in trouble generally can only get in better shape when
applying a structured approach (PM + architecture + soft skills)

= Gain buy in from steering by providing structured approach
" |ssue identification

* Prioritization
= Use steering/ sp
= Gain buy in from
* Help them towaz
= Take away unce
* Protect them ag
= A plan for getting
= Evolve from reactivity to proactivi
= Start small — aim for initial team successes
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May - Summer of 2010
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iteration 0

Touch

eration 1

Addressing the
core

pains

6 weeks

[keration 3 = =TS
Execute initial plan
Grow maturity on key activities

Prepare for more fundamental change
12 weeks
* Progre ations
* Risk m:
*Pushing
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m Dealing with emotions in the team

= Control — pressure =changé
= Right dosis is mission critical
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iteration ojteration 1 lteration 2 | [ Al
. Addressing the Execute initial plan
core Grow maturity on key activities
pains Prepare for more fundamental change
10days [weeks 12 weeks “
lteration 3
EENE

>duct launch
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m Increase maturity on release mgt

Product Definition

Release Definition

Exception management

Release Planning

Test Plan
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teration 0| eration 1 Ieration 2 Al Ieratien 3 !
Addressing the Execute initial plan
Lot core Grow maturity on key activities Preparing initial product launch
pains Prepare for more fundamental change

10days | 6weeks 12 weeks B 16 weeks

lteration 4 | |

nch
team velocity)
anagement)
EENE
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lira Change

Solution Building
iness driven E2E SIT

Test
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m Make sure everybody agrees on requirements!

= |dentify areas that
issues)

= (Qualitative specifications (how to eliminate ambiguity?)
= Stay pragmatic — agile!
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== Overview of iterations

itaration 0
Tonsch
thoedin
teratiomn 1
Addrapring the
Dore
[piling
Bweaks leeration * | I
Execute initial plan
Grow maturity on key activities
Frepare for more fundamental change

12 waslts

Itaration 4

Preparing extended product launch

16 wepks

©AE 2011 = 33






Mindmapping

o o T ik o e ow b b

il

S nn npotiern P
R e D P Sl Mg i 'S o i i

LR T e T e o s P

Lol B
sroiivn Ll gl el mowicer i | e
[
[y ]
Bk Py ity iy |-
L l_ L.y "

LI

L BT
R B S -!E".’i‘;"!’ﬂ"."_".‘.-ﬂﬂﬂﬂﬁ
_Ipeten ol pplppienly
o i s | I WP E Wb ardies

fr———— o ——_
T ] i&'
e e i |

O SO D] B WA I Rl A e

m .l

“_i_.m

1 From Ty 344
e duparvaancy AR hamilry | 01 P e i 0 YA

|, mled ol CF e v e

(i e L ncobocol it gl
|| s s ]

“i#‘-_{ig'—rg AT F LR KT B . NI PR S oy e it
b1 sl dein

] T A ML ) M TH i i) B ol B R MR TR

e sl

L m“'i ! warws v oy mnigeed i rorp it B

1 rigid pimering of Ul WE

__ ChApr /e ety W A ST LS Y prOCa
s by AT

pirTIne i b e

©AE 2011 = 35



architects

far B

WP 0 End to End Integration architecture

WP 1 Symchro ERSEE

WWIP2 COE MF

WP 3 Integratie payrol|

WP 4 Migratie MFCOS BEWS

WP 5 VIS VIL {technisch) (VILin/out VIS OUT)

WP 6 Wabservices [ weblinks

WP T Reporting {integratie [uik]

WP & Dimona

WP 9 Camnmand center (technisch integratie luik)

WP 10 Brut/net praview

WP 11 User mgt

WUP 12 Data exchange framewark

WP 13 Quota synch

WP 14 Luxemb urg

WP 15 VIS5 inbaund

WP 16 ER Bynchro (5% -= euHR eka)

WP 17 Salary update

W 18 Clocking data

WP 19 WIS WIL als vangniet

WIP198 resync

WP 20 Consistency check (cross platform)

WP 21 Integrated test data mgt

WP 22 Transition

WUP23 Import facturatie tickets

10/09,/ 2090

& &
G

criticel peth relesas 1_.“-,"!911

tmmchi cbs mrhmic dew

HﬂrtEd — — e e m—————— - - - - - -
haauy manuslly, long itersticna, fundementel sclutian
|=funcdenal input) nasdad
slow progress on Dovaraga

Tl
[illnass
started |aboutto restert rrgEs in dey
A1 |Deperdencyo prokd ems on 05

£zaring L, comgl e, EXE Lowaraga’

pa micipation

Joban pes b me sctive, Crersds support
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= Project rescue = change management

= Balance change initiatives against continuity in the project
= Do the right things at the right moment

= Don’t be afraid to tune/ change the process

= Evolve from reactivity to proactivity

= Evolve towards i

* Don’t forget the
= A motivated tez
* Checking limits
= Perform lessons
* |nvolve team, !
= Be carefull with PM tools (PM administration)
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How the Project How the Analyst How the Programmer
Leader understood it designed it wrote it

How the project was Whatoperafions How the customer was | |How Il was supporied What the customer
documentad installed billed really needed



