Optimizing Project Execution

Planning is important - execution of the plan even more
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Cobb’s Paradox (1995):

We know why projects fail

We know how to prevent their failure
So why do they still fail 2
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Niels Malotaux

* Independent Engineering and Project Coach

* Expertin helping teams and organizations to quickly become
* More effective - doing the right things better
* More efficient - doing the right things better in less time
* More predictable - delivering as needed

* Project rescue

* Embedded Systems architect (electronics/firmware)

* Project types
electronic products, firmware, software, space, road, rail,
telecom, building automation, industrial control, parking system
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Optimizing project execution

Did you ever meet a deadline by diluting quality ?

Did you ever need excuses to explain why your deliveries were late ?

Most ‘impossible’ deadlines are not impossible

Still delivering great quality

Sounds incredible ?

That’s what many thought, until they tried
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Main secret to be on time, NOT diluting quality

Half of what we do in our work, later will prove not to have been needed
* If we see that after spending the time, the time is already wasted
* If we see that before we spend the time, we still can decide not to waste the time

If we save time, we have more time to do the right things right
still delivering on time

Doing things wrong, costs about three times as much as doing it right the first time

. Act Plan
Quahty COStS IeSS e What are we going * What to achieve
to do differently? e How to achieve it
e Weare going to
do it differently!

+ Retrospectives — Prespectives

Check
* We know we’re not perfect, that’s why we use PDCA " ecordng to P

e Isthe way we achieved Do
the Result according to Plan? Carry out the Plan
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The essential ingredient: the PDCA Cycle

(Shewhart Cycle - Deming Cycle - Plan-Do-Study-Act Cycle - Kaizen)

Plan

e \What to achieve
e How to achieve it

Act

e What are we going

to do differently?
e We are going to
do it differently!

CheCk Design Consumer
an h
L IS the Result Suppliers of e redesign researcl
. mate.rials and Receipt and \ Consumers
according to Plan? equipment o o v
1 A materials istribution Z—
e Isthe way we achieved DO Bl‘. Production, assembly, inspection ™

the Result according to Plan? Carry out the Plan
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Universal goal

* Delivering the Right Result at the Right Time, QL\ a\\ty

wasting as little time as possible (efficiently)

4 N
* Providing the customer with

* what they need

* at the time they need it

* to be satisfied

* to be more successful than without it

* Constrained by (win - win)
* what the customer can afford
* what we mutually beneficially and satisfactorily can deliver
* in areasonable period of time
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Requirements with Planguage ref Tom Gilb

quantifying the goal
SMART Definition:
RQ27: Speed of Luggage Handling at Airport
ocific  Scale: Time between <arrival of airplane> and first luggage on belt
:“a‘o\e Meter: <measure arrival of airplane>, <measure arrival of first luggage on belt>, calculate difference
Ne?

Benchmarks (Playing Field):
Past: 2 min [minimum, 2025], 8 min [average, 2025], 83 min [max, 2025]
Current: < 4 min [competitory, May 2026] <— <who said this?>, <Survey Dec 2025>
P\tta'\ﬂab\e Record: 57 sec[competitor x]
Wish: <2 min[2027Q3, new system available] <« CEO, 19 Jan 2026, <document ...>

Requirements: Time
e Tolerable: <10 min[99%, Q4] « SLA 1
pealizd Tolerable: <15 min[100%, Q4, Heathrow T4] < SLA
Goal: <15 min [99%, Q2], < 10 min [99%, Q3], < 5 min [99%, Q4] «— marketing

race?
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Impact Estimation principle

Could we get all,
within the budgets
of time and cost ?

How much % of what we
want to achieve do we

achieve by this solution \ Possible solutions to achieve it

At what cost?

Design

Design

Design

Total

Idea #1 Idea #2 Idea #3 Impact
Sum of
_ Objectives Impact on | Impacton | Impacton Impacts on
What to achieve Objective | Objective | Objective S
Objectives
Resources Sum of
L . Impacton | Impacton | Impacton
Cost to achieve it Time Impact on
Resources | Resources | Resources
Money Resources
Return on Benefitsto  Benefits Benefits Benefits
Investment Cost Ratio Cost Cost Cost
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Tom Gilb quote

* The fact that we can set numeric objectives, and track them, is powerful,
but in fact it is not the main point

* The main purpose of quantification is to force us
to think deeply, and debate exactly, what we mean

 So that others, later, cannot fail to understand us

Note: If we use Ai to generate the numbers, we miss the deep thinking and debating !
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high security

Quallity

specification

99.9% <detection>

impact on result

90% — 95%

estimation

organising the
o what

o why

o for whom

o how much

on Time

organising the execution
° how
° when
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» quantification

suggested
solution

y
learn

measurement

91%

A 4

still not there?

!

done

how much
impact
by this solution

actual impact

stopping criteria

(but other solutions may still impact this one!)

estimation

\ 4

what to achieve

what to do

"| what not to do

A

learn
v

time spent

how much time
does it fit the
available time

actual time



* Plan-Do-Check-Act
* The powerful ingredient for success

Evolutionary Project

+ Business Case Why e Management elements (Evo)
* Why we are going to improve what Tom Gilb
* Requirements Engineering Wwhat
* _What we are going to improve and what not How puch I
* ~How much we will improve: quantification Are We done -
« Architecture and Design Defects
« Selecting the optimum compromise for the conflicting requirements ~ HOW am .
Ny & PR P flicting req nedk and e cib\e Attitude
* Early Review & Inspection c Ay 3 pos G
* Measuiing quality while doing, learning to prevent doing the wrong things as €2
(. : )
* Weekly TaskCycle i .
Y T Evo Project Execution
¢ Short term planning )
* Optimizing estimation . ﬁ\ciency Niels
* Promising what we can achieve hat we do
* Living up to our promises of W
* Bi-weekly DeliveryCycle esS
* Optimizing the requirements and checking the assumptions eC’UVen do
 Soliciting feedback by deiivering Reai Resuilts to eagerly waiting Stakeholders £ \N\*\a’(We
* Timeline a1 happe™ 2
. . . o t\N\\\ n O\Jt it
* Getting and keeping control of Time: Predicting the future wha | we od
L * Feeding program/portfolio/resource management what wi P
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* Plan-Do-Check-Act S . <
« The powerful ingredient for success z O Evolutlonary Prolect
+ BusinessCase why [ Management elements (Evo)-
+ Why we are going to improve what www. malotaux. euid=processes Tom Gilb
Weekl TaSkC Cle lan * Requirements Engineering What
y y - _What we 2regoing to improve and whatnot Howm“‘h
. wewl improve: quant fication Ae wedone Zero
* Architecture and Design b? o Defects
- ting the optimum compromise for the conflicting requirements WO’ ndlea™ as
* Early Review & Inspection (_\-\edf;\z asposs‘b\e e
x = Measuring quality while doing deagning to prevent doingthe wrong things ase?
O * Weekly TaskCyc | " E
* What can we learn from last week (reflecting) = 8 Evo Project Planning - il
- Optimizing estimation gfficiency 1o
3 A3 = Promising what we can achieve natwe
i 2 s of W
* What should we prevent the coming week (preflecting) it
- Optimizing the requireraents and chec king the as Eﬁi::;::«ed"
O = Soliciting feedback by delivering Real fesuits to e alting Stakeholders  of
* What are we supposed to achieve + Timetine e
- Cetting and keeping control of Time: Predicting the future WhatVy e doabe!
. . . ding program/portfoliojresource management \-mﬂ("‘l )
* How much time do we have available B e el

* 2/3 of gross available time is net plannable time

= )

Task;

3 Taskk
4
2/3 is default start value - works well with development work
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* What is most important to do Taska 2 o
in order to achieve what we’re supposed to achieve Task, 5
* Estimate net effort needed to do these things PS::‘ 2 y
aSKd (o}
* Which most important things fit the net plannable time Taske 1
(default 2/3 of gross available time, 26 hr per week at 40hr work-week) Task: 4
* What can, and what are we going to do Taskg 5 [26
 What are we not going to do Taskn 4 f 4
3
1

* Writing it down ! Our fuzzy mind isn’t good enough !



http://www.malotaux.eu/?id=weeklyplanning

Act Plan

¢ What are we going * What to achieve
to do differently? e How to achieve it

e Weare going to

Reflecting

Check
according to Plan?
* Was all planned work really done ? : ;;;h;;;fgv;g;g;g;g o DO therton
* If a Task was not completed, we learn:
e Time spent but needed more time ? — effort estimation problem dﬁ@t@
* What did | think then, what do | know now — learn (Check and Act) ﬂmm@ s on
¢ Time not spent? — time management problem C@nsumPUQ
* Too much distraction icS (o b
* Too much time spent on other (poorly-estimated) Tasks Of m@tﬂC SN
¢ Too much time spent on other things Taskb 5
Task: 3
* Close unfinished Tasks after having dealt with the consequences Taskq 6| do
* Learn fromit I:z::: ;
¢ Put any remaining work on the Candidate Task List Taskg 5| >6
* Declare all Tasks finished after having taken the consequences Taskn 4
(we cannot work in history) Task; 3 dot
sk VIS
C )

Malotaux - BPM Aug 2026 13



Preflecting with ‘innocent' questions

* Really?
* Should we?
* Why would we do that?

(never use 'you')
* Who'’s waiting for that ?
* What do they need?
* How much do they need?
 When do they need it ?
* Isitreally necessary?
* Isitreally necessary now?
* How do we know ?

Malotaux - BPM Aug 2026

Tasks 2
Tasky 5
Task: 3
Taske 6 | do
Taske 1
Tasks 4
Taske 5 |6

Taskn 4

- e
Why ?

What happened ?

What could we do?

Will we be on time ?

What makes us think that ?
What’s different this time ?

Is this the best way to do it ?
Does it fit the available time ?
If there is any problem:

r

(.

People come in with their week plan,
come out with a modified plan,

more going to work on the right things,
less spending time on unnecessary things.
Immediate savings.

From day one.

-

-

Never challenge an estimate !

If we don’t understand the estimate,
only say:

* What are you planning to do ?

* Now estimate again ...

If they insist:

* Let them find out themselves

What-are-we-going-to-do-about-it ?




« Individual preparation Optimizing planning efficiency
« Conclude current tasks (efficiency = effectiveness + time)

* What to do next
e Estimations

) ) Modulation
* How much time available
costs less than
* Modulation with/coaching by Coach/Team Lead/Peer (1-on-1) Preparation

* Retrospection (what can we learn from what happened ?)
* Prespection (are these really the most important things ?)
* Feasibility (will it be done by the end of the week ?)

* Commitment and decision

* Synchronization with group (team meeting)
* Formal confirmation (this is what we plan to do)
e Concurrency (do we have to synchronize some work ?)
* Learning
* Helping
* Socializing

Malotaux - BPM Aug 2026 15



Why is this important ?

* TaskCycle Planning is not just planning the work for the coming week
* It exposes issues immediately
» Half of what people do in their work later proves to have been unnecessary

* During the TaskCycle planning we can very efficiently see

* What our colleagues think they’re going to do . :

* Make sure we’re all going to work on the most important things s e s ol i b
* Not on unnecessary things o e -

* Inline with the architecture and design = = . e e

* Leading most efficiently to the goal of the delivery

id 8 deicyc delDue 8 tskeye cycDue tname 8
9 Del 1 2024-03-16 Cyc2 20240316 nels

8 Del 1 20240316 o2 20240316

7 Del 1 2024-03-16 o2 20240316 niels

5
4
3

* Everyone knows exactly what’s going to happen, what not, and why

Del 1 20240316 Cyc2 20240316

Del 1 20240316 20240316 nwels
Del 1 20240316 20240316 s
Del 1 20240316 024-03-09 vel

Del 1 20240316 ol 20240309

Del 1 20240316 o1 20240309 niels
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Evolutionary Project
Management elements (Evo)-
s mslotau eutidprocesses  TomGilb

Biweekly DeliveryCycle

* Are we delivering the right things, in the right order, to the right level of detail for now
(TaskCycle: Are we doing the right things, in the right order, to the right level of detail for now)

* Optimizing requirements and checking assumptions
* Better assume our, and their, assumptions may be incorrect
Better assume that suppliers’ assumptions may be incorrect (use Active Synchronization)

What will generate optimum feedback
We deliver to eagerly waiting stakeholders
Delivering ‘juicy bits’, if we have to make them eagerly waiting

* Not more than 2 weeks

Malotaux - BPM Aug 2026 17



* Plan-Do-Check-Act = 2 .
- The powerful ingredient for success O Evolutionary Project
* Business Case why Management elements (Evo)-
* Why we are going to improve what www.malotaux eufid=pr TomGilb
. L3 * Requirements Engineering what
lasks feed Deliveries PEER@S - =
hwewl improve: quant ficatior Are we done Zero
e and Design Defects

s How

for the conflicting requl

« Selecting the optimum comp: a\e A$+is
Kan \e Attitude
* Early Review & Inspection Chec qy 25 OSS‘b a
ing.quality while doing jeasning to prevent doing the wrong things ase?
- | ™
Evo Project Planning - niels

* Weekly TaskCycle
+ Short termplanning
= Optir estimation Wc‘ency
* Promising what we can achieve of W hatwed
= Living up to our promises
* Bi-weekly DeliveryCycle

thls Week - g the requirementsand checking th

= Soliciting feedback by delivering Real fe

walting Stakehol

ectl"e"e
. Eﬁ fe atwe edo

+ TimeLine WhapPe™ e e
) u~‘
- Cetting and keeping control of Time: Predicting the future what ilwe do 0‘)"
- Feeding programjportfoliojresource management whotW D,
-——— - —— e
_ -
4
”
7
delivery
-
-
I~
”
e
7/

tasks
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How do we know that we do, and get,
what is needed, when it’s needed ?

TimeLine

now date needed (FatalDate)

* Plamo-Checcact
The powerful ingredient for success Evolutionary Project
-+ Bisinesstase ww Management elements (Evo)-
- why o

www.malotay lid=processes Tom Gilb

+ Require Wwhat
Z % Howmudh  m—"
.
Ace wedon zero

e ol Defects

alea™ 4
Check ™ ! passole e
25 €2

Evo Project Planning - Niels

ncy

e
Effice? wedo

of wh

sﬂu‘”‘"“;o
we
ng Stakeholders  of WY

and
wha""““ PMW it

all we think we have to do with the resources we have

Standard Projects

now date needed (FatalDate)

“all” done
contingency"
Agility
Quickly and appropriately

responding to whatever is,

and whatever happens

So-called ‘Agile” [ o i i “doing our best to deliver working software
now date needed (FatalDate)
Suggested approach [~ % will be done /21 might be done “J not done
= most important things bells & whistles

Malotaux - BPM Aug 2026 www.malotaux.eu/timeline

Can be used anytime, anywhere

Better 80% 100% done, than
100% 80% done
Let it be the most important 80%


http://www.malotaux.eu/timeline

At the time they need it

now FatalDate
Earned Value ..-...- i ............................................. > Value Still to Earn l

neé'a\éd timei& availéfﬁle time":'ﬁléK for ﬁgiv

/" needed time = available time : not OK

o o o o o o o o o o o o e o o o e o o o o o o o o /\

{__needed time > available time : not OK__

o Value Still to Earn
versus

o Time Still Available
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Even more important: Starting Deadlines

* To meet Delivery Deadlines, focus on Starting Deadlines

e Starting Deadline
 Last day we can start to deliver by the delivery deadline
* Every day we start later, we will end later

starting deadline

now FatalDate

l | minimum time to finish the job l

Malotaux - BPM Aug 2026 21



* Plan-Do-Check-Act
- The por gredient for success
* Business Case

Evolutionary Project
Management elements (Evo)-
sy mslotaus euPid=process

TimeLine: Result to Tasks, and back e =

Defects

alea™ aat
cnct“' \inas possble e
2l

niw Horizon Fatal Date Evo Project Planning - Niels
Ef!““vf:f:;c
"""" owmwmha\’““‘a?-dw?
........... i
now e Horizon T i Gy i
] 77
delivery1 delivery2 delivery3 delivery4 deliverys
/‘e"\.
@b S.)) -
Taska 2
Taskb 5
Taske 3 ‘
Taskd 6 |do
T | | e
Taskg 5 26
Taskh 4 d )
Taskj 3 |“°
now | Taskk 1 ¥
\Ir & calibryte' calibryte'
|
T
) TaskCycle A TaskCycle v
delivery1
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TaskCycle

Des’gn’nga DEIIVEI’Y | Fri | Mon| Tue | Wed | Thu | Fri | Mon | Tue | Wed | Thu | Fri |
not only designing the product ) vailable tlime- )
also designing the way to get there < e 1
Delivery to 24 hr plannable delivto Delivery to
Stakeholders main Stakeholders
team
Serge (ProjLead) Gregory Gregory (later)
MbWA 3 Draft design 6 — Draft design 0
Planning nxt wk 3 Finish design 6 — Finish design 0
Work for deliv 4 Work for deliv 3
= 6 _ 1
- 2 - 2
- 1 - 2
- 5 - 3
Total 24 - 5
i 6 Jerome
XMLa 4 ——» XMLa 3
XMLb 4 —» XMLb 3
Total 42

What would have happened if we wouldn’t have designed this delivery?

Malotaux - BPM Aug 2026 www.malotaux.eu/?id=designdelivery 23
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How to be on time

7 options

Malotaux - BPM Aug 2026 24



Deceptive options

1. Hoping for the best (fatalistic)
2. Going for it (macho)
3. Working Overtime (fooling ourselves and our boss)

4. Moving the deadline
* Parkinson’s Law
* Work expands to fill the time for its completion (we spend the time given)

* Student Syndrome
* Starting as late as possible, only when the pressure of the FatalDate is really felt

Malotaux - BPM Aug 2026 www.malotaux.eu/options 25
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5. Adding people

lower cost Economic

i 2

14+ / optimum?

BT reality

121 (Putnam)

1t

A

\

94 shorter time

8 +

1 nine
duration 7 mothers

61 area

5 4

st intuition

people x time = constant
3
Man-Month Myth

2 / y
Brooks’ Law (1975) 1 ——— —
Adding people to a late project T 2 3 4 5 6 5 8 9§ 10 w v 13 14 15 16
makes it later number of people
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Conﬂﬂuous
S

o
@ 6 . Sa VI n g tl m e e\"m'\nat.\oﬂ of :::Cetoe{\ean)
ux.eu/es
(M

We don’t have enough time, but we can save time
without negatively affecting the Result !

* Efficiency in what (why, for whom) we do - doing the right things
* Not doing what later proves to be superfluous

 Efficiency in how we do it - doing things differently

* The product

* Using proper and most efficient solution, instead of the solution we always used

e The project
* Spending less time, instead of immediately doing it the way we always did

* Continuous improvement and prevention processes
¢ Constantly learning doing things better and overcoming bad tendencies

» Efficiency in when we do it - right time, right order

¢ TimeBoxing - much more efficient than FeatureBoxing

Malotaux - BPM Aug 2026 www.malotaux.eu/options

Act Plan

e What are we going * What to achieve
to do differently? e How to achieve it

e Weare going to
do it differently!

Check

Is the Result

according to Plan?
e Isthe way we achieved Do

the Result according to Plan? Carry out the Plan

(www.malotaux.eu/evo)

(www.malotaux.eu/designlog)

(www.malotaux.eu/projectmanagement)

(www.malotaux.eu/PDCA)

(www.malotaux.eu/timeline)

(www.malotaux.eu/timeboxing)



http://www.malotaux.eu/evo
http://www.malotaux.eu/designlog
http://www.malotaux.eu/projectmanagement
http://www.malotaux.eu/PDCA
http://www.malotaux.eu/timeline
http://www.malotaux.eu/?id=timeboxing
http://www.malotaux.eu/?id=essenceoflean
http://www.malotaux.eu/?id=options

Option7?

Killing the project

now, rather than after 9 times the original budget
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Weekly TaskCycle plan

* What are we supposed to achieve
+ How much time do we have available

How would I start

What is most important to do
in orderto achieve what we're supposedtoachieve

+ Estimate net effort needed to do these things

et plannable time
400 work week)

* Which most important things fit the
f 26 per weel

3 o gross avatable

* What can, and what are we going to do
* What are we not going to do

* Writing it down ! Our fuzzy mind isn't good enough !

23is default start value

* Don’t tell people what to do el
* Montessori: Help me to do it myself

Vi'\w\w come in with their week plan,
; ; o ok s il
'Innocent’ questions for preflection s St ok ot A g
Jestspending thme on unnecessary things
Immediate sevings.

From day one.

o * Really? * Why?
L S e er n g * Should we? * Whathappened? hallengean estimate

« Whywould we do that? * Whatcould we do ? 1fwe don’t understand the estimate,

* Will we be on time ?

¢ We e k I y p I a n n I n g pliessd i * What makes us think that? * Now estimate again

* Whatdo theyneed? H they insist:

+ Howmuchdotheyneed? * What'sdifferent this time ?

. Gemba - ‘Walking around’ * Whendotheyneedit? :Isth‘rslhebes:waymdo.n

* Isit really necessary ? Does it fit the available time ?

* Lot them find out themseives

* Isitreallynecessarynow? « ifthereisany problem:
* How do we know ? What-are-we-going-to-do-about-it ?

* Asking ‘innocent’ questions e
to let them recognize issues, s

+ Requirements Engineering what

+ ,What we'are gokte to improve and » n
+ “How muchwawl improve: quantlfic s
HoW much wawl improve: guant ficat e wedo! Zero

which they usually are quite capable to solve =

\ea™
xan8'? e
+ Early Review & Inspection Cnec! o 25p0ss!

« Measuring quality while doing jeasning to prevent daingthe wrong things s €2

* Weekly TaskCycle

< Short ST Evo Project Planning - Niels
« Optimizing estimation jency
e I

+ Ling up to our promises
+ Bi-weekly DeliveryCycle

* If that’s too tough, provide some ‘suggestions’ e

* TimeLine i happe it?
WA ut 1!
+ CGetting and keeping control of Time: Predicting the future WhBHHEL e doob
- Feeding program/portfoliojresource management whatW! )

Maotaux - Qualty on Teme
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No excuse anymore !

* Optimizing delivering the Right Results at the Right Time isn’t really difficult
* | showed you some examples

* So, there is no excuse anymore
if you’re not sure, just ask !

Malotaux - BPM Aug 2026 30



www.malotaux.eu2id=booklets

1 Evolutionary Project Management Methods (2001) M ore
Issues to solve, and first experience with the Evo Planning approach

2 How Quality is Assured by Evolutionary Methods (2004)
After a lot more experience: rather mature Evo Planning process

3 Optimizing the Contribution of Testing to Project Success (2005)
How Testing fits in

3a Optimizing Quality Assurance for Better Results (2005)
Same as Booklet 3, but for non-software projects

4 Controlling Project Risk by Design (2006)
How the Evo approach solves Risk by Design (by process)

5 TimeLine: How to Get and Keep Control over Longer Periods of Time (2007)
Replaced by Booklet 7, except for the step-by-step TimeLine procedure

6 Human Behavior in Projects (APCOSE 2008)
Human Behavioral aspects of Projects

7 How to Achieve the Most Important Requirement (2008)
Planning of longer periods of time, what to do if you don’t have enough time

8 Help! We have a QA Problem ! (2009)
Use of TimeLine technique: How we solved a 6 month backlog in 9 weeks

9 Predictable Projects (2012) - How to deliver the Right Results at the Right Time
ga FRIATEEG T OO U - BULRAAZIL T THEUGHEREH T A% - same, in Japanese

RS Measurable Value with Agile (Ryan Shriver - 2009)
Use of Evo Requirements and Prioritizing principles

www.malotaux.eu/?id=insp Document Inspection pages
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Optimizing Project Execution

Planning is important - execution of the plan even more

www.malotaux.eu/?id=conferences

Niels Malotaux

www.malotaux.eu/?id=booklets

+31-6 5575 3604 niels@malotaux.eu www.malotaux.eu
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From 60hr to 26hr, delivering better results

One of three in a team insisting to work 60 hr the next week

That probably won’t all be done by the end of the week, right ?

“Yes, but it >has< to be done !”’

Isn’t that bad for your health? The others nodded

After a long discussion, he gave in: planned 26 effort hours for that week

Few weeks later he took me apart:

Niels, thank you for your advice

| was just nuts, getting too tired spending so many hours
Now, every week | plan 26 net hours,

getting done more than ever before

Malotaux - BPM Aug 2026 33



Some examples

Electronic product development project (US)
* Saved about half a year (some 20 man-year not wasted) - delivered 'unprecedented quality’

Won Prestigious Team Award as part of the company’s Technical Excellence recognition program
(Product manager: https://malotaux.eu/doc.php?id=19 - chapter 4.7.1)

Space project (NL)
* Saved about one year (some 40 man-year not wasted) - delivered successfully on time

Software project (PL)
* Deadline in 6 weeks; called it 'mission impossible’
* With some coaching delivered successfully in 5 weeks (proudly saying: "No overtime!")

Large development project (UK) - abandoned
* Wasted at least 70 man-year (not following my suggestions)
Later finalized at huge cost: “satisfying every whim of the customer”

Accounting software project (DE) - abandoned
* Project manager admitted: “My professor at university actually said similar things”
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Active Synchronization

Somewhere around us, there is the bad world

If we are waiting for a result outside our control, there are three possible cases:
1. We're sure they’ll deliver the Right Result at the Right Time
2. We’re not sure
3. We’re sure they’ll not deliver the Right Result at the Right Time
* If we are not sure (case 2), better assume case 3
* From suppliers already using these techniques we can expect case 1

We act like case 1 (now we know how to do that!)

In cases 2 and 3: Actively Synchronize: Go there !
1. Showing up increases our priority
2. We can resolve issues which otherwise would delay delivery
3. If they are really late, we’ll know much earlier
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Client statement

* People felt having not enough time to do things properly

 But having quantified it makes the problem clearer, and more confronting

* Team members plan their work weekly, and share this in the weekly team meeting

People realize how little time they had between all the scheduled meetings

Everyone knows what the others are going to do and why
We can help each other when we are in danger of forgetting something ...

As a stepping stone to get longer periods of time under control
Problems come to the surface more clearly so that we can do something about them sooner

Ref Project Manager
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Deadlines (‘fatal dates’)

* Make us more efficient
* Parkinson’s Law: ‘“People spend the time available”

* Real deadlines
* Else we don’t need it anymore
* Next year it will be obsolete (mobile phone chip)
Competition will have grabbed the market (VOIP: Voice over IP)
We’ll have to wait another two years (parking system)
We’ll have to wait another 30 years (planetary constellation)

* Fake deadlines (manager’s dream)
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Hard deadline

& A
december januari februari
13|14|15|1a[17[2n[21|22|23|24 27[23|29|30[31 3|4[5 | 6 |7 |1o|11[1z|13|14 17|13|19|2u|21 24|25|2s[27|23 31[1 |2 | 3|4[7 | 8 | 9 [1o|11 14|
L I 1T T 1 L L | I | I T T 1T 1T 1 1
design lay-out pch prod 2 test
lay-out componenten prod 10 test
prepare
[ [ [ [] [ ] HEEEEEEEEEEEEEEEEEEEEEREEEN ]
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cycle who task description estim real done issues
3 John Nettime available: 26

Q23aaaaaaa 3 3 yes
bbbbbbbb [Paul] 1 .
ceeeceecee 5 13 | yes TaskCycle Analysis
dddddddd 2 (reflecting)
eeeeeeee 3 2
fEFFEFFeffff 2 1
888888888 6 7 yes
hhhhhhhh 4

26 26

learning
4  John Nettime available: 26

Jiiiiiiii 3 for team x
{dddddedelede for team x
mmmmm 5 for team x
ARRRRRRR for team x M )
— for team y TaskCycle Planning
qaqaqqqq 12 forteamy (preﬂecting)
reeereereerrer 6 forteamy
5555555555 forteamy
EEEEEEEERERE forteamy

26
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Making best use of limited available time

 After the work, the time is already spent

» Before the work, we still can decide
* What is really important

What is less important

* What we must do

What we can do

What we are going to do

What we are not going to do

* Therefore we plan first, instead of finding out later

We cannot change history, only improve the future
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