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to the 4th edition (2025)

The first three editions of this book were published in German
language only. Due to the high demand of mternational
customers, colleagues, students and friends, | have translated
this fourth edition into Englishanguageor the first time.

Six years after its first publication, the fourth edition is now be-
ing published. | am happy about the huge demand and the
many nicdfeedback Each edition has given the book a big push
forward.

The fourth edition brings some updates and additions. There
are now several new or revised big pictures or posters, includ-
ing on the topics: sustainability, PM Office, resuiented PM,
Level Dcompetenciesteamwork, multiPM.

When | developed the first PMO certificate course in Germany
and piloted it for TUV Nord in 2024, | was able to rearrange and
develop my PMO skills. | have now been able to contribute se-
lected information on PMO to this edition in short form.

| have now consistently transferred the term classic PM used
in this book to resutbriented PM, because terms such as "clas-

sic project management" and "modern project management"

are unfortunately misleading and are misused.

Throughout the text and illustrations, | have made many minor
corrections, updates and additions.

I am still looking forward to your feedback: If you have correc-
tion or improvement suggestions, please send an email to
thor@conthor.de!

Thor Méller,Germany June2025


mailto:thor@con-thor.de

to the 3rd editionin 2023 (excerpt, adapted)

The megatrends of digitization and sustainability determine
our lives and our future more than ever. That is why | have in-
cluded both topics in thehird edition. Furthermore, | have
again added the practical tips and tools fdgile and hybrid
project management. Objectives and Key Results (OKR) for
strategy implementation and Desidgrhinking as a hybrid ap-
proach are located here for the first time. In addition to Big
Picture as a journey through &crum project, which | have
completely updated, a Big Picture as a journey through a classic
project is now alsontegrated. | have made many minor cor-
rections, updates and additions throughout the text and illus-
trations.

Thor Moller,Germany March 2023
to the 2nd edition in R20 (excerpt, adapted)

In the second edition, | have completed and explicitly marked
learning instructions for the written exams fti?MALevel D
certificate according to the standard ICB4 as well as foABe
ILEcertificate of Scrum. In total, there are around 170 notes
for Level D certificate and 35 notes #gilePMcertificates. All
learning instructions are considered as a supplement to the of-
ficial learning material and do not claim to be complete apd

to date. | also added practical hints and tools Aagileand hy-
brid project management. In addition to updates and small
corrections, | have also refreshed graphical elements.

Thor Mdller,Germany Juli 2020



to the 1st edition in R19 (excerpt,adapted)
oSlowdown sailor, it's urgenH &

With a project, you take responsibility for yourself and other
people and organizations. In order falfill this responsibility,

it must be consciously assumed. This is only possible with a
basic competence in managing projecthis is exactlyhat

this bookis providing to you

The aim of this book is to provide a simpliecticalguide to
successful project management, which can be used step by
step or modularly and quickly leads goundproject manage-
ment with little effort. The book deals with the essential ap-
proaches, processes and tools of reswaltiented, Agile and
hybrid project management in a compact form. It contains
practical tips and offertools such as templates, checklisis

well asexamples.

Due to the modular structure of the book, | was able to limit
myself to the essentials without sacrificing the many chal-
lenges of managing projects. In addition, this allows it to be
used for a wide variety of projects. Regardless of industry, size,
degreeof innovation, approach (resutiriented, Agileor hy-
brid), etc., the book accompanies the user through all steps
and challenges of project work.

The basis for this system and content are my worldwide expe-
rience from practice, research, consulting, personnel develop-
ment, teaching and publication on the topic of project man-
agement from over 25 years.



With this book, | would like tprovidea small contribution to
enableprojectsto makeour worlda better place. Becauggo-
jects are the bridge to our futureMay the projects enable us
humans to deal more justly with all fellow human beings and
more sustainably with our planet.

| wish you every success with your projects and look forward
to contributing to them.

Thor Moller, Germany September2019
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Chapter lintroduction and Big Picture

1 Introduction and Big Picture

Regardless of how many projects you have already led or par-
ticipated in or whether it is the very first project. You have
been given a project and are supposed to implement it as well
as possible as a project manager. Deakeit as a burden, but
see the opportunity in it!

"What seems to us to be a severe test ,
often proves to be a blessingdscar Wilde (1854.900) ‘ gz%g
With this project management guide, you'll start a journey
through your project. We guide and accompany you step by

step with triedandtested procedures from the project idea to
the many stumbling blocks to tteoundconclusion.

"It is not because it is difficult that we do not dare, but becaus .
we do not dare, it is difficult.5eneca4 BG65 AD nggg

1.1 What, for whom and why this book?
What does this booloffer to you?

With this guide, we provide you with orientation and guidance
on your project journeyDuring the course of the project you
will receive many practical tips that should make your work
easier and avoid mistakes. But a book can't do magic. In the
end, it is your responsibility to make the project a success. To
do this, you have to make many dgions during the course of
the project and implement them consistentifdy the way:
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Unrealistic targets remain unrealistic even with the best pro-
ject management. A practical tip in Chapter 2 shows you how
you can deal with this professionally.

oThe only constant is change Heraclitus of Ephesys
pre-Socratic philosophergbout 540¢ 480 BC)

14

| Quote
Constant change is an integral part of today's world. It's not

about avoidingchangesit's about using them. Instead of de-
fining obsolete plans as failures and looking for someone to
blame or simply complaining, it is better to selgangesas an
opportunity. This book gives you the competence and compo-
sure to do so, along with the corresponding argumentsaise

of criticism.

Who isthe target groupof this book?

This book is aimed at people who want to or should carry out
a project and are looking favell-founded and pragmatic guid-
ance or support. They can be beginners and advanced project
managers. Furthermore, this book provides valuable learning
tips for candidates for the Level D certificate of IPMA according
to the ICB4 standard and for the Prasemal Scrum Master
certificate.

Why this book?

The book market currently does not offer a book that presents
both the resultoriented andAgileas well as hybrid approaches
in a pragmatic way in the form of a manual with a manageable
scope including structured instructions for certificate examina-
tions. This book closes this gap! And with additional topics, it
looks beyond the horizon of an indiwvial project.
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1.2 Big Pictureand Structure ofthe Book

TheBig Picturenot only provides an overview of this book, but
also gives you a structured overall picture of the most im-
portant processes and elements in projeoanagement, in-
cluding chapter referencgseeFigurel).

The core activities for the entire handling of a project are pro-
vided byPart Ain the middle area. It includes the sequential
procedure. After the project is initiated and the PM approach
is selected, the processes and elements differ depending on
the PM approach. In the end, howevel| approaches aree-
united with the "projectconclusiori process.

PartBlists projectaccompanyingctivities They should bap-
plid by project managers withitial or soundexperiencesBe-
ginners also have tapplymost of these activities, but they still
do so rather intuitively and less structured.

PartClists crossproject tasks. It is no longer part of handling a
single project, but rather ensures that the organization intro-
duces and continuously develops project management. It is
aimed at senior executives, project portfolio managers and ex-
perienced poject managers.

Chapter 10deals with important megatrends in our society
andillustratesthe relationsto project management.
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part C

Initiating and

part A

starting a project

Strategic PM tasks (for
managers and advanced
users)

9.1  Implement PM

Sequential activities

(step-by-step approach
through the project for
all users)

Select PM
Approach

Define project
General conditions

Define praject
design (trad.)

Plan project

44  Execute project

Agile approach

5.1 Agile project start

Define project

52 AL,
design (agile)

-, Execute iterations
]

1-n

5.4 Scrum Big Picture

Figurel: Big picture: Processes and tasks in PM

1.3 How to use this book

You caruse this book in many ways, especially as:

part B

Project-accompanying
Tasks (supplementary for
already experienced users)

Pr-Organization

stakeholders
Communicate

Negotiate
contracts a. claims
Report and
document

Problem soNving,

creativit

- Managing chances
8
and risks.

9 Ensuring PM
- qualit

9 Guidelinethat accompany you through your project and al-
ways offer you orientatiortpols and practical tips and thus

more safety.

91 Decisionmaking supportwhether you want to carry out

your project in a resulbriented, Agileor hybrid way.

9 Toolboxthat provides you with a lot ofools during the
course of the project.
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1 Learning book for beginnerto get to grips with project
management and aslaarning book for advanced learners
to better understandrelationsand procedures as well as
singlemethods and tools.

1 Learning book for certificationn project management for
candidates who are pursuinglLavel D certificatdrom the
IPMA or as &crum Master

1 Reference worko refresh and deepesingleaspects again
and again.

In order to make working with the book and orientation as
comfortable as possible, | have used the following icons in ad-
dition to the usual directories, etc., corresponding text pas-

sages are highlighted in color:
ampIJ

Practic Checy

h|nt Tool

\ \ OX O |55
Term Quote
For preparation for IPMA Level D certificati@eeFigure2) as

well asAgilePMcertifications, you can use the learning instruc-
tions marked as follows

Relevantcontent for the preparation of
written examsof Level D certificate

A

Agile Relevantcontent for the preparation
of AgilePM certificates.
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Competence Elements (CE) of ICB4 for Level D Certification

Figure2: Big Picture: Competence Elements for Level D

1.4 Further information

If you would like to expand your knowledge of project manage-
ment beyondhis book, you will find helpful information in the
following recommendations on the norms and standards, fur-
ther literature, important institutions and websites on project
management.



Chapter lintroduction and Big Picture

Important Standardsin projectmanagement are

=A =4 =4 4 -4 -4 4

ISO 21500:20129 Guidance on project management
ISO 21503:201@8: Project, programme and portfolio
management; Guidance on programme management
ISO 21504:20187: Project, programme and portfolio
management Guidance on portfolio management

ISO 21505:20188: Project, programme and portfolio
management Guidance on governance

IPMAIndividual Competence Baselin€B4

IPMA Organisation@ompetenceéBaseline (OCB)

IPMA Project Excellence Model

PM of the European Union

PMIProject Management Body of Knowledge (PMBOK)
Scrum Guide

Other industryspecific standards

Recommendediterature aboutproject management

T

ICB4¢ Individual Competence Baselinéee download at
IPMA

S
Level

European Commission, Centre of Excellence in Project

Management (CoEPMZproject Management Methodol-
ogy Guide 3.0free download

The Scrum Guidand The Nexus Guiddree download in
many languages atww.scrum.org

Flyvbjerg, Bent/Gardner, DaHow Big Things Get Done



http://www.scrum.org/
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Importantinstitutions for project management

1 IPMA ¢ International ProjectManagement Association,
worldwide organization for project management with ap-
prox.70 memberassociationswww.ipma.world

1 GPMDeutsche Gesellschaft fur Projektmanagement,e.V.
www.gpntipma.de

1 pma, Project Management Austrjavww.pma.at

T spm, Swiss Association for Project Management
www.spm.ch

1 PMI¢ Project Management InstituteGlobal Project Man-
agement Associatiofrom USAwww.pmi.org

Otherrecommended websites

1 PM-Zert GPM CertificatioBody, www.pm-zert.de

9 Scrum.org Kommerzielle Inhabér der ScrurAMethode,
WWW.SCrum.org

1 Prince2 PM Standard andCertificationsfor Project Man-
agers www.prince2.com

1.5 Basic terms and parameters

The terms project, project manager, project manager, etc.

have long been useudflationary. Therefore, it is important to
define them.

According to ICB4projectis caunique, temporary, multidis-
ciplinary and organized endeavor tealizeagreed delivera-
bles within predefined requirementsnd constraint® Broject

G
Term


http://www.ipma.world/
http://www.gpm-ipma.de/
http://www.pma.at/
http://www.spm.ch/
http://www.pmi.org/
http://www.pm-zert.de/
http://www.scrum.org/
http://www.prince2.com/
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managementare therefore all the tasks required faitiate,
define, plan, control and complete a project

Aprocessis a timelimited number of activitieghat generates \ Lﬁr

a targeted output on the basis of an input through logically

linked tasksA taskis arequirement to carry out activities to

achieve a given goal or result under certain conditions.

Each project is caught between thregeasureqparameters)

the performance, the cost and the tim&hese are formed in

the socalledMagic Triangleof project managemenfseeFig-

ure 3). In each project, these parameters are prioritized and ‘él/
Leve

weighted individually. The phrase "magical" means that the
parameters influence each other. If one parameter changes,
then this has consequences for at least one other parameter.

Results

Costs | Time
N 4

Figure3: The Magic Triangle in Project Management

rameters of the Magic Triangle throughout teatire course of @}f"

As a project manager, you should always observe the three pe, i
. arge trougpoutitre corseof - 1]
the project¢ from the project idea to project completion
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Checkilist Introduction and Big Picture

9 | know the structure of this book and thus the k
picture of project management

9 | knowaboutthe iconsof this book

1 | know the recommendations for deepening r
knowledge learned in this book

1 I know the basic terms

9 Il understand the Magic Triangle

10




Chapter2: Initiate and Start the Project

2 Initiate andSart the Project

d 22dNySeé 2F | (K2dal yR Y)\f& Y

presumably LacTzu (604531 BC), Chinese philosopher ’ e
uote

Project initiation checks thesefulness of a project by answer-
ing the core question of whether the project should be carried
out or not To answer this core question, the existing alterna-
tives of action must beanalyzed- including the alternative of
omission Once the decision has been made to carry out the
project, it can be started as soon as the necessary capacities
are available

2.1 Project initiation

All beginnings ardifficult, and you have to check whether you
want to take on a challenge or nddo,before we get started,
there are a few things that need to be investigated and de-
cided Inproject initiation phasethe aim is to check and decide
whether the project idea should be implementéd one way

or anotheror discardedWithout these constitutive decisions,
no further activities for the project should be startdtiwould

be a waste of resources and frustrating for everyone involved
if detailed planning steps or even initial implementations were
already taking place, but then it turns out that the projéets

to be implemented completely differently or not at all

11



Chapter2: Initiate and Start the Project

off you want to build tall towers, yolbave to spend a long
time on the foundatiomx
Anton Bruckner Austrian Composer (1824 to 1896)

14

’ Quote

The initiation of a project starts with the project ide& cus-
tomer, employee, supplier, etc. makes an inquiry or has an
idea, a problem, etdt must be checked whether it is a project
and whether it is necessary or sefise Thecentral questions
are: What is our benefit ofthe project? What do we need to
invest? What risks do we take®nd final question: Will we do

it? To answer these questions, one roughly examines the ex-
pectations, conditions, costs and benefits, opportunities and
risks, feasibility, alternatives, et¥ou only go as deep as it is
necessary to be able to assess whether the project is expedient
and helpfu for the executing institution and should be carried
out accordingly or not

oNothing is more powerful than an idea

whose time has comé Victor Hugo (18021.885) ’ gﬁgte

The project idea as the first milestone can be created by many
different triggers Among other thingghese can be

Implementation of elements of the strategy

Request from a customer

Idea for a new product or service

Suggestion of an employee fproduct improvement
Proposal from an employee for process improvement
Complex problem that cannot be solved on an ad hoc basis
Amendment of laws, directives, etc.

Targeted sales increases

=A =4 =4 =4 -4 4 A

12
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1 Need for cost reductions / efficiency initiatives

1 Replacement of operating systems or IT solutions that will
no longer be maintained in the future

1 etc.

aYou only see something where you look, and you only find
something where you look.Karlfried Graf Durckheim (1896 ;

1988), German psychotherapist and author gl)éte

As soon as the project idea is available, a short description and
very first assessment should be matte practice, this is often

done with aproject profile. The project profile answers the ‘
W questions in particulaand should; if possible, sendal and &/
necessary include an initial assessment of the economic im- G
pact of successThis is a very rough description of no more

than one page at bestn the course of this, it should also be
checked whether there has been an identical or similar project

idea recently and how it was deciddelgure4 shows an exam-

ple of a project profile

Aproject profileis a short description of the project, usuadly
one-pager, which answers the 6 W's questiottsassess and | A-Z
evaluae the project idea in a few sentences and thus serves a¢.1em
the basis for the implementation decisidn addition, by filling

it in, it calibrates the ideas of the participants about the basic
ideas and characteristics of the project and provides a
shortdescription of the project that can be used in many ways

13
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Hinweis zu den Inhalten

What?

Why?

Who?

When?

How
much?

Where?

Brief information on projecincludingwork-
ing title

Purpose and/or benefit of the project, if pos:
sibleincludingmonetary valuation

Important participants and, if necessary, als
affected persons

Estimation of the totatluration, start and/or
end date

Estimation of the total expenditure, if possi-
ble in monetary terms, otherwise in person-
nel and materiagfforts, etc.; the risks can
also be outlined here

key locations of project implementation and
results

Figure4: template for a project profile

On the basis of the project profile or in parallel to its creation,

further aspects and questions can be considered thagiport
the decision on the implementation of the projedtigure5
shows an example offaoject selection flowchart Answering

the questions either leads to the result that the project idea is

selected or rejected

14
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Customer inquiry / project idea is available

1. Do we have to do the project? Is ita must-do project?

2. Are we Do we have know-how, experience and resources to
able to do successfully carry out the project?

the project? Is there a realistic chance of winning the project?
Is it worth making an offer?
3. Do we Does the expected cost-benefit ratio correspond &
to our specifications or ideas? TOOI
want to do

the project? Have there already been (unacceptable) problems
with the customer?

Are many supplements / trouble / loss of image
to be expected?

Are there unacceptable risks to our company
as aresult of the project?

Are required resources available internally
or otherwise externally available and affordable?

y
Discard and document Does the updated calculationresult in Include project into
project idea no a corresponding benefit / profit? yes project portfolio

Figure5: Example Flowcharor Project Selection

In organizations with advanced project managemémeg, pro-
ject is included in the project portfoliafter approval by the
initiation and initiated the next step therésee sectiord.5). If
there is no multiproject management, the projeawill start
immediately, i.e. transferred to the next phadéthere is no
approval through the initiation i.e. the project idea is dis-
carded- then this should be briefly documented with the argu-
ments of rejectionAs soon as the same or a similar idea comes
up again, you can fall back on this documentation and, above
all, check the arguments for rejection again in relation to the
current situation and decision

15
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Unrealistic specificationdor projects by clientsponsorsare
widespread Goals are set far too high, not enough resourcesFiaicj
are made available, unrealizable deadlinesgiven, and much hing
more. The following instruments can be used to substantiate

and renegotiate such problemi§ in doubt, it is better to reject

the project If a rejection is not possible, you at least have proof

that you had already pointed out the unrealistic framework
conditions at the beginning

because they have a significant influence on the projEicese
decisions can relate tsingle partsand even to the entire pro-
ject. This involves analysing which areas of responsibility are
better carried out irhouse and which are better procured ex-
ternally.

One of the key issues in this phaseniake or buy decisions : ]
Level

Depending on the size, novelty, complexity, risks, etc. of the
intended project, other tools can be usethe decision on the
use of the individual tool can only be weighed and made on a
project-by-project basisThese tools include, in particular:

Feasibility study

Success factors, success and acceptance criteria
SWOTAnalysis

Costbenefit analysis

Business Case

Business Plan

=A =4 =4 4 -4 4
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The feasibility studyinvestigateshe feasibility of the project
in various areas. These include, in particular

1 Legal feasibility Are therelegal restrictions due to laws
and other regulations or other concerns about legal prac-
tice and law enforcement, etc.?

9 Technical feasibility Is a technical solution conceivable?
What technical problems could occur?

9 Financial feasibility Is theproject financially viable?

9 Social feasibility Are there social concerns that amet or
difficult to solve?

9 Personnel feasibility Is there sufficient staff available in-
ternally for the project in terms of quality and quantity or
can it beacquired externally iaffordabke condition®

9 Capacity feasibility of additional operating resources: Are
the other required operating resources available inter-
nally in quality and quantity or can they be purchased
rented affordably?

oGather the facts first, then you can twist them

asneededb Blark Twain (18351910) oX

Tool

Quote

The order is nomandatory but it is recommended. If feasibil-
ity is not givenin one or more aspectshe useulness of the
project is questionable

17
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Furthermore, it is helpful to consider th&iccess factorsat
this early stage in the projeets well agefinition ofthe suc-
cess criteriaandacceptance criteriaSuccess factors are aft-
tivitiesthat can increase the success of the projdtte success
criteria measure the success of the project during the courst Level
of the project and especially at the end. Therefore, the success
criteria always ganand in hand with theacceptance criteria

which, as far as possible, are included in the contfset sec-

tion 8.4), to avoidnegativesurprises laterThefailure factors

and criteriacan also be determinedHowever, many of them

are only the reversal of the success factors and criteria.

A-Z

Term
S

While project success refers purely to the success of the pro-

ject, project management success focuses on the success-

ful applicationof project managementere, very own success ﬂ
criteria are used to check how effective and efficient project
management is for the project, the project portfolio and the

entire organization.

The SWOT analysidefinesthe strengths, weaknesses, oppor-
tunities and risks of a project, deris@ppropriate measures | @
from them and pursugthem (seeFigure6).

18
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general | Respon- | Action | Time | Actions
strategy sible Points | frame | fulfilled?

STRENGHT internallyand extend
thus directly
WEAKNESSES influenceable i ontle

OPPORTUNITIES externaland  take
thus little to

no influence ;
THREATS avoid,
fight

Figure6: Example template for a SWOT analysis

Especially in Germany, the focus is often on problematizing and

thus on weaknesses and risks. The SWOT analysis support{practic
more balanced consideration of the four areas of investigation éﬁj
Thus, the strengths and opportunities are not neglected. Pay-

ing attertion to strengthincreases the team's seatbnfidence.

In terms of opportunities, important potential for success can

be exploited hergsee also sectioB.8).

The costbenefit analysis analysesor forecasts the expected
costs and benefits of the project anigfineskey performance
indicators Even thouglthis number arithmetic is not rocket
science, it is advisable to seek support from the finance depart-
ment orfinancialcontrolling

I Tool
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Chapter2: Initiate and Start the Project

The results of codbenefit analyses are only as good as their

input. If the input data is of poor quality, then the result will Praﬁ
also be of poor qualitfgarbage i garbage out).In addition, hint
the results only serve as a rough orientatiorhe input is

mostly forecasts, so the output cannot be an exact key figure,

but only a reference value. This must be explained emphati-

cally to superiors and clients again and again

A further analysis of the project is tlikevelopmentof a busi-

ness caseThe central content is the cosenefit analysisThe | @
business case, which makes more sense for larger project. =
also contains many qualitative aspects and further descrip,

tions, such as the purpose and goals and other potential bene Lﬂ
fits of the project The business case can be started in the initi-

ation and refined in the definition phase. It should be reviewed

and updated regularly over the further phases of the praoject

A Business Casmn be extended to 8usiness Plaand thus

the project can be examined and presented more comprehen- g@
sively This is especially the case for large and Higk invest-

ments. A business plan is created, for example, when founding

a company. It is used articular internally to plan the busi-

ness and externally to acquire investors

oSome people see things as they are and say, 'Why?' | dream
of things that never existed and say, 'Why not?" oX
John F. Kennedy (1911963) Quote

14
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Chapter2: Initiate and Start the Project

2.2 The start of the project

The exact scope of @roject start depends on the projedm-
mensely Depending on how large, novel, risky the project is
and the team is known to each other, etc., the project start can
be kept relatively short or has to be larger in scope

In practice, the termskick-off, start-workshop or start-up A7
workshop are often used to describe the start ofproject. | 1o
There are no normative definitions of the terms. As a rule, &
kick-off refers to smaller and a workshop to larger launch Ay
tLevelg
events

The bestime to start a projectis also not defined firmly and

is set very differently in the industries and organizations and
even individual projects. It should take place in the period at
the earliest at the end of the initiation and at the latest shortly
after the project design habeen defined or the project has
been contractually commissioned. The project manager should
determine the appropriate time for each project.

Thecontent of the project startis also strongly dependent on
the project management approach (see cha@gand project
design. In resulteriented approaches, different definitions
sometimes have to be made thanAgileones. Basically, how-
ever, it is about officially starting the project, at least roughly
specifying the requirements and framework conditions, defin-
ing responsibilities and roles, initiating the first planning and
implementation steps as well as the fisteps of team devel-
opment, etc

21




Chapter2: Initiate and Start the Project

Theagenda of a starup workshopcould contain the follow-
ing contents

1

=A =4 -4 -4 -9

=A =4 -4 A

Welcome and introduction

Objectives and contents of the projestiart event
Getting to know each other

Presentation and current status of the project
Stakeholder expectations of the project
Requirements for project management and validity of the
PM manual

Questions and information

Clarification of roles and rules tdfam work

next activities and meetings

Feedback

In principle, several project starts can take pladth different
participants In addition, they can be mow@r lessformally or
informally.

22

rn .
ONX I~
0 (it
= o

&
Level



Chapter2: Initiate and Start the Project

Checklist Project Initiation and Project Start

The project wasnnouncedn the IT system

A project profile is available

The projecthas beencheckedby projectselection
flowchart

A feasibility study is available

The projectsuccess factors are known

The project success criteria are defined

A SWOT analysis is available

A costbenefit analysis iavailable

A=A =a=a=a=

A business case is needed and has been
ated/developed.

A Dbusiness plan is needed and has beett-
ated/developed

Scope, content, participants and time of the start
the project have been determined

A kickoff / start workshop was held

23
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Chapter3: ChoosingProjectDesign

3 ChoosgProjectDesign

oThe beginning is half of the whabed

Aristotle (384322 BC) \ O(Xﬁ
Quote

For some years now, there has been a strong trend towards
‘agilization' in project management and management as a
whole. Agile mindsetsenable new innovation strategies and
offer a lot ofbenefits. Howeverit is not possible without sac-
rificing important advantages of resultsiented project man-
agement.Depending on the requirements, focuses, etc. of &
project, the appropriatgroject designshouldbe selectedfirst 1@
. In the first step, this includes the suitald® approachand

in the second step the Taylorifige. adaptingthe PM methods

in order to create a good proportionality of the benefits and
costs of project management

df there is no agreement on the fundamentals, ,
it is pointless to make plans togethi L@
Confucius (probably 551479 BC)

If you had all types of bicycles to choose from, then you would
choose the right vehicle for every bike ride. A cargo bike for a
transport trip, a folding bike for a combination with a train ride,

a racing bike or mountain bike for a sporty tour ancbanfort-

able bike for a leisurely trip. You simply choose the right bike

for the riding purpose.

Similarly, you can choose the right PM approach for the respec-
tive project. However, the criteria for selecting the right PM
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Chapter3: ChoosingProjectDesign

approach are more diverse, so a schematic selection guide is
an important tool.

The PM approaches of resutiented,Agileand hybrid project
management are not presented here, but in chapters 4, 5 and
6 at the beginning. This section compares the basic approaches
only andoffersa schematic selectiotool at the end.

olf the train is on the wrong track, there is no need to discuss ,

the timetabled Korbert Bliim (935- 2020 } Quote

However, the decision as to which approach is the right one
can never be made by a selectitool, but must always be
made by the project manage; if necessary in consultation
with the client or steering committee and/or the project team

oSlow down sailor, it's in a hurnH ¢ you save time at this

Practical
point, but do not choose the most suitable approach, you wiI’Wl
q A q t
certainly lose many times more time later -

3.1 Comparison of approaches

The biggest difference between a resuitsented andAgile
approach isadvance planningWhile resultsoriented project
management plans a project as far as possible in advance and
only then begins implementatiorAgile project management
only plans ahead step by step (iteratively) in order to imple-
ment the planned step (iteration) and only then plan the next
step, and so orResultoriented project management is there-
fore sometimes referred to as pldmsed. Due to the special
focus on goals and adaptation of the plans, the term goal
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based or resultdriented is certainly more appropriate. The
frequently used, misleading term clasdior traditionalPM is
dispensed with here.

Another big difference, which looks rather small, is the content
or time orientation. While in resulteriented project manage-
ment thephases are contentriven, in Agileproject manage-
ment the iterations are timecontrolled. What does that
mean? A phase only ends when the content is fulfilled, even
the period is extended. The iteration, on the other hand, ends

when the time is up. Tasks that have not been completed by

then must be implemented in a later iteratiofhe strict time Agile
limit in Agileprojectmanagement is calletime boxing i@

Ay
Level

A third significant difference is that in resultsiented project
management, theroject managemsually bears both content
and organizational responsibility for the project.Agile pro-
ject management, these two responsibilities are usually di-
vided between two people, e.g. in Scrum with tReoduct
Owner (in terms of content) and th&crum Masterorganiza-
tional).

An overview of these three major and other differences be-
tween resultsoriented andAgile project management shows
Figure?.
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AgilePM, e.g. with

result-oriented PM
Scrum

Procedure Waterfall model: every- Spiral model: repetitive

Orienta-
tion

Leader
ship/
Respon
sibility

Defaults

Binding
Defaults

thing is preplanned and cycles withfirmly de-

worked through in firmly fined processes creating

defined phases increments (interim so-
lutions)

Contentrelated orienta- Temporal orientation,
tion, time is down- content is downstream
stream

Project manager respor Product Owner is re-

sible for content anar- sponsible for the con-

ganization of the projeci tent and Scrum Master
for the organization of
the project

Huge collection of pro- Clear framework that

cedures, processes and must be supplemented

methods with methods and pro-
cesses.

Project manager selects Consistent demand for
suitable approaches, the few specifications
processes and methods for procedures, pro-
from the huge pool. cesses and tools.
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Safety

Negotia-
tions

Quality of
results
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Sufficient flexibility by
adjusting goals and
plans with a change re-
quest process

Relatively high level of
result and contract cer-
tainty

Timeconsuming and en
ergy-consuming renego-
tiations if many claims

Client receives delivera:
bles that are defined at
the beginning of the
project andadjusted
during project imple-
mentation.

High flexibility, as plans
do not have to be ad-
justed, but are just done
step by step for each cy
cle.

Relatively low result anc
contract certainty

Fewer negotiations due
to constant search for
joint solutions

With more flexible cus-
tomization, customers
are more likely to get
what they want at the
end of the project.

Figure7: Differences between restdtriented andAgilePM

Using theMagic Trianglefurther differences can be clearly il-
lustrated (sedrigure8). In resultoriented PM, the result is of-
ten predetermined, e.g. by a specification (cost to design). On
this basis, the project is planned and thus the budget and dead-
lines are determined according to the minimum principle.
However, desigiio-cost or desigrio-time approaches are also
possible. In the course of the project, the parameters are ad-
justed if necessary and then influence each other in their
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characteristics. All three parameters are thus planned in ad-
vance, but still variable during the course of the project.

In AgilePM, thebudgetanddeadlines arespecified (Design to
Cost and Time). Within thisonditions a result to be maxim-
ized is developed. Minimum result must bensnimum Viable
Product(MVP)according to the maximum principl&he pro-
ject is completed with the deadline or budget consumption.
Later, in operationphase of the produgtcontinuous improve-
ments, e.g. througibevOpswill be done

Results-oriented

Budget

Result

Time

Figure8: The Magic Triangle in Resullsiented andAgilePM

Both approaches have their advantages and disadvantages
(Figure9). These should be known and compared with the re-
quirements of the current project in order to select the appro-
priate approach for the projecfsee following sectiorB8.2 as
well). At this point, the differences and respective advantages
are deliberately only related to a restdtiented andAgileap-
proach, as hybrid project management is intended to combine
the advantages of the two approaches depending on the situ-
ation, i.e. to combine the most suitable of both worlds. This
only becomes relevant in the selectitol in the next section.
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Resultsoriented project Agiles PM
management

Ad- A Better predictability of A Better flexibility of the

van- results, scope (quanti- adjustment of results in
tages tative and qualitative), the course of the pro-
costs and durations ject
A Fixed terms for contract A Less nervavracking and
A High flexibility and re- time-consuming renego-
sponsiveness through tiation

permanent overview of A Customer is more likely
the wholeand previous to get what they need at
analyses and decisions  the end of the project

Disad- A Additional effort due to A More uncertainty about

van- adaptation of plans the results, scope (quan
tages A sometimes nerve titative and qualitative),
wracking and timecon- costs and durations

suming renegotiations A Minor corrections with
corresponding addi-
tional costs

Figure9: Selection of advantages and disadvantages of PM ap-
proaches

3.2 Auswahlhilfeergebnisorientierthybrid, agil

The Stacey Matrigffers an initial orientation (seeFigurel0).

It fans out the characteristics of a project, depending on how
clear or unclear the requirements arapproachesare. Basi-
cally, it can be assumed that resoltiented approaches are
more suitable for the area at the bottom left anilgile ap-
proaches at the top right. The middle range can be covered by
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more hybrid approaches. As an alternative to the Stacey ma-
trix, you can also use theéynefin model

unclear/
unknown

complex
complicated

What?
Requirements

complicated

clear/ known

known / certain How? unknown /
Approach uncertain

Figurel0: Stacey matrix for first orientation

Choosing the right PM approach requires much more than just
a gut decision. The different prerequisites and preferences
must beanalyzedand evaluated. As a rule, this will result in
contrary recommendations. However, this is not surprising
given the high number of criteria. The characteristics can, for
example, result in a profile and thus show a tendency that can
support the final decisin (seeFigurell).
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Differentiation criterion Results-
oriented

investment

Focus on project type

Project objectives

Novelty

Creativity

Technology situation

Project environment

Ideas of the client on project results
The client's need for security

Contract security required

Number of changes to be expected
Project Scope

Project Scope

Project team self-organized

Team members 100% in the project

External suppliers

easy to defin

more routine

small

rather static

clear
high
very high
high
manageable

medium

Basis
results-oriented

orf@inization

Relatively new

available
normal

normal

normal

easy to define in advance

very advantageous, but not absol

more results-

oriented

All project sizes

hybrid

specific task

strong

Basis agile
agile

Research & Development

not easy to define in advance

Quite new
very strong
rather dynamic
rather dynamic
little available
low

low

many
to define in advance

No small projects

ly necessary required

conditional required

rather agile

Figurell: Example of a selection tool with profile display

Another option would be to use a scoring model. The special
advantage is the weighting of the individual criteria. The
weighting can betandardizedor all projects of the organiza-
tion or can be determined on a projeby-project basis. Here,
too, the result can only be a tendency for the final decisim.

example shows th&igurel2.
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Whether you arrive safely at your destination during a car jour-
ney, however, depends much less on the type of vehicle than
on the driver and his driving style himself. The situation is sim-
ilar with project management. Whether the project is success-
ful or not depends less on the PM approach and more on the
project manager's management of the project. An experienced
project manager selects the most suitable PM approach and
then managethe project safely tesuccess

|_____ Differentiation criterion ___result| hybr. | agil | Weight | result | hybr. | agil

Prectical
hint

Points Points weighted
Focus on project type 0 4 1 10% 0 0,4 0,1
Project goals / results can be planned 3 2 0 5% 0,15 | 0,1 0
Novelty 3 4 2 10% 0,3 0,4 0,2
Creativity 2 2 4 5% 0,1 0,15 | 0,2
Technology situation 1 4 4 10% 0,1 0,4 0,4
Project environment 3 4 5 5% 0,15 0,2 0,25 | [Ex
Ideas of the client on project results 0 0 5] 10% 0 0 0,5 ’am |
The client's need for security 4 2 0 10% 0,4 0,2 0
Contract security required 3 1 0 5% 0,15 | 0,05 0
Number of changes to be expected 0 1 3 10% 0 0,1 0,3
Project Scope 1 1 0 5% 0,05 | 0,05 0
Project team self-organized 0 1 2 5% 0 0,05 | 0,1
Team members 100% in the project 4 2 0 5% 0,2 0,1 0
External suppliers 4 0 0 5% 0,2 0 0
sum 28 | 29 | 26| 100% |1,80/2,20(2,05
Figurel2: Exampleof a scoring modedksselectiontool
olf you want to fly, you have to let go of things that ;
pull you dowrb Gioni Morrison(1931-2019) ‘ g?éte

Tayloringmust now determine the appropriate level of PM
methods and their intensity of application for this specific pro-
ject. Many organizations use project categories for this pur-
pose, which usually refer to the project size (A, B, C or large,
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medium, small or XL, L, M, S). However, it is advisable to take
other aspects into account. Typical parameters for Tayloring

can be effort (persomays), budget, duration, novelty, degree

of risk, environmental dynamics, level of competence of those

involved, and much more. Tayloring, which is also part of the

project design, depends on the PM approach and is therefore

described separately in the respective sectiaesult-oriented
see sectiord, Agilesee sectiorb.2, hybrid see sectioB.2.

Checklist to selecuitablePM Approach

f

The requirementgo project design have been d¢
fined.

A selectiortool was used t@analysea tendency for
the appropriate PM approach

On this basis, the most suitable PM approach
this project wasselected

The Tayloring was done

34
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Chapter 4Procedures in result®riented PM approaches

4 Procedurs in resultsoriented PM ap-
proactes

oThinking makes superidrd y,

Antoine de SairHExupéry (1900.944) g?éte

The resultsoriented projectmanagement approach is charac-
terized by the fact that the activities and results of a project
are planned in advance in a structured manner up to a certain
depth and then consistently implemented. The special ad-
vantage is that you know quite early in theoject pretty much
exactly where the project is headed, which resources you need
when and to what extent, how long it can take and what it can
cost. Nevertheless, changes are possible at any time and are
guite normal in practice

Phase 3

PH

Figurel3: Procedure in resufiriented PM
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Figure 13 shows the basic process in the resoitented ap-

proach as @hase modeincludingmilestones First of all, you
analyze the initial situation. Then you define the target situa EJ
tion of the project. In projects with a high development com- ke
ponent, these two steps can also be swapped. As soon as the
initial situation andbjectivedefinition have been determined,

the best path between the two fixed points is selected and di-
vided into phases. The end of the phagemarked with mile-
stones. Furthermorework packagesre defined, the neces-

sary resources ardetermined,and deadlines and costs are
calculatel. Only then does the implementation of the planned
activities take placeThe implementation statusvill be ana-
lyzedregularly and compared with planning (“tracking”). If a
larger deviation occurs, control should be taken. Changes in
objectivescan also occur in the course of the project. The orig-

inal planning must be adapted from the current to the new sit-
uation now. Finally, you reacthe objectivesand carry out an

orderly project completion with handover, recalculation, les-
sons learned, etc

Figurel4: Phase plan as a waterfall model

Figure 14 shows thewaterfall model as the basis for the re-
sultsoriented PM approachesYou plan all the steps in
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advance and then work through them one after the other,
comparable to a waterfall, where one pool fills up first before
the next pool gets water. Theory dictates this cascading think-
ing, but practice has been working for decades with phases
that sometimesoverlap strongly, a soalledavalanche model
(seeFigurelb). With the same duration of the phases, the en-
tire project duration can be significantly shortened. On the
other hand, the overlap can always result in additional work,
which in turn can reduce this time advantage

Figurel5: Phase model with overlapping phases

A milestone serves not only as an important date orientation,
but also as a soalledstage gateor Quality Gate At amile- EJ
stone reviewyou check whether atequired tasks and results | Level
of the past phase have been fulfilled and thus the next phase

can be releasedThis is possible even in overlapping phases,

even if the next phase has already startedrthermore, mile-

stones are also often usex a jartin contractual agreements

This resultriented PM approach has proven itself millions of
times over many decades and has continued to evolve. De-
pending on the framework conditions of a project, it will con-
tinue to be the best approach
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dnthef 2y 3 NXzy >~ | aK2NI Odzi asSf ., ay
Malcolm Forbes, (*1947) \ axﬁ
Quote

4.1 Define theresultoriented project

After project initiation phaseand the positive decision to im-
plement the project, thalefinition phasestarts In this phase,
the characteristics of the project parameters are defined and
negotiated, so that at the end of thgroject definition a pro-
ject assignmenbr. Project contractcan be signedThis mile-
stone can be both an internal and external project charter. The
documents already created in the project initiation, such as
SWOT analysis, cdsénefit analysis, etc., are updated with
the findings obtained here

&)

Level

In order to determine the most important contract features, it
is necessary to plan much further in advance than at the time
of initiation. First of all, the range of services or results of the
project is determinedIn a specification such as aequire-
ment specification all required contentrelated result charac-
teristics are listedn ameasurabhydefinition. Based on this, ef-
fort, duration and cost estimates can be made. If there is a high
level of experience with the project content, reference values
or key figures may be available. The more novel the project
content is, the more detailed planning tasks mostione This

is the only way to maksoundestimates of the required ef-
forts, durations and costs in sufficient, i.e. contraeady qual-

ity.
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This entire process is also often referred tooader clarifica- ,
tion. The clientand suppliemegotiate and agree on the initial Lgn\%/
situation and inputs, the framework conditions and influencing
factors as well as the output to be aimed for

It can be assumed that thenalysis of the initial situatiorwill
already becarried out as far as possible in the initiation phase
(see chapte). Here in definition phase, this should at least be
checked again and usually also updated or continued. The next
big step is the definition afbjectives

e

Level

Objectives fulfill important functions in projectsThese in-
clude

£
Level

Orientation function
Motivation function
Connection function
Supervising function
Selection function
Coordination function

=A =4 4 4 -4 4

Objectivetypes show the basic focus abbjectives Typicalob-
jective typesare benefitobjectives quality objectives dead-
line objectives costobjectives socialobjectives non objec-
tivesas well as result and proceduobjectives Result objec-
tives define the results or a desired state at a specified time in
the future.ProcedureObjectivesrelate to the project process

£
Level

o don't know a sure path to success, only one to certain fail-

ure: to want toplease everyoné. \ oX :
Plato (ca. 42848 BC) Quote
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The particular challenge with projecbjectivesis that, on the

one hand, it is usually a complex bundleobjectivesand, on

the other hand, different interest groups with different per-
spectives on the project have their own expectati@msl ob-

jectives This results irconflicting objectives which must be
identified, anal\zedand, if possible, solveth anobjective re- ﬂ
lationship analysisthese tradeoffs can be investigated and ‘“&¥
then resolved as far as possible

oTo see clearly, a change of direction of view is often engugh ,

Antoine De Saint Exupéry, (19€®44) Ouot
uote

The individual objectives are usually relat€bjectiveshier-
archiesare formed when suobjectivescan be combined into

main objectives Objectiverelationshipsshow the position of
objectivesamong each other. They can influence each other fJ
positively (support) or negatively (compete). The enipec- Level
trum of objectivesrelationshipsranges from antinomyir-
compatibility) to competing, neutral, complementary to iden-

tical. Furthermore, you can setbjectivesin objective catego-

ries, e.g. in mustshouldand canobjectivesor A, B and ©b-

jectives

Those whado not identify with the project goals can only be
motivated to a limited extentin this respect, it is a particular |Pratica
challenge in projects to set the goals in such a way that win ﬂJ
win situations can be achieved for all those involved and af-
fected.. Unfortunately, this is rarely possible exclusively, but
should still be strived for. To this end, you should approach the
objectives openly and define or at least discuss the objectives
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together with everyone if possible. This effort is arduous, but
it is usually worth it because it pays off later in the project

Theformulation of goalsis not trivial. A common mistake is
that not a state, but a process is formulatedegt softwaré
instead of ‘Software is testet or better "all software tests
passed"). A good support fobjectivesformulation is thegoal
definition according to SMARTormular. The five letters of

SMART stand for
| Level

1 S = Specifidoes everyone have (exactly) the same un-
derstanding of thebjective®

1 M = Measurablelsthe success of the project objectively
measurable in the end?

1 A = Attractive or AcceptedAre the participation in the
project and/or the project resultiteresting?

1 R = RealisticAre theobjectivesreally achievable?

1 T = Timebound: By when do thebjectiveshave to be
achieve®

The formulation of non-objectives of the project makes it _
clear to allparticipants which deliverables and results are not T‘J
part of the project This avoids false expectations that later [ it
lead to irritation and timeconsuming renegotiations

erational objectivefor the project With thisobjectivesystem,
the project is given in particular the orientation and focus in
terms of content Theobjectivesystem also includedearpri-
oritization of objectives

Ultimately, anobjective systemis createdthat defines the op- ,
|Level J

41



Chapter 4Procedures in result®riented PM approaches

Objectivesare of considerable importance for the commission.
In particular, there should be written requirements for the ex-
ternal commissioning of servicds arequirement specifica-
tion the objectivesare specified (what is to be achieved in what
guantity and quality)In the next stepa specification sheet
provides the information with which activities it is to be
achieved, including cost estimans.

_ Requirements sheet Specification sheet

Who provides it? Client Contractor

What's in it? what has to be with which activities it
achievedin quantity is to be achieved incl.
and quality costs

Figurel6: Requirements and specifications sheets

Especially inendersthe client publishes a requirement speci-
fication. Potential contractors offer their corresponding ser-
vices with a specificatiogheet(seeFigure16). On this basis,
the client can negotiate with thapplyingcandidates and com-
mission the services agreed on from this

The definition phase in resultsriented project management
usually ends with the project commissionifigheproject con-
tract should content in particulathe

1 Objectives and expected results

1 General conditions, incl. dates and cgsts

1 Responsibilities andecessaryesourcesas well as
1 joint expressions of intent of the client arsdipplier.

42
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Fornegotiation of the project contractind thesigning of con-
tracts, it is essential to take into accouttte information in
section8.4.

Checklist Project Definitioin ResultsOriented PM

9 The initial situation has been fulynalyzed
I Thestakeholders are known and analyzed

1 Opportunities and risks have been identified a ,Cﬁty
analyzed :%t‘/

Theobjectiveshave been agreed and formulated
Theobjectivesare supported by all those involve(
The project was put out to tender

The project contract has been negotiated ar
signed

=A== |=a|="

4.2 Define theresultoriented project design

Since the project definition tends to be th&/hat?', project
design is more aboutHow?', i.e. thegeneral procedurs of

the project Many activities have tbe initiated in advance, be-
cause in order to define the "what?" in a contractually secure
way, the "how?" must be thought through at least to a certain
extent.

If this has not already been done in detail in project definition,
the phases and milestonefphase modélshould be defined
and scheduledirst. At the same time, th@roject organization
must bedesigned ane@stablishedseesection8.1).
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The procedure is primarily determined by the selectiopiaf-

ject management processes and toolEhis means which pro-
cesses and tools of project management should be used with
what intensity and in which cycles to plan and control the pro-
ject. This also includes many of tkkeossphaseactivities (see
chapter8). A typical example is reporting. With the definition
of the project design, you define the report matrix, which says
which reports must beloneby whomandto whom, how often

and in what form, etcAt the sametime regulated project
meetingsmust be defined

Organizations with a certaidegree of maturityin PM have
clear guidelines for thiasing ottransparent criteria, the pro-
jects are divided into project types (e.g. investment, product
development, organization, etc.) and project categories (e.g. A,
B and C projects}-or the respectiveproject type and project
category, there are then minimum requirements for the pro-
cedure in the project and for project organizati(see also sec-
tion 9.2).

If an organization does not specify these requirements, then
the project must fundamentally determine the project design
itself. The central questionsor this are

1 What committees and roles attere in the project with
which tasks and responsibilities

1  Which project management tools should be used to plan
and control the project (e.g. WBS, cost plan, schedule, etc.)
and to what exten?

1 Which data platforms should be used, who administers
them and who has which access rights
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1 Which software should be used and who has which access
rights?

1  Which meetings should take place with which contents,
participants, durations, in whatycle®

1 Which reports should be created by whom, to whom, with
what content anccycle?

Checklist Project Design ResultsOriented PM

1 Project type and category have been determine(
1 The project organization with roles and responsi

ities is in place Cg‘?
I The PM processes and tools are defined  Tist

=

Theproject meetings and reports are defined
I The access rights for data are defined

4.3 Plan the result®riented project

olf you have big plans, take your time." -
Sophocles, Greek tragedian poet l ﬂ
Quote
At the heart of planning in resuk@riented PM is the work
breakdown structure(WBS. This summarizes all the necessary
project content in a structured way and provides the basic in1 é,
formation for the further planning steps. A WBS is an upside'-€ve!
down tree diagram whose root element (1st level) continues
to branch out. The first level of thestructural elementschar-
acterizes the overall project. For larger projects, the second
level consists of suprojects and the third level represents
subtasks. For smaller projects, one or even both middle levels
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can be omitted. The lowest levake work packages always

(seeFigurel?).

'1. Level

|
3. Level l I l

—_—
—
—

. Level | we J Work Package (WP) ] wep J

Figurel7: Potential levels of WBS

The consistent delimitation of the project content in the WBS
also enables the clear delimitation @fsponsibility. In project |~ 203
practice, this is usually not done in a cleat manner, so that
overlappingresponsibilities arise, which in turn can lead to
considerable problems in the project. This is not just about
wrangling over responsibility, but rather about delaying prob-
lems and risks with significant negative consequences for the
project.

hint

In the WBS, you prevent overlapping responsibility by not mix-
ing objects (project content) and functions (activities). A dis-
tinction is therefore made between objedriented and func-
tion-oriented WBS. However, a mixediented WBS is also
possible and wiely used in practice if you do not swittiside
one leve] but only between thdevelsfrom objectsto func-
tions and vice versa. Furthermore, phasgiented WBS are
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also often used in practic&igurel8clarifies the four different

types of structure of WBS ‘
Level

Object-oriented Function-oriented

[ House construction I [ House construction I
| ]

r ‘ ~ 7 I N ‘ ) s ‘ s [ ' |
Shell Ex: Garden Ann- (-Zo-c?r-] Finishing
pansion ounce dinating
| |

s ‘ N I N | ~ ‘ 'S [ ~ |
Electric Baths Kitchen Nggo- Decide J Monitor
tiate
Mixed-oriented phase-oriented
I House construction ' I House construction l
| |
J— — 1 R | p— p—
Shell Ex? Garden De.flm_ Planning Imple.m-
pansion tion entation
| |
- ‘ ~ [ N | e - | N ! N | -
Ann- Co-or- L House Costs Sched-
. Finishing ) . )
ounce dinating planning § | planning uling

Figurel8: Structual types of WBS2(g. inhouse construction)

The elements of a WBS should also always be encoti&s
codation can be numeric (numbers only) aphanumeric Lﬁlf
(combination of letters and numberg) typical example of nu-
merical coding is decadal coding. It is comparable to a typical

book structure: 1, 1.1, 1.1.1, etc

When developing a WBS, two other aspects should be consid-
ered. On the one hand, the scope of the individual work
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packages shoulthe reasonably balance@nd on the other o iical
hand, the WBS shoultk as complete as possihl&he balance @
is achieved by splitting larger work packages and merging
smaller ones. If the workackages have similar sizes overall,

then they are more comparable. Completeness is a difficult but
desirable objective. Any project content that is forgotten at

this point will generate additional time and costs later on.
Therefore, you should always ddop the WBS in a team, com-

pare it with several experts, let it mature for a few days, in-

clude aspects and experiences from comparable projects, etc.

It is also importanto compare the WBS with thebjective
system It is checked whether athe objectives of the project |Level
are pursued by corresponding elements in the WBS

In order to work innovatively and fingallynew ideas and ap- .
proaches, you should always start a WBS on a blank sheet Pra:—th
paper ("greenfield"), i.e. not overwrite an existing WBS. By "
"copying and pasting" an existing WBS with timid adaptation,

you will hardly find new ways. However, it makes a latafse

to compare theWBSwith existingWBSonce it has reached a

certain level of maturityAt this point, important impulses can

still be easily introduced and completeness can also be im-
proved

Work packages (WP) contain individual tasks, but are not fur-

ther subdivided as the lowest branch in a WB&ere should

be a definition for each work package, which is documented il ﬂ
awork package descriptiorfseeFigure 19). Alternatively or ~ ‘5€¥€!
additionally, this can also be done in a WBS dictionary. This is
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a crosstable includingall WP, which are described with their
characteristics

Work package description Blatt: of
Project: Phase: WBS-No:
WP-Title: Editor:
Client:

Sub-System:

WP-Start (Date):
WP-End (Date):
WP manager: date:

1. Specifications (If necessary, use an additional sheet):

2. Documents to be used (exact name):

3. Required supplies Supplier (internal/external): Date:
(Hard- u. Software):

4, WP Results (Hardware and/or Documents):

WP Approval/Release Name/Date/Signature
Sub-System Engineer:
Project Control:
Project Manager:

6. Appendix
a. Schedule (bar chart, milestone list, etc.), b. Cost plan, c. Miscellaneous

Figure19: Sample WP Description Form

Once the detailed project content has been defined in the
WBS, the processes and deadlines of the project can be
planned in combination with the capacities ahgn compared
with the costs The logical dependencies of the activities are
defined in a schedule and can thus determine the required se-
guence and possibilities for the parallel processing of the activ-
ities. With regard to the availableapacities durations for the
individual activities can now be estimated. This results in an in-
itial schedule However, this still has to be reconciled, as some
capacities can be planned at the same time due to parallel
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work. These overloads must be corrected, for example, by
postponing or extending activities and/or increasing capaci-
ties. This results in a new schedule and/or increases capacity.
On this basis, the costs can now be determined and compared
with the budget If the costs determined exceed the budget,
appropriate adjustments must be made

When modern project management was developed about 70
years agonetwork planning technologyvasa main tool With
simple mathematical logarithms, complex processesdeatl- | ot
lines could be calculated. Even today, it is still good for a pro-
ject manager to master the basic features and logic of network
planning technologyHowever, the calculation is then done by
project management software(PM-SW) However, this can

only calculate the processes and appointments correctly if the
activities are correctly networked. An example of a simple net-
work according to the Critical Path Meth¢@PM) show§ig-

ure 20.

o [ 10} o 10 30 » 45 | 60 | 67 | 76
Activity A [10 Activity B [20| —{ Activity E [15 Activity H | 9 |
0o [ 10 33 | 53 53 | 68 J 68 | 77
10 [ a5 | 46 | 67 | 77 | 80
+ Activity C [35| + Activity F [21 + Activity ) [ 3 Ex
12 | 47 | 47 | 68 77 | 80
ampl
10 [ 46 46 | 67 67 | 77
L+/ Activity D [36——{ Activity G [21}——{ Activity | [10
10 | 46 46 | 67 67 | 77
Legend: earlieststarting=[ES | EF | = earliest finish
Activity | D | = Dauer
Lateststart= LS | LF | = Latest finish

Figure20: Example of a simple network by CPM
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Nowadays, however, the process and scheduling is usually only

done with abar chart diagram(GanttChar{. A networked bar
chart is highly recommended. It integrates the advantages

network planningtechnology with the graphical expressivej

ness of the bar chart. All activitiesxcept the start process

P

Level

and the end processare assigned predecessors and succes-
sors and the dates are automatically calculated and updated
by the PMSW Figure21 shows an example of a bar chart dia-

gram (excerpt).

20XX

20XX+1

CONCEPTION

| | 1 1 i
Jul. | Aug. | Sep. } Oct. | Nov. | Dec.
i i T 0

| 1 1 | 1
Feb. | Mar.} Apr.} Mai} Jun.} Jul. | Aug.
0 i i i 0
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Figure21: Example of a bar chart diagram

When scheduling, every experienced planmecludestime

(excerpt)

buffers. They serve above all to ensure that the schedule is n

immediately blown up in the event of unplanned events. Alt-
hough this approach is correct, it leads to projects that take
longer and longer, because more and more time buffers are
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being built infor safety across all hierarchical levels. If you
don't need the time buffer, you still have to wait because fol-
low-up activities are scheduled latalready The critical chain
approachprevents this problem. The entire time buffer is
shifted to the end and certainly also partly needed, but the part
that is not needed usually saves a lot of tiamed shortens the
project

Resourceplanningdetermines whichresourcesfor which pro-
cesses are needed and when, and makes a comparison so th A-Z
the best possible utilization of resources can take place with =
little over- and underutilization.

&

Typical resourcesn projects are personnel, vehicles, ma-
chines, materials, etc. By assigning the resources to the indi-
vidual activities, multiple stresses on personnel and thus over,

loads can now be quickly detecte@ihese should be solved Lﬁr

with a capacity adjustmehtesource levelling but not by the

PM-SW "automatically”, but "manually" and one after the

other. In a resource table and/or graphic, you can quickly iden-

tify and clean up the oveandunderutilization

oYou should never have so much to do that ,

you don't have time to thinte & oX
Quote

Georg Christoph Lichtenberg (1742Z99)

0cAnd then you have to have time to just sit there and look in
front of youd Astrid Lindgren(19072002)

In addition, resources and especially people should never bt; -
ractic
planned 100%. For a wide variety of reasons, such aspset

kM

hint
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times, sefadministration, further training, absence due to ill-
ness, a certain amount of freene is required here

Now the detailectostscan be determined by assigning the cor-
responding costs to each activity. Importagpes of costs in 4
projectsare personnel, material, machinery, external services ﬁJ
capital, sales, communication, travel and overhead cdisgeu
aggregate the costs of individual work packages through the
subtasks and subprojects to the project level, you get the total

costs of the project. Cost planning and later control can be car-

ried out in the PMSW or separately in an accounting or
spreadsheet software based on the WBS. In principle, it is pos-

sible to plan the costs in the WBS from top to bottdiop /
down) or from bottom to top bottom up). Ultimately, both LG'J
planning paths shouldébused.

When using different tools, thiglentical structureis of partic- —
ractica

ular importance.This is the only way to really compare data. m

The uniform structure should be specified by the WBS ——

Cost estimates can be supported by databases of empirical
knowledge.So,if information on comparable projects or sub- { ﬁg
tasks in projects is already available, then it can be adapted:
Not only is the estimate of the planned costs particularly valu-
able, but also the actual costs incurred by the reference pro-
ject. Price increasesay have to be factored in if the reference
project is a little olderRatios orKey Performance Indicators
(KPI)may even be available for individual tasksthese cases,
one speaks oKPtbased estimation methodsin some cases,
guotes can be obtained and compared
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If these possibilities are not available, thestimations by ex- _
perts can still be used, such as the Delphi method or three\l_ﬁl/
point estimation In the Delphi method experts estimate
anonymously, a moderator calculates the average value of the
estimates and communicates it to the experts. The experts can
now reconsider their estimate or justify it separately, espe-
cially if they themselves have estimated the loweshmhest
value. In the sacalledbroadband Delphj an open discussion
arises about the estimates and their justifications. The esti-
mate usually becomes more accurate when the lower and up-
per extremes are deletedn the three-point estimation, ex-
perts jointly estimate an optimistic, a pessimistic and a proba-
ble value. The probable value is weighted fourf&@d,the for-
mula is: estimated value = (pessimistic value + (4 x probable
value) + optimistic value) /.6

In addition to the tabular cost overview, a graphipaiture of
cost flow andcumulatedcost is helpful to quickly record the
cost development and compare it with project progress and
actual costsater. While thecost curveshows the costs per unit
of time (period), thecumulatedcost curveshows thecosts to-
taled over the course of the proje¢seeFigure22).

s
Level

A A A

e L

Cost Curve ===} Cumulation of Period Costs ===  Cumulated Cost Curve

L

Figure22: Costcurve and cumulated cost curve

54



Chapter 4Procedures in result®riented PM approaches

The costs should also be divided accordingdst types,cost
centersand sponsorsin the first step, the costs incurred are é)
determined, i.e. the costs are divided according to cost types:-E¥e!
(see above). Cost center accounting determines where the
costs are incurred, and cost unit accounting determines who
pays the costgsponsor) The deeper you go into detail here,

the better the evaluations, but also the higher the effort. In

small projects, the subdivision according to cost types is usually
sufficient. The project then has only one cost center and one

cost unit, namely the pregt itsdf.

aThe science of planning is to anticipate the difficulties of exe ,
cution." Luc de Clapiers Vauvenargues (171547), French philos-

] Quote
opher and writer

Since project planning in the resultsiented approach con-

sists of various suplans, an overarchingroject management

planis helpful(seeFigure23). It integrates all sulplans and is  [Level
of course also used in the control and closing phase

il

List of Opportunity
requwrenﬁents / List 9F project [T T— Breakdown reguirements / Stakeholder and risk
functional objectives deployment Management management
Plan Structure
specification plan plan

Phase model
and schedule

m
QDX
N

Financial Plan —g Project ManagementPlan

Procurement uali Configuration Fazmnes

c:
Cost plan Management Communicatio

e management management management deployment
Plan -

plan plan plan plan

Figure23: Example of a project management plan
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Checklist Project Planning ResultsOriented PM

The work breakdown structure édneand coded

Work package descriptions are available

A detailed schedule is available

=A== =

A detailed capacity plan is available and has b
compared with the schedule

| know the main estimation methods

A detailed cost plan is available

A project management plan is in place

=A== =

The activitiesacross phasefChapter8) are taken
into account

The planning has been confirmed / approved.

4.4

With the completion and approval of the project planning, de-
tailed operational planning with implementation of the
planned activities and their monitoring begins. In the event of
deviations from the project plan or changes in the project en-
vironment, etc.,project managemengactivities are initiated.

Implementinghe resultsoriented project

Depending on needs and dimensions, these are carried out at

different levels and with different scopes, so that either only

the plans are adjusted or the goals are adjusted or even rede-
fined (seeFigure24).
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Costs of the project

A 1 = Original
Project Objective 0
2 = adapted

Project Objective

planned procedure > e
in the project —_—
in .

— —
— . .
— adapted procedure in the project

—
—

C = Change Event, such as new customer request,
change in the law, deadline delays, budget cuts, etc.

Time
-~

>

Figure24: Adaptation of goals and procedures in the project

Detailedoperational planningis usually only about which cur-
rently available capacities are used for the implementation of
the activities, as planned capacities can be cancelled at short
notice, e.g. illness, machine failure, etdénstructing employ-
eesin the tasks to be performed is a management and com-
munication task'seesections 8.1and 8.3).

The continuous process of implementation, status determina-
tion and adaptatiorcorrespondto cybernetics You set goals,
plan their implementation, implement the activities and check
whether you are on schedule or whether deviations have oc-
curred. If you are on schedule, you will continue the implemen-
tation. In the event of deviations from the plan, these ana-
lyzedand the plans are adjusted in the case of minor devia-
tions, and in the case of larger ones, even the content and goals
may be adjustedseeFigure25).
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Changes to Objectives

or Content Project objectives

Adaptation

Project Plans
of the planning !

Change activities

Analysis of deviations Implementation

Status determinationand

Deviations comparison

Figure25: Control Loop (Cybernetics) in Project Management

ab20 S@OSNBUKAY3I GKFG O2dz~da, LY
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uote
Based on the content of the project results, the project is con-

trolled with aconfiguration management planThis plan de-
scribes the configuration characteristics of the project object.‘ é)'
In ChangeRequests the defined configurations may be ad- LS
justed(see further down in this Sectian)

During the course of the project, th@oject statusmust now
be determined regularly. An important key figure for the pro- | A-Z
ject status is thgercentage completd, i.e. the percentage of
the work performed or the result achieveBercentage com-
pleted is usually determined at the work package level. TheLevel
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percentage completé of the work packages can then be ag-
gregated into subtasks and subprojects up to the project level

In aggregation, weights can be made. W often do this on
the basis of durations, it would be better to take the effort as
a basisFigure26 shows an example of how an unweighted and
weightedpercentage completed calculated

Effort in Person
Do)

Project ...
SP1:.. 90 . o8s%  8T%
WP 1.1:.. 35 100% 100%
WP 1.2:.. 30 85% 85%
WP1.3: .. 25 70% 70% %}
sP2:.. 179 7% %
WP 2.1: ... 56 80% 80% amil
WP 2.2: ... 78 70% 70%
WP 2.3: .. 45 60% 60%
SP3:... 81 oo8s% 3%
WP3.1:.. 37 45% 45%
WP 3.2: .. 27 35% 35%
WP 3.3: .. 17 25% 25%
SP4: .. 62
WP4.1:.. 12 15% 15%
WP 4.2: .. 36 0% 0%
WP43: .. 14 0% 0%

Figure26: Example: Aggregation é¢fercentage Completed

There are varioumethods for determiningPercentage Com-
pleted, which differ in effort, accuracy and objectivity &)

1 Estimate Everyone estimates progress in their area of re-
sponsibility, hint: simple, but subjective and therefore
quite inaccurate

59



Chapter 4Procedures in result®riented PM approaches

i Status step technique (also milestone technique)status
achieved determines progress, e.g. milestone 1 reached
20%, milestone 2 reached = 50%, dinte: objective, but
quite rough, link to contractually defined milestones pos-
sible

1 50:50 Method Beforestartingan activityit is set to0%
Whenstarting, it jumpsto 50%immediatelyand remains
at 50% until it idully completed. Then it is set to 100%.
Note: highly recommended, as very little effort, high ob-
jectivity and quite high accuracy due to aggregation

1 0:100Method: same as 50:50 method, except that the in-
termediate step is omitted. An activity remains at 0% until
it is fully completed and is then set to 100%ote: better
to use the 50:50 method

1 Quantity proportionality: on the basis of a quantity
achieved or consumed, theercentage Completeid de-
duced,note: objective, quite accurate, useful if quantities
are easily measurable

1 Secondary proportionality on the basis of a secondary
variable, such as consumption of auxiliary materials, the
Percentage Completeid inferred.Note: quite inaccurate,
only useful if no other method works

1 Time proportionality. based on the time consumed, the
result is deducedNote: very imprecise, only useful if no
other method works

(EV) can be calculated. THeVis the amount that you should

With the help of thePercentage Completedhe Earned Value
in relat . IMJ
have spent in relation to the current progress of the project.
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You compare it with the previous actual costs and thus see
whether you are currently within budgeThe formula for the
EVis

EV= %Completedx Budget

Fortschritt in %
% of Budget ‘4@'
Tool

Project ... 57% 64% 60%
SP1:.. 87% 92%
WP 1.1: ... 100% 110%
WP 1.2: ... 85% 90%
WP 1.3: ... 70% 75% %}
SP2:.. 71% 68% 4ol
WP 2.1: ... 80% 75%
WP 2.2: ... 70% 70%
WP 2.3: ... 60% 60%

Figure27: Example Earned Value Analysis (EVA) in tabular form
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TheEarned Value Analys(EVA)represents the project status
basing earned value

% of Budget

Project ... 57% 64% 60%
SP1:.. 87% 92%
WP 1.1: .. 100% 110%
WP 1.2: ... 85% 90%
WP 1.3: .. 70% 75%
SP2:.. 71% 68%
WP 2.1: ... 80% 75%
WP 2.2: ... 70% 70%
WP 2.3: ... 60% 60%

Figure27 displays a tabular EVA with current project status
highly aggregated fromVPto SP to thetotal project In this
example project, 57% of the outpus reached 64% of the
budget wasexpendedon it, and 60% of the time waspent
However, one should not simply interpret an imbalance of the
project from thesefiguresonly. It may be that more results can
be produced in the further course of the project with less
money and time. Onadvantage of the tabular EVA is the de-
tailed overview of the individual sytrojects and work pack-
ages

Figure28 shows a graphical EVRAis to be interpreted as fol-
lows: If the actual costs are above tE&| then there is a cor-
responding cost overrun. If the planned costs are abové=ttie
then there is a corresponding delay. A particular advantage of
the graphical EVA is the trend display over the course of the
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project so far. It is recommended to perform both a tabular
and graphical EVA

Time overrun
Planned Cosis

Actual Costs

Earned Value

1
1
1
1
1
1
1
1
1
1
1
1
Cost overrun :
1
1
1
1
1
1
1
1
1
1
1
1

9— Time
Beginning Ttoday End (planned)

Figure28: Example Earned Value Analysis (EVA) graphically

of am more interested in the future than in the past,

because | intend to live indtAlbert Einstein (1879.955) oX
Quote
The EVA initially has a focus on the past because it draws on

corresponding actual data. With an earned value forecast, you
can predict the further course of the project. The further de-
velopment of theEVis predicted until complete completion
(100%) and the necessary costs are estimatgglire29 shows

an example of an earned value forecast with predicted dead-
line and cost overruns
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Time overrun

f 2
Euro f P
: _ Cost
i L7 overrun
————————————————————————————— Bt e ) CE L LR e L
i i 2
-
' e 0 Ex
1 - 1
' i : ampl
| ! i
| ! 0
1 0 1
: i |
g ! i
0 ! 0
i ! i
i ! i
i ! i
Earned Value i ! i
I |
X 5 -@—> Time
Beginning Ttody End (planned) End (in fact)

Figure29: Example Graphical Earned Value Forecast

At the center of the forecast about tf@ntinuation of the pro-
ject from the current statussgeFigure30) is always themain Practic
guestion: Will we manage to provide the open services anJ
achieve open results in full quality in the remaining time and

with the remaining budget?

hint

A
With what effort (costs and time) has how much (How) Is it possible to fulfill the open
progress (performance) been achieved so far? result in the remaining budget from the
current point and in time?
f 5
itiati Definiti lanni l Implementation Closure i
L 2 @ s 4 Time

Figure30: Forecasting the course of the project
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Other tools for determining project status include theacking
Gantt Chart Cost Trend Analysis(CTA),Milestone Trend Anal-
ysis(MTA), andMilestone Cost Chart.

l

20XX 20Xx+1
Jul. } Aug.i Sep.‘i Okt. } Nov.i Dec. ‘i Jan.‘i Feb. } Mar. i Apl.i Ma\‘i .run.i Jul. iAug
CONCEPTION L : : ‘ : I 1 150% i i i ; ! é :
Determine user requirements EEWU% E i i ] ' | ! E
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Figure31l. Example Tracking Gantt Chart

TheTracking Gantt Chaiis a common tool. A lot of relevant

information can be presented clearlgeeFigure31l).

Cost trend analysi{CTA)is best done graphically to better

&)

E/xCD
ampl

identify trends. You can see at a glance the course of the esti-

mated total costs of the proje¢seeFigure32). As a reference,

the available budget is displayed. It should be taken into ac-
count whether a profit margin must be included.
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Reporting Dates
1.6. 1.7. 1.8. 1.9. 1.10. 1.1, 1412 1.1. (F2N 1.3. 1.4. 1.5. 1.6.

Expecte% total costs

360

——————————— ~———Budgetincrease
™\
| J ]

' I |
Budget

Planned total cost in thousands EUR
w
%]
S

260
Figure32: Example cost trend analysis

Milestone Trend AnalysidMTA)displays the history of esti-

mated milestone dates for each project's reporting dates. It ig
more suitable for larger or longerm projects. If the trend lines } e
run horizontally, then everything is on schedule. If they rise,
they show delays, if they fathen you have made up time. As

soon as a trend line reaches the diagonal, the milestone is com-
plete (seeFigure33).
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Reporting Dates
11. 12, 13. 14 15 16. 17. 18. 19

1.8.
[}
()
©
o
o 1.6.
c
g
ﬁ Current reporting date
= Ex
|#ampl
1.4.
Legend
Milestone 3
Milestone 2
® Milestone 1

Figure33: Example milestone trend analysis

A combination of the representation of cost and schedule
trends is shown in thenilestone-cost diagram You can see at

a glance whether and how milestones have changed in terms
of dates and costéseeFigure34).

of you say A, you don't have to say B. He can r&sognize ;

that A was wrong Bertolt Brecht (18981956) Ouot
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Costs

in KE 4
B B e e e L P P e PR PR P /
Tamned " MS 4: Start of
otaicos ' Production
Planned Costs MS 3: Product;
tested : Ex

MS 2: Product ] ampl

developed i
\ Actual cost
MS 1: Design set
; Time

TPIanned
End

Figure34: Example milestone cost diagram

As soon as a stronger deviation or trend in the wrong direction
is detected,control activities should beinitiated. The control
activitiescan track specific target areas individually or in com-
bination. This includes quality improvement, increasing or re-
ducing results, accelerating deadlines, reducing costsCeia-

trol activitiescan be aimed at increasing productivity, motiva-
tion, capacity, "nice to havejoals, project organization, and
much more

Controlactivitiesand every adjustment are organized prno-
ject change managemenand usually also requiractivitiesin
contract and claim management, communication, stakehold-
ers and project marketing, reporting and documentation, etc.
(seecorrespondingsectionsin Chapter8).

oNothing can go wrong. The only thing that can happen is that
things take a different course thagslannedd & \ C(Xﬁ
Quote

Stephan Sarek (*1957)
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Detect and report changes
Determine the responsible person

Submit a change request

Application
phase

Register a change request

Evaluate Change Request

Negotiate Change

Decision
phase

Decide on and document changes

O Communicate change

S o©

g <

T g— Configuration/Procedure/Adjusting Plans
[

-0 Continue implementationincl. change

Figure35: Steps of a change procdassprojects

Change managemenshould be organized quite formally to

&

avoid typical problems. On the one hand, it is about legal cer-
tainty, so that it can be proven that one has worked in a legally

sound manner, especially in the case of contrat¢vant
changes at later dates. On ti¢her hand, it is a matter of co-

ordinating the parties involved, so that no unnecessary effort
is incurred. In principle, existing plans should be worked with
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until a change is officially confirmed. The amended plans were
only to apply from this point on. If a change is so serious that
current activities and results are no longer usable, then the

work should be suspended until a change decision has been
made. Acordingly, a change process should always be imple-
mented quicklyFigure35 showsa typical change process

A change request (CR$ made in a predeterminetemplate.
Figure36shows a simple example of this. Approval should only
be granted by authorized persons. In the case of external pro-
jects, written approval by the client should always be given in
addition to internal approval

oWe often have to start over, but rarely from the beginning." ,
Ernst Festl, *1955, Austrian writer ’ Gxﬂ
Quote

In principle, there is a risk of a creeping, uncontrolled increase

in the scope of services in every project, thecadledscope
creeping In this process, the scope of services is increasedj é/
small, barely noticeable steps, without the other parameters=€¥e!
(costs and deadlines) being adjusted accordingly. This must be
prevented as far as possible wigound project control and
change management.
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Change Request (CR) NO: ..cccvveeee
Project: cwerrervrnneeee Id€a Provider / Applicant: ....ovvvoveeevvercrcrenes

Description of the change:

Justification of the change:

Effects for the client (performance, costs, time):

Effects for the contractor (performance, costs, time):

Qpinions:

Approval: (name, date, Signature)i..... e eeeeeeeesserersrreseenenens

Figure36: Example changeequesttemplate

Checklist Projec€ontrolling inResultOriented PM

1 Allthe tools for project management have been (
fined and prepared

1 Meeting management and reporting is prepared

%)
ampl

=

Che@

M

1 Change management is prepared
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4.5 Big Picture; resultoriented PM

Big Picture — 35 Steps to Project Success! Project completed

Alittle Journey through result-oriented PM from Thor Maller, Germany ::;’!f:rexun,ﬂ,e mMs
ilable

Phase 5 Closure Formal conclusion with project sponsor, internal
evaluation and detecting of future options.

Phase 4 Control Result-oriented implementation with

continuous readjustment up to handover of results. Project planning
released

Phase 3 Planning Plan the entire project in

detail and prepare implementation

Phase 2 Definition Define the

framework conditions and fix the

project assignment.

Project contract signed

Phase 1 Initiation

Check out if you

want to carry '\0‘\
O

out the g\(\
project 00

project 4¢

Figure37: Big Picture resultoriented PM
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5 Procedures igilePM approaches

oin a world full of uncertainty, you have to try a lot of things.

One can only hope that some of them work." \ oX 4
Douglass North, (192Q015), economic historian and economist, Quote
1993 Nobel Prize winner

TheAgileproject management approadias been rapidly gain-
ing in importance for years. The first precursors were already
in the 1930s, when engineers invented the method of "itera-
tive and incremental design and development” (IIDD3ignif-
icant step in development was thggile Manifesto, which was
presented in the 1990sin it, the dogmas of project manage-
ment that had prevailed up to that point are critically ques-
tioned and a partly almost opposite, but at least contrary be-
havior isproposed. Typically, this approach was initially per-
ceived as crazy for the established project management world,
but on closer inspection it does have advantages

up, and no one would go to see where they would get if the

oWhere would we end up if everyone said where we would enj ;
3 _ Quot
wentd Kurt Marti (19212017)

Instead of planning in detail as in the restdtsented ap-
proach, this is done step by step (iteratively). A product vision
including a dynamic list aéquirements for the entire project

is specified The firstiteration is planned, implemented and
tested. Only then is the following iteration subjected to the
same cycle (planning implementingg checking), and so on.
While this creates slightly greater uncertainty about the final
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outcomes, costs, and durations of the project than a results
oriented approach, the results are developed closer to the cus-
tomer, so that in the end, customer needs are more likely to
be met to a higher degree. In addition, there are fewer rene-
gotiations,as there is usually much less need for readjustment

Iteration n
P | E

Iteration 4

Iteration 2
P |

Iteration 1
P | 3| PIE = Plan, Implement, Evaluate

Figure38: Basic procedure iAgilePM

"You never get lost as easily as when you think you know the

way." Chinese wisdom oX r
0A good traveler is a person who doesn't know where the joui Quote

ney is going.Lin Yutang (18951976), Chinese writer

Thebasic proceduren Agile PM (seeFigure 38) begins with

the definition of the product vision in the first step. This is not

an exact specification, but rather a vague description of the re-
sult to be achieved, including a list of the already known, but
by no means complete, result requirements, whante listed
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in a product backlog, for example. The iterative process follows
with the steps (iterations 1 to n). You plan the first iteration,
carry it out and at the end check the intermediate results and
the procedure in order to then start the next iteration, anal s
on. From the findings of the individual iterations, the product
backlog is supplemented or changed and, if necessary, the pro-
cedure is also adapted.

Iteration n
Iteration 3 P | E

Iteration 2 PSS (B

Iteration 1 Bl E ‘
B E 7 ‘ '

PIE = Plan, Implement, Evaluate

Figure39: Spiral model as the basis fagilePM

TheAgileapproach is often described asspiral model(see
Figure39). Each turn of the spiral corresponds to an iteration
and each iteration always follows the same process (planning
the iteration, implementation, review and adjustment) before
the next iteration starts. In this way, you work your way to-
wards the goal step bstep.

In this context, thescrummethod speaks of empirical process

control through an iterative and incremental approach based

on the three pillars ofransparency, verification and adapta- 5
tion. Scrum only provides a rougiamework instead of
providing details.However, this framework is to be imple-
mented consistently
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TheAgilePM approaches are very popular. It is to be assumed
that teams feel more comfortable with these approaches.

Many elements of the soalled "Agilemindset' seem to meet

the zeitgeist well. Above all, however, individual weaknesses
of resultsoriented project management, such as excessive
planning, renegotiations, meetings, reports or even too little

customer proximity, are skilfully avoided or reduced

The secalled Agile mindset can bestunderstood byreadng
the twelve Agileprinciples

1. Itis a top priority to actively involve the customer at an
early stage and thus meet their real needs

2. Changes are to be introduced until the end in order to im-
prove customer benefits

3. The interim results are to be implemented in short cycles
so that the team can easily control itself and potential for
change can be identified at an early stage

4. Team members should only work on one project at a time

5. The team members are saifganized, you should create
the best environment for them so that they can act inde-
pendently.

6. Direct, personal communication is a priority

7. Progress is measured by incrementally growing interim re-
sults

8. Itis a high value to focus on sustainable work so that the
team can provide continuous performance over a long pe-
riod of time.

9. Itis important to deliver optimal results in terms of tech-
nical requirements and design
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10. You should concentrate on the essentials at work. Activi-
ties without clear benefits should not be carried out

11. Teamsmotivate themselves in an independent environ-
ment and thus produce optimal results

12. The teams regularly reflect on their approach and optimize
it consistently

Agileapproaches are often perceived as more successful. Sci-
entifically sound evidence of greater success than with result
oriented approaches has not yet been provided. Existing stud-
ies lack a scientifically sound basis and therefore their state-
ments should béreated with extreme caution and questioned
very critically. In any case, instead of blindly trusting studies or
believing the slogans of "bla@nd-white thinkers", one should
find the appropriate approach to the specific project, as sug-
gested in tlis book(seeChapter3).

tainty." Anton Chekhov (18601904), Russian playwright | Zitat

"There is no security, there are only different degrees of uncer, ,
%

Scrum has fouroles: stakeholder, product owner, scrum mas-

ter, and development team. The latter three together make u

the Scrum team. In Scrum, stakeholders are essentially Iimit!

to the client and the users. The Product Owner is responsibkc

for the project content and thec®um Master is responsible for

the project process and collaboration. Both can also work on

other projects at the same time. The development team con-

sists of up to 8 equal members, who are 100% assigned to the

project and can work largely sadfganized Al members of the

Scrum team are committed to the fiwalues of Scrumcom-

mitment, respect, openness, focus, and courage. For the rolg
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in Scrum and in particular theia€countability" see also Sec-
tion 8.1.

A special feature is thdesignof contracts inAgile project
management It can be implemented when the first product
backlog is available, but also before or later. If it is done be-
forehand, the determination of the specifications and defini-
tion of the requirements can be part of the contract. If it is only
made when the projet design is defined, then the durations
of the iterations are already fixed and more specific infor-
mation can be implemented in the contract. But regardless of
the timing, drafting the contract is difficult. Typical contract
components, such as projectselts, durations and costs, can
only be determined extremely roughly. One possible solution
is a service contract, which, however, entilgerrisks for the
client (seesection8.4). However, the budget and duration can
also be fixed in order to develop maximum output. This is re-
ferred to as aminimum viable product(see Figure 8). This
makes it easier to proceed with a service contract

Contract J Contract J Contract J

5 N a q b q o0 Contract across several iterations
iteration 1| iteration 2| iteration 3

Project Life Cycle t

Start End
Figure40: Stepby-step commissioning iAgilePM

Another possible solution is the stdqy-step commissioning. A

separate contract is created for each iteration and after several
iterations and an increasing trust and knowledge base about
the course of the project and the project results, a contract is
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concluded for the remaining timésee Figure40). The disad-
vantage is the very shoterm commissioning with small or-
ders and followup orders. The larger the contracting com-
pany, the more difficult it is to conclude shadrm and smal
scale orders

5.1 The project start il\gilePM

The Agileproject start defines in particular the specifications
for the project, the product vision and requirements as well as
important specifications for the operational process

oMore important than the right path is the right direction."

Stefan Persson (*1947), Swedish entrepreneur l ngat

The specifications for the project are primarily tbenditions

and expectations of the clientThese can be, for example, on
the one hand contentelated requirements of the future users
for the project result (see below on the topic of requirements)
and on the other hand deadlines and cost specifications. Fur-
thermore, technical requirements andterfaces, compliance
with the corporate design, data protection regulations, data
security, operation and maintenance of the system, and much
more. should be taén into account. Thdeadline and cost re-
strictionscan be specified with very different degrees of sever-
ity. Especially irAgile project management, however, there
should always be a certain flexibility in favor of the project re-
sult. The assumption behind this is that a project can cost a lit-
tle more and take longer if the result is all the better after-
wards and the higher moneynd time investments can be
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quickly amortized or compensated. However, this in turn re-
quires a high level of trust on the part of the client. A corre-
sponding uncompromising approach on the part of the client
would reduce theAgileidea

A variant that is often used in practice is thienimum Viable
Product (MVP) According to the maximunprinciple, the
budget and the deadlines are specified as input (Design to Cost
and to Time) and the output is maximized. The project is com-
pleted with the deadline or budget consumption. In later oper-
ations (operations), continuous improvements, e.g. thgbu
DevOpstake part

With the product vision the product owner sets the rough di-
rection. If possible, he creates a product vision board in coop+ Agile
eration with the Scrum Master and development tedfigure

41 shows an example template for this. In addition to the pro-

ject title, the vision is formulated and schematically supple-
mented with the columns belw.

Projed -
Target groups Needs of the target Functionalities (USP)  Benefits for your own &
groups company Tool

Figure41l: Example template Product Vision Board
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Therequirementsare the expectations of all stakeholders of
the project and in particular those of the final users of the pro- '%;r%
ject result (user requirements) as well as the clieftiey are '
collected in theUser Requirements Specifications s

Requirements are controlled witliequirements manage-
ment. The requirements management process is also iterativ
and takes place in cycles over the entire course of the project.
The entire process can include the followstgps

| |

Identify requirements

Analyze requirements

Assess requirements

Define success criteria for each requirement
Formulate requirements

Clusterrequirements

Prioritize requirements

Integrate requirements into implementation planning
Measuring the degree dulfilment of the requirements
during the course of the project (controlling)

1 Final measurement of compliance with the requirements
1 Evaluation of requirements management

= =4 =4 =4 -4 4 -4 -4

In order to overlook as few requirements as possible at the be-
ginning, the followinghecklistcan be consulted

1 Requirements of the Client

1 Requirements of the future users Chec
f  Requirements of other stakeholders 'Ts
9 Technical requirements from the entire IT architecture

(global system requirements)
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Technical requirements for the §blution
Design requirements

Securityand safety requirements
Economic requirements

Ecdogic requirements

Ergonomic requirements

=A =4 4 -4 -8 4

The requirements are processed and documented, e.g. in a
form to list the requirementgseeFigure4?2).

‘ Tool

ple user manuals. * A pop-up window with explanations
can be called up for each feature.

Ex- The software must  User The user group * Test user can operate software after a
am-  be intuitive to use. generally does not use short orientation (max. 5 minutes). %}
ampl

Figure42: Sample Request Form

With anepicor Use casedesired useinteractions with a sys-
tem can be described and thus their more global requirement‘ m
can be definedEpics or use cases are somewhat more exter, .
sive and represent a rough description of the expectations J &
the system. They contain several user staries

The formulation of the individual requirements from the epic
or use cases can be done inaleduser stories These have
their origin in eXtreme Programming (XP), but can be trans-
ferred to all approaches. User stories briefly and concisely
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describe individual, specific requirements of the users, client
and other stakeholders for the project result. The advantage
over a simple keyword list is that the requirements are exam-
ined and described in more detail, so that all relevant partici-
pants gé a uniform understanding

tions in an online shop: As a user, | can choose between sevel 4
payment functions and make the payment in just a few steps. 2
Anexample of a user storfrom this could be: As a user, | want

to be able to pay by bank transféo better control of my
spending. So,every single payment function would get its own

user story

An example of an Epits the setup of several payment func-
E I
p

Theacronym "INVESTSupports the formulation of the user
stories.The six letters stand for Too I

I ¢ Independent

N¢bS3I20GA1 06t S X Ly
V ¢ Valuable

Ec¢ Estimable

Sc¢ Small

T¢ Testable

To ensure that the requirements are understood uniformly an!

¢

=A =4 =4 4 -8 4

precisely, the participants carry out-salledrefinements. The
Product Owner explains the individual requirements / user sto-
ries to the development team. The development teasplies
the requirements in their own words and check the exact un-
derstanding. After refinement, theequirement / user storys
given the statu®Definition of Ready(DoR).
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The collection and coordination of requirements takes place in
a databaseoften referred to as theproduct backlog As soon
as the implementation process of a requirement begins, it i
taken from the database. If new requirements arise during the
course of the project, they are added to the product backlog.
The project idinishedwhen the product backlog has no more
entries and all extracted entries have been fully implemented
and tested. Thus, the product backlog is a central control in-
strument inAgileproject management

Theimportant definitions and tasks of the operational pro-
cessinclude, among other things:

Define roles

Clarify project assignment

Understanding requirements exactly (refinements)
Know stakeholders and their requirements

Getting to know the team members with each other
Set the duration of the sprints

Set the time and location of the dailies

Set DoD

Determine First Velocity

= =4 =4 =4 -4 4 -4 -4 A
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Checklist for amAgile project start

1 Project contracts may already have been draf

and signed ?Ecg
 The Scrum roles have been filled 'TEt‘/

9 A product vision is defined

1 Specifications and requirements have bedster-
mined

I The user stories are described

9 The product backlog is set up

1 Important specifications for the operational pr
cess have been defined or tasks have been cat
out.

5.2 Define theAgileproject design

Project design i\gileproject management refers on the one
hand to defining theAgilemethod, including the duration of
the iterations, the place and time of the daily's and the defini-
tion of done. On the other hand, the tools must be selected
and defined, especially during the implementation of the iter-
ations, such as the use of plannimgker, burndown or burnup
charts, determination of velocity, Kanban board,.etc

First of all, you shouldefine the Agile method or mixure of
Agilemethods There are a variety ohgilemethods that are
also combineabften in practiseFigure43presents a selection
of Agileapproaches
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Scrum

Iterative approach (sprints) instead of planning everyth
in advance. Each sprint provides an increment. The |
sprint starts after reviewing the current increment with tt
customer.

Extreme Programming (XP)

Clear focus on pure programming without any process nr
els or formalities, working closely with the customer, sn
steps (frequent design definitions), intermediate versio
tests. Special feature: Pair programming (two programrmn
work together on a P@nd take turns in their tasks
Crystal

No process model, but principles: Continuous considt
tions for improvement, intermediate versions are regula
reflected with customers, customer permanently provid
an experienced user, regular tests and shipable interm
ate versions

FeatureDriven Development (FDD)

5 defined process steps (develop an overall model, cree
feature list with sequence, plan, design, construct featu
step by step) with clearly defined roles

Adaptive Software Development (ASD)

ASD is based on Rapid Application Development. Princiy
continuous adaptation to ever new requirements. By 'sp
ulating', 'collaborating' and 'learning', a program versior
created monthly and discussed with the customer

Test Driven Development (TDD)

First, tests aredeveloped, then programmed on this bas
and then tested
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Behavior Driven Development (BDD)

DThe user stories are supplemented with behavior: In
role as xxx, | expect yyy so that | have the zzz advantage
scheme "Giverr When - Then" helps here: If xxx is give
then the action yyy takes place with consequence zzz
Design Driven Development (D3)

The measure of all things is the design of an applicai
Other PM approaches are used

Lean Software Development (LSD)

LSD is based on sevarinciples: avoid waste, support lear|
ing, decide as late as possible, deliver as early as pos
give responsibility to the team, build in integrity, see the
picture.

Agile Unified Process (AUP)

The (Rational) Unified Process (RUP) is a waterfall
with predefined phases, i.e. not ahgile method, but the
basis forAgilemodifications such as AURgileprocedures
and lean principles are integrated into the RUP
Figure43: Selection oAgileapproaches

Probably the best known and most widespread method is
Scrum For these reasons, the further steps are presented in
general or on the basis of Scrum. Since Scrum is only a frame-

work, usersapply a lot of tools from otherAgileapproaches,
especially fronExtreme Programming (XP)
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Product Backlog Vision
[ =

N
N

N | Sprint Backlog

& /LI

-

-

v

D .

S, ’ |J ’ ’ ‘ Sprint Review
print Flanning Sprint Retrospektive

—=
Daily Scrums

Figure44: Process model of thigilemethod Scrum

Theprocess of Scrun(seeFigure44) begins with the develop-
ment of avision of the project outcome froduct goa). This E
can be, for example, a short text and/or a sketch and serves as
orientation and motivation for the team. product backlogis J éJ
developed on the basis of the vision. In this database, the useLeve!
requirementsare collected. Scrum refers to the iterations as
sprints. At the beginning of aprint planning, asprint backlog

is created. To do this, you take the user requirements from the
product backlog that areotbe implemented in the next sprint

and define the spnt goal as well as the activities (items, tick-

ets) with which the user requirements are implemented. Dur-

ing the sprint,Daily Scrumsare used to exchange information

about progress and any problems. At the end of the sprint, a
sprint review is carried out together with customers to
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evaluate the current interim result (increment). This can create
new user requirements, which in turn are added to the product
backlog. In addition, the Scrum Team conducBpent Retro-
spectiveto review and improve collaboration. It runs as many
sprints until the product backlog runs out, or the budget is
spent, or the time is up. The individual process steps are pre-
sented in more detail in the following two sections. In this con-
text, the termbacklogis to be understood as a small database
or collectionor list of items, such as requirements (product
backlog) or tasks (sprint backlog).

An important determination is theuration of the iterations

In contrast to the phases in resultsiented project manage- 5
ment, all iterations are of the same length and are not content
driven, but timedriven. This means that an iteration ends
when the time is up, not when the content is done. Unfinished
content isreturned to the product backlog and usually tackled
in the next iteration. Iterations should not last longer than a
month. In practice, a duration of two weeks has proven to be
effective in software development and is preferred. A shorter
duration does ot seem to be pragmatic. For larger projects or
projects for which a lot of experience is available, a duration of
three or four weeks is recommended. As soon as the duration
of the iterations is determined, théurations of iteration plan-
ning, reviews and retrospectiveshould also be defined

Furthermore, the location and start time of thaily'smust be
determined To minimizecoordination, the Daily's always takeE
place at the same time in the same room. The room in questi&..
should be booked immediately after determination for the

89



Chapters: Procedures ilAgile PM approaches

entire duration of the project for the Daily's at the appropriate
time. In the case of distributed teams, the dailies take place
almost exclusively digitally

An important definition of the content is the exact formulation
of the Definition of Done(DoD).A work product may only be
reported as "done" if all elements of the DoD are met. The el
ements of the DoD to be fulfilled are determined by the team
together. Most of the time, existing DoD from previous pro-
jects arecopied and may adapted

Typicalkelements of a Dolzan be

the user story is implemented %}
all variations are covered Ampl
No complaintsn code review

no complaints in the developer tests

Developer documentation is fully complied with

Instructions for operation andgnaintenance are written

and tested
Instructions for users are written and tested

= =4 -4 -4 -8 -8

=

1 No complaints in system and integration tests and quality
assurance

i etc.

The first determination of therelocity can be done here or at

the beginning of the first iterationt is adjusted after each it- !
eration. Velocity is the number of tasks ("items") that a team

can complete within an iteration. When planning iterations,

tasks should be planned in such a way that they take a similar
amount of time
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Example: An iteration lasts two weeks, a team member can
complete an item in three hours on average, the team has five
members.The result is the following velocity

Velocity = 9 working days x [fours x 5 team members
Velocity = 315 hours / 3 hours per iteration @
Velocity = 105 itemgper Sprint ampl

The nine working days result from the fact that an iteration
planning must take place for about half a day at the beginning
and a review and eetrospective for about half a day at the end
of the iteration (see the following section). In addition, you
should only calculate a maximum of 7 hours per day. The du-
rations of the dailies alone have to be taken into account

All other elements mentioned are described in more detail in
the following sectios.

ChecklistAgile Project Design

1 TheAgileapproach is selected

9 The duration of the iterations fixed.

1 The processes and tools are defined

1 The place and time of thdailies are fixed and th
room is booked

...O
A2
s

Ist

The DoD is formulated

=

1 The first velocity is determined
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5.3 Plan, implement and evaluate iterations

The iterations are carried out according tetandardized cy-
cle: first there is planning, themplementation and finally the
evaluation of the iteration. The followp iteration begins im-
mediately after the current iteration is completed

oSmall deeds that you do are better X ;
than big ones that you plan. \ Quog

George C. Marshall (1880959),USA Ministry of Foreign Affaires

briefly and concisely describes what the central result of th
current iteration should be. This serves as an important orien=
tation for team members in planning and daily work. Scrum
speaks of theprint goal in this contextln Sprint Planningthe | Agile
user stories to be completed in the current Sprint are still sJ
lected and the tasks (synonymous: items, tickets) are planned

for their implementation Thetimebox for sprint planning is 85

Initeration planning,the first step is to set an iteration godt E

hours for monthly sprints and is scaled down for short
sprints. In the first half, it is determinaghat needs to be done

in the next sprint (including the sprint goal) and in the second
half, how it is to be done, i.e. with which tasks. The following
procedures and tools support the sprint planning process

If the first determination of thevelocity has not yet been made
in the project design (see previous section), it must be dete
mined in the first iteration planningn the current iteration
planning, the empirical values of the previous sprints must be
taken into account and, for example, any holidays, vacation
days of individual team members or other events that result in
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fewer available working days must be subtracted. Accordingly,
the velocity must be adjusted and fewer tasks can be imple-
mented in the respective iteratian

Furthermore, the tasks for meeting user requirements must be
developed, formulated and estimated in terms of their effort.

This effort estimate can be made with duration. However

since many people have a hard time with this, you can also u!
so-calledstory points. You define a reference task and specif;l/

the story points for it, e.g. create search function = 4 story
points. All other tasks are then estimated in relation (if there

are 4 story points for task X, how many story points would you

have to give for task?This makes estimation easier for many

In addition, the estimation can be made easier with the so
calledplanning poker. All participants receive cards with num-

bers from 1 to X and everyone puts the card on the table WithE
their estimate of the story points of a specific task. The result

is discussed, individual estimates are justified if necessary and

a common value is dermined. In case of doubt, the average

of the estimates is used

the sacalledDaily's Here, the development team exchanges |

Duringiteration implementation, a daily session takes place, E
information on three aspects

9 the progress of the past day (which and how many tasks
were implemented?)

1 the coordination of the following day (who does which
tasks?)
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1 what obstacles ("impediments") have arisen and who has
to take care of solutions?

Product Owners and Scrum Masters can, but do not have to
attend the dailies. A Daily takes place at the same time an
place every working day. It is strictly limited in time. After 15
minutes (timebox) it is over and all team members devote
themselves again to their contemelated work. Open items
will be moved to the nebdaily.

The progress within the iteration is best represented with a
burndown chart or burnup chart. In theurndown chart the
number of tasks or story points to be completed in the itera-
tion is entered in @oordinate system on the vertical axXiith
each working day, this number is reduced by the number of
completed tasks and thus burns down to zero. A trend line in-
dicates whether the team is in time or faster or slowsee
Figure45).

Working Activities per working  Open activities

days day
planned Realized planned Realized il Cher

0 80 80

1 a 3 76 77 %0

2 a 3 72 74 -

3 4 2 68 72

4 4 4 64 68 270

5 4 4 60 64 3 60

6 4 7 56 57 =

7 4 5 52 52 g 5o \\

8 4 6 48 % T

9 4 6 aa 40 2

10 a 0 40 J

11 4 0 36 ,

12 s s 32 N

13 4 6 28 0

14 4 24 q

15 4 20 01 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 17 18 19 20

0 4 s Arbeitstage

17 4 12

18 4 2 —— geplant reslisiert rendlinie

19 4 4

20 4 0

Figure45: Example burndown chart
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However, using &durnup chartis better for two reasons. On
the one hand, it doesn't sound as negative as if you were t
"burn down" something like in the burndown chart. On the
other hand, later changes in the number of tasks can be visu-
alized. A burnup chart shows the number of cdeted tasks
cumulatively. Initially, the original target value serves as a
guide. Once the target size is adjusted, the updated target size
serves as a guidseeFigure46).

story points
r'y

updated target (Backlog)

I

original target

Progress achieved

Figure46: Example of a burnup chart

Kanban boardsre also becoming increasingly popular for co-
ordinating tasks and displaying progress. Since this is not an
original method ofAgilemanagement, it ipart of section6.4

in this book

oAll people are clever some before, others afted. oX 1
Voltaire (16941778) \ Quote
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The last step in the process is iggration evaluation. In are-
view, the current interim resultiicrement) is consideredo-
gether with customers and it is checked whether all requireE
ments set up to this point have been meékhe increment
should always beesleasablet the end of a sprint, but does not
have to be released every time (it should be "potentially ship-
pable").At this point, the customer can express wishes and re-
qguirements, which are then included in the product backlog tﬂ /
be implemented in one of the following iteratioriBhen aret-
rospective isheld. This is done without the customéihe pro-

ject team reviews the cooperation and determines what went
well and how it can be consolidated, what went badly and ho
it can be improved. As part of the retrospective, you shoul
alsocheck thevelocity again How many tasks or story points
were planned for the sprint and how many were actually im-
plemented. In case of larger deviations, the velocity should b\ Agile l

Level

adjusted for the next sprint. Review and retrospectililes all
sessions iMgileproject management, haviamited durations.

For a monthly iteration, the review should last a maximum of
four hours and the retrospective a maximum of three hours
(timebox). If the iteration duration is shorter, these sessions
are also shortened (e.g. iteratiauration 2 weeks\ , review

2 hours, retrospective 1.5 hours).

ofFailure is just an opportunity to start over with new vigims

Henry Ford (1863947) l X O
Quote
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Checklist Iterations irAgile PM

The iteration goal is formulated

The user stories to btuilfilled in the current itera-
tion are selected

Tasks for completing the user stories are defir
and evaluated with story points (possibly with
planning poker)

The controlling tools have been set.up

The iteration evaluation is prepared

The iteration evaluation has been carried out

=A== ===

The velocity has been checked and adjusted if 1
essary
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5.4 Big Picture a journey through a Scrum project

Big Picture — a journey through a Scrum project based on Scrum Guide 2020
\u_)Complmthe project
Handover documentation, thanksgiving,

celebration, lessons learned

4 Define the product goal
Where do you Product Vision
want to go?

Sprint Planning
(max. 8h)

Refinements

Definition of

Introduce the team, SWOT-Analyses, Clarify
roles and responsibilities, set Sprint duration
E, —. velocity
Sorint goal story points pro sprint

and place and time of Daily Scrum, etc.

Build a Scrum team of up to 10
2/ people.
Product Owner (PO)
determines, formulates
and prioritizes  Developpers create
requirements  every

sprint every
Scrum Master isa aspect ofa
manager, moderat usable
enabler, etc. increment
Daily Scrums (every 24h, block list (impediments) m,;:g’:,:’:,;::‘ :onsum:::: :
max. 15 min.) (Minimum Viable Product) or the
product backlog has been
processed.

1) Finding, evaluating, deciding on an idea: e.g.
creating a profile, checking feasibility, evaluating

' ) opportunities and risks.
Stakeholder fersonas

Empathy Map.

Figure47: Big Picture a journey through a Scrum project
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6 Procedures ilybridPM approaches

Hybridapproachedeverage the best of both worlds ofsults
oriented and Agile PM. Nowadays, hardly any projects are
managed purely resulsriented or Agile but almost always
make use of at least individual thought patterns and elements
of the respective other approach. In this respect, it can be as-
sumed that the future lies in hybrid approaches

off you measure twice, you only have to saw once."
Armenian proverb \GX 1

af you know exactly where your path will lead from the be- | Quote

ginning, you will never get fdrd
Napoleon Bonaparte, (1762821)

These two quotes show the apparent contradiction between
resultsoriented (first quote) andhgile(second quote) project
management. Hybrid solutions are therefore a combination of
elements that are actually mutually exclusi\eeom"either ...

or ..."we takea"both ... as well as ...'lIt is by no means an
arbitrary application, but on the basis of several assessment
variablegparameters)Resultsoriented approaches and tools
are selected specifically for certain parts of the project Agel

ile approaches and tools for others.

In the case of a hybrid approach on an outceanented basis,
there are four basic varian{seeFigure49):
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1. Resultoriented, phasebased approach, in which individ-
ual project elements such as sphojects, work packages
that require speciahnovationscreativity, customer coor-
dination, etc. are implemented in akgilemanner.

2. Resultoriented, phasebased approach, in which a com-
plete phase that requires special innovations, new chal-
lenges, creativity, customer alignment, etc. is imple-
mented in anAgilemanner.

3. Resultoriented, phasebased approach in which th&gile
mindset, processes and tools are used in a targeted man-
ner, such aégilebacklog, daily stand up meetings, regular
reviews (with customers), regular retrospectives, time
boxing, etc

4. Resultoriented, phasebased approach, in which the
phases are implemented in short, consistent stépera-
tions)with clear specifications

2) |yl
9029-000-000-000-000-000-|
3)
Analyses
Design
Implementation
4)

Analyses
Design

Implementation
Closure

Figure48. Example of hybrid PM on resutisented basis

100



Chapter6: Procedures irhybrid PM approaches

Figure 48 shows the hybrid approach based on results
ented project management. This is very often the case, be-
cause clients demand agility on the one hand, but do not want
to do without fixed milestones, etc. It is also conceivable to use
hybrid approaches basedn Agile project management, in
which the Agile process is supported with a resutisiented
mindset, processes and todlseeFigure49).

Agile PM = Spiral model

Iteration n
Iteration 3 p | E
E

Iteration 2 P I

supplemented by processes
and tools from results-
oriented PM, such as
business case, stakeholder
management, opportunity
and risk management,

Cost controlling, etc.

PIE = Plan, Implement, Evaluate

supplemented by processes and tools
from software engineering, such as
requirements management, architecture
and interface management, test
management, etc.

Figure49: Example of hybrid PM okgilebasis

6.1 Determining framework conditions

As soon as you have decided on thgbrid approach, the
framework conditions can be determined. Initial information
about the project is usually already available from the project
initiation (see Chapter Fehler! Verweisquelle konnte nicht
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gefunden werden). In particular, the framework conditions
must now be clarified

9 Are there clearly fixed content, financial and/or time re-
quirements?

1 How muchsafetydoes the client need with regard to the

parameters of performance, costs and time?

What is the(intended)contractual basi®

What work must / should / cahe donethe client?

Do we have to explore really neaveas

Are special innovations requir@d

Are there particularly high risRs

etc.

=A =4 =4 4 -8 4

Here resultoriented and Agile tools can be used and com-
bined These are presented in the corresponding chapters
und 5Fehler! Verweisquelle konnte nicht gefunden werden.

If the commissioning for the project has not been placed at the
end of the project initiation, the project contract should be fi-
nally negotiated and signed as soon as the framework condi-
tions have been clarified, if possible at the end of this process,
but at the latest as soon as the project design has been deter-
mined

Checklist framework conditions hybridN® approaches

I The tools for determining the framework cong
tions have been defined

9 The framework conditions have been determine

Ch
=Y

list
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6.2 Determine the hybrid project design

The possible combinations of reswitiented and Agile ap-
proaches are very diverse. Basically, one can distinguish
whether the approach should be based on the resalignted

or Agileapproach, as has already been presented at the begin-
ning of this chapter. The decision on this depends very much
on the prerequisites of the project and expectations of the pro-
ject, in particular by the client. The more certainty the client
needs about cotent, costs and durations, the more likely it is
that a resultorientedbasis should be used. If the required cre-
ativity and better meeting of end customer expectations are of
greater importance, then aAgilebasis is certainly more suit-
able

As a basis for the decisions on whithceduresand tools from
which approaches are selected for which parts of the project,
several assessment variables should be defined. For this pur-
pose, the project must be divided into individual parts in order
to examine them individually with regard to the mongitsible
procedures and tools

Checklist project design hybrid\® approach

I The requirements for the PM in the different su
areas of the project have been determined

I The combination of resuksriented andAgile ap-
proaches is defined

I The processes and tools foranaging the projec
are selected and defined

2=
list
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6.3 Implementing the hybrid project

The implementation of the project is very much dependent on
the project design. Depending on which procedures and tools
from resultsoriented and Agile project management have
been combined and how, planning and control instruments
must now be usedrlhe respective descriptions can be found in
the relevant sectiond.4 for resultsoriented and5.3for Agile
project managementA universal method is Kanban boards,
which can be used as a versatile and popular tool in all ap-
proaches (see next sectipn

Checklist for hybrid project implementation

1 The contracts have been negotiated and signed

1 The processes and tools for planning the proj
have been set up

1 The processes and tools for controlling the proj
have been set up

6.4 Kanban boards as a tool foratiproaches

Kanban comes from production and lean management. It is not

¢ as some claim one of theAgileapproaches. Kanban board p,
can be used as a tool in all project management approache‘ﬂJ
and enjoys great popularity for various reasons: It is easy to
understand and use, descriptive, motivating, can be used dig
rectly for reporting, versatile, and much more
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mm“
N f\

-. 0= gt

5

l. .

Figure50: Example of a simple Kanban board for projects

E,xC)
ampl

Kanbanmeans signal card and is used in production as a "rout-
ing slip" that accompanies an order throughout the entire A;ZJ
manufacturing process. Transferred to project management, Term
each task in a Kanban board receives a signal card that shows

the current status of @aask over several process stepéis al-

lows you to see all tasks and the progress of the individual tasks

as well as the entire project at a glanéggure50 shows a sim-
J
Level

ple example of a Kanban board in projects

A Kanban board proceeds according to thdl principle. The
projectteammembers choose the tasks they currently need to
work on themselves (pulijistead of a specification from supe-
riors as to what to do and when (push).

In addition to the core information in the simplified example,
a lot of other helpful information can be adde#igure 51
shows an example of a Kanban boandludng added infor-
mation. At the top center is the project title, to the left of it is
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the Definition of Done, so that it is always present. Below that,
the team isintroduced with responsibilities, roles and photos
and at the very bottom, the open points from the lessons
learned or retrospective can be collected until they have been
fully implemented. On the right side, you can add information
about the current phaser iteration, such as the sprint goal.
Furthermore, tools for measuring progress, such as burnup
charts, etc. can be displayed. A parking lot or a List of Open
Points (LOP) can contain other open paints

Project title
=l e e T
e E' Iteration/Phase
- E' El EI EI Burn Up and Burn
Team presentation g é El H El D EI Down Charts
with responsibilities, % Q El = a
roles and photos D
Q il List of Open Points

El — El (LOP)
Open Points from Q = El EI

Retrospective /

Lessons Learned

Figure51. Example of a Kanban board for callout projdants
cluding added information

Originally, Kanban boards were implemented analogously on a
large wall. The grid can be created in a simplified way with in-
sulating tape. Thenformation can be displayed with adhesive
or magnetic cards. The haptic experience of moving a card to
the next status step should not be underestimated. With in-
creasing digitization and if the team members are not all in the
same place on a regular basi digital solution is recom-
mended. This can be done either with standard office soft-
ware, such as a spreadsheet or a presentation program, or with
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special software for project management or Kanban boards,
some of which are also available as freewg®eon this also
Section9.8).

ChecklistKkanbanBoards

I The contents are fixed

1 Analogue or digital decision has been made

1 In analoguemplementation, the wall is reserve(
prepared and secured

1 In case of digital implementation, the software
selected, installed and the access rights
granted

1 All team members are familiar with the Kanb
board and know their duties anesponsibilities in
this regard

Chedy

" Tist
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7 Finish the Project properly

oWith all the effort we put into hiding some of our mistakes,
we could easily get rid of themMichelangelo (1475L564), Ital- | O)X )
ian sculptor, painter, builder and poet Quote

Regardless of the approach (restit$ented, Agile or hybrid),

a project must becompleted properly. The tasks for this are
almost congruent. If necessary, individual activities must be
adapted to the respective approach

Unfortunately, project completionis often neglected in prac-
tice, although all practitioners know how important an orderlyl /
conclusion is. However, since many resources are allocated t L
this project at the end of a project and other projects are ne-
glected as a result, in many cases theotgses are immedi-
ately allocated to the neglected projects after the end of im-
plementation. As a result, there are no longer sufficient re-
sources available for structured project completion. This "“cost
cutting measure" takes its toll at the latest when tales are
repeated in followup projects that entail many times the ef-

fort or when problems arise with the project results afterwards
and no proper handovers, including documentation, have
taken place

evel

arhe clever one learns from everything and from everyone, ,
the normal person from his experiences and the stupid one

. ’ Quote
knows everything better.Socrates (474899 BC)

In particular, the followingasks can be included in a struc-
tured project closure
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w Handing over project results including documentation

Document changes in the course of the project and their

consequences for performance, costs and time

Obtain written confirmation of the handover of results,

adherence to deadlines and costs

Issue a finainvoice

Complete list of open points

present open services and ensure their fulfilment

Giving an outlook (how can we continue?)

Provide information to stakeholders about project com-

pletion

Survey and document the satisfaction of the customer

and other stakeholders

Carry out followup acquisitions, arrange followp orders

w Determine when and by whom the project evaluation will
be carried out

w Conduct lessons learned (if necessary at a later date out-
side the project)

w Carry out and documentomparison of initial / contrac-
tual calculatiorand actuakosting

w Get recommendations / references

w Relieve project managers and project staff

w Giving thanks to those involved

e

€ g ege¢ge¢g €

€

€

oStupid andclever people differ in that the stupid always
makes the same mistakes and the clever always new anes. P

Kurt Tucholsky (1890935) \ Quote

Theproject handovershould be well prepared and as formal .
as possible. In particular, it is a matter of handing over th L(élz I
eve
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complete project results and having this confirmed in writing.
To this end, the planned goals in terms of performance, qual-
ity, costs and deadlines, which have been adjusted in the
course of the project through approved changes, must be sum-
marized and compared with the results achieved. Hue
ceptanceof projects by the client includes not only the ac-
ceptance of the project results, but also their examination and
acceptance declaration within a reasonable period of time

N

Level

Another component of the project completion is tfieal re-

port. It summarizes the project handover and summarizes key
incidents and lessons learned. Furthermore, it can contain in1 Lg\%{
formation on the satisfaction of the individual stakeholders

At the end of the projectLessons Learned Workshopscord

the experiences gained during the project and document therﬁ

in order to learn from them for future projects. Lessons!LevelC
Learned Workshops therefore serve in particular @@ntinu-

ous Improvement Proces@CIP)which is deependn Section ﬁJ
8.9). In order for the project itself to be able to learn from the (Level
experience, lessons learned workshops should also be held at

the end of phases. lAgileprojects, aetrospectivetakes place E

after each iteration

oln the end, everything will be fine, and if it doesn't turn out ,
well, then it's not the end Gscar Wilde (1854.900) g?ég

110



Chapter7: Finish the Project properly

Checklist Project Completion

T

Processes and tasks fproject completion are de
fined.

The appropriate resources for an orderly conclus
areallocated

The project results were handed over

All necessary tasks and documentation have b
implemented

A final report was prepared

The team and theroject manager were relieved
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8 Crosgphase Activities

Thecrossphaseactivities cannot be assigned to a single phase
or iteration, but must be constant, regular or situational over
the entire course of the project. They are comparable to the
"0il in the gear" and ensure that everything runs more
smoothly.This makes them indispensable for the project.

While a beginner in project management will certainly concen-
trate on the sequential processing of the project at first and
carry out these accompanying activities rather intuitively and
uncontrollably, advanced projeatanagers can approach and
implement these activities in a much more structured way and
thus increase the success of the project, improve the satisfac-
tion of those involved and affected, and make better use of the
opportunities and reduce the risks

8.1 Project Organization and Leadership

This section is diverse and includes several success factors of
project management. Project organization is about optimally
integrating the project into the implementing organization é/
(e.g. the company or the authority). Furthermore, ttasks, @
competences and responsibilitiesSTCR must be defined for

all committees, such as the steering committee and in particu-

lar the project manageiThese are then documented in ACR

matrix. The project manager has to lead and motivate the

team and make important dec@sis again and agailsuch a
small organization and management of the project takes into
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account theprinciple of congruencelt states that the tasks,
competencies andesponsibilities must be in a balanced or Lg%/
even congruent relationship to each other.

Theproject organizationis the way in which the project is in-
tegrated into the implementing organization. Depending or
the complexity, novelty, risk value, scope, duration, dynamict
etc. of the project, different approaches can be chosen

In case oinfluence organizationthe project is managed like a

unit that has no assigned employees, but only requests ther eé/
from the departments when necessary. Timatrix organiza- 'LEve!
tion is assigned employees in fixed proportions. It is thus more
formal than the influence organization. However, the employ-

ees will remain in their departments, at least in terms of disci-
pline. Only inpure project organizationthe employeesre as-
signedcompletely to the project and also subject to discipli-
nary responsibilityWhen choosing the most suitable form of
project organization for the project, the corresponding ad-
vantages and disadvantages must be weighed. However, this
task is less the responsibility of the project managers, but ra-
ther the highetlevel or supportindbodies

For smaller and rather uncomplicated projects, the influence
PM is usually the most suitable. As the degree of the above
mentioned project characteristics increases, a méyamal-
izedorganizationaform is necessary. For this purpose, the ma-
trix organization is used. Particularly complex and {@sging
projects often require a more independent solution, which is
referred to as pure project organizatioRigure52 provides an
overview of these three basic forms of project organization
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Influence PM Project 1 |

Department B Department N

Department A Department B

-

- - | | -
T '=-\‘ Projethl

i
i
5

. ([
. (C__)
I e

Figure52: Overview of Project Organizational Forms

like the organizational chart of an organization, it represents
the places and their relationships in a (tree) structure. In re-
sultsoriented projects, this can be derived from the WBS

In addition, goroject organizational chartan be created. Just
Level J

In addition to the project manager, the syiboject managers
and team members, there argvo other important commit-
tees that must be taken into account in the project
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organisation: the client and the steering committee. The com-
position andTCRof these committees must also be deter-
mined for the project

For internal projects, there is only one interradient. If there

is an external commission, an internal client can be appointed
in addition to the external client for important or large pro-
jects. Clients also have obligations. These can be, for example,
providing rooms, tools, materials, data or other production
factors or additional work. This also includes decisiona
given time and their communication, acceptances, project
marketing, etc. The project manager should demand this at the
beginning of the project and, if possible, fixc@ntractuallyg
espedallyin case of external projects

If the organisation has to master many projects at the same
time or if the project is particularly novel, large, complex or‘ é/
risky, then the client can be represented bstaering commit-  [Level
tee (SG. TheSCis the reporting, decisiomaking and escala-

tion body for the project manager. SCusually consists of

other managers of the project implementing organization

df someone wants to do everythirdmself, he doesn't have
to complain that he has to do everything himsek oX
Henri Nannen (1913996) Quote
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A project manager must ...

find
creative
solutions

negotiate
contracts

schedule
tasks

manage finances manage

stakeholders

leading and
motivating
employees g

market the
project

Figure53: Selected tasks of a project manager

managercarries a whole bundle GFCR'seeFigure53). These

As the overall person responsible for the project, freject ,
&
e
include, in particular

1 Planning, coordination and execution of the project. This
essentially includes the planning of all necessantyvities
to achieve the projecobbjectives(task determination and
structuring, the assignment / agreement of tasks, determi-
nation of the process, deadlines and costs in cooperation
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with implementing organizational bodies), monitoring and
control of the project process, analysis of deviations and
bringing about control measures, the establishment and
management of the project team, the assurance of the in-
formation flow in the projectyeporting to and coordina-
tion with the client, the development and maintenance of
the project documentation, the application of quality man-
agement and an opportunity and risk management sys-
tem, etc

Ensuring the success of the project for external and own
organizations

Contact person of the project for all participants and af-
fected persons

Coordination and leadership of the project team

Initiating and accompanying problem and conffiotving
Contractual handling of the project

Representation of the project externally and internally
Public relations/marketing for the project

The project manager continues to havelaty of careto pro-

tect employees and the environment. Inrisk assessment,

the safety, health of employees andnvironmental protec-
tion must be analysed and the necessagjivitiesto maintain
them must be planned and implemented

For overview and transparency in projects, ttodes and re-

sponsibilities of the individual participants should be clearly

defined and documentedrheRACI matrixs particularly suit-
able for this purpose. The four letters stand fResponsible
Accountable ConsultedandInformed. For theindividual tasks
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in project management, it shows who is responsible for the im-
plementation (R), who has the commissioning responsibility
(A), who is to provide support (C) and who is to be informed (1)

The project manager should demonstrate strong personal in-
tegrity. This includes, in particular, a high lewélreliability, é/ l
Level

trusting cooperationand the personal handling of errors, i.e.
aTrust is created by saying what you do and doing oX '
\ Quote

an exemplifiecerror culture.

what you saidiJanHenning Blanke*(1976)

In Agileapproaches and Scrum in particular, the theory does
not providea role calledbroject manage AScrum teamcon-
sists of @Product Owner aScrumMaster and up to eight de-
velopers @eveloperg. All members of the Scrum Team are
jointly accountable The Product Owner is also responsible
("accountable) for the result (product responsibility) and the
Scrum Master is responsib{gaccountable™)for the applica-
tion of Scrum. The developers work in a s#tjanized way and
are supposed to generate an applicable increment with each
sprint (see also the introduction to th€hapterFehler! Ver-
weisquelle konnte nicht gefunden werde.

As part of the overall task of leading and being responsible for
the project, the project manager mutdad and motivate the
project team Overall, the same processes, mechanisms and
tools apply here as in the management of organizations. The
project manager should therefore be an experienced manager
who can transfethe leadership style and the spectrum of lead-
ership tools from organizational leadership to the project
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df you want to lead people, you have to walk behind them."

Lao Tzu (60431 BC) \ gﬁte

Selected theories, instruments, etc. are, among others:

1 Spectrum of leadership styles and situational application

1 Use of personality models

1 Activitiesfor team building and team development

1 Motivational theorieslike Maslow, Herzberg, Deci and
Ryan, etc

Every manager has his or her own leadership style. It isorot
genital butdevelops over the course of the years. Based on ex-
perience and other findings, the management style is con-
stantly adapted. You never stop learning. Témectrum of
leadership stylesranges from autocratic to the democratic |[Level
leadership style, which is widespread today, to laida@z
leadership. However, the management style depends not only
on the manager, but also on some other factors, such as the
prevailing organizational cultureghe employees to be led and
the current situation in the project. Since projects have other
aspects, such as potential for conflict with the line, division of
disciplinary and technical leadership (lateral leadership), lead-
ership from a distance, highdynamics, etc., managers in pro-
jects have to question and adapt their leadership style more
often and more intensively
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The secalled managemenrby techniquesoffer helpful orient
ation. Examples include

e
Level
1 Managementby-Objectives (MbO): Targeagreements
guide the person to be managed
1 Managemeniby-Exception (MbE): the manager only inter-
venes actively or correctively in the event of deviations
1 Managementby-Delegation (MbD): the manager dele-
gates tasks and the person to be led takes responsibility
1 Managementby-Vision (MbV): the person to be led is
guided by a vision

a can calculate the movement of the celestial bodies,
but not the behavior of humansi$aac Newton (1643727), ’ oX
English physicist, mathematician arastronomer Quote

To better understand how you and othebghave i.e. what
personal characteristics you have and what behavior could re-
sult from them, personality modelsare used They are very
helpful for assessing individuals. However, iiriportantto re-
frain from thinking in stereotypes ("pigeonholes”). These mod-
els always have limited informative value and it takes good
communicationg based on this informatiom to create solid
solutions for the parties involved

G/ 2YAy3 (023SGKSNI Aa | 0SIAY ¥ L3T
62NJ Ay 3 62Héﬁldﬁrﬁmﬂj,m%?,lmmzééééé’gxt
uote

In projects, people work together from whom teams are to de-
velop as quickly as possible. To do this, they need common

goals that they can only achieve together. On the way to be N l
Level

coming a team, each group goes through tireup dynamic
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process of team developmenfsee Figure 54). None of the

stages can be skipped. The project manager should make sure

that the first three stages are completed thoroughly lstfast

as possibleso that the team can quickly get into thperfor-

mancephase. A soligroject kickoff workshopis an ideal op-
portunity for this. In the course of the project, the project man-
ager has to repeatedly support the team development with

further team-buildingadivities.

Forming

The team is constituted. The members get to know e
other and arrange themselves for the time being
Storming

There is a scramble for positions in the team in terms of
erarchy, position in the team, specialist tasks,. etc
Norming

The rolesare found, formally defined and also informally ¢
cepted

Performing

After the role is clear and accepted, team members can
cus much more on the work content, even if the teams k«
falling back into the preliminary stages

Adjourning

Teamdissolve when the common goals are fulfilled and
new goals are given. They should be left to their own
vices, but dissolved in a controlled and appreciative man

Figure54: Stages of team development accordingrieckman

oSummer is the time when it is too hot to do what
it was too cold for in winteb Blark Twain (18351910)
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For team development and functioning cooperation, the defi-
nition of team roles and team rules is of particular importance.
Team rolegegulate "who" is responsible for "what" or is used. |
With theteam rules, you agree on the "how" of the coopera- || v
tion. There are basically both formal and informal team roles
and team rules. It is also important teflect on one's own

team role. You should ask yourself what team role you have in
the project (e.g. doer, supporter, consultant, moderator, inno-
vator, etc.), how the team role is characterized and what con-
tribution it makes, what other team members expect from the
role, and also the gestion of how and where it can be more of

a hindrance

An excellenexample of successful teamwordre the four ag-

ing animals from the fairy tale of the Bremen Town Musicians
(seeFigure5b): Left to their own, alfour of them were dedi- Zm'iJ
cated to death. Together, they have combined their respective'
strengths and thus worked together successfully. Each team

member has made the possible contribution to the joint suc-
cess.
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The Bremen Town musiclans
A strong team for project suceess!
The cock:

‘ L

Figure55: Teamwork through mutual complementarity
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Project team members can be intrinsically or extrinsically mo-
tivated. In the cas®f intrinsic motivation, the person to be
led is already so motivated by himselfe. from within- that
no external motivational stimuli are necessagxtrinsic moti-
vation , on the other hand, is all external motivational
measures to lead a person to a certdiehaviouror actions.
The leadership activities in extrinsic motivation should praise
and/or reward positivebehaviouror successful actions and
their results. Negativeéehaviouror bad actions should be dis-
cussed, criticized and, if necessary, sanctioned

'y

Level

df you have a why, no how is too difficult for ybu
Friedrich Nietzsche (1844900)

r

oX

Quote

Furthermore, in order to lead the project, the project leader
should know and take into account motivational theories
such as Maslow's hierarchy of needs, Herzberg's-fawtor
theory and Deci and Ryan's sd#termination theory

Maslow's Hierarchy of Needs Herzberg's Two Factor Theory

Self-
actuali-
zation

Motivators
are not taken for granted and
increase motivation. After a certain
amount of time, motivators
become a natural habit and thus
hygiene factors.

Love / Belonging \ i
Hygiene factors
safety are taken for granted. If they are
present, everything is normal, if

they are missing, this leads to
gical Needs (sleeping, drinking, eating) demotivation.

Figure56: Maslow's Hierarchy of Needs and Herzberg's-Two
Factor Theory

Esteem
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Maslow 's hierarchy of needstates that every person must

have fulfilled the needs on one level in order to reach the next
higher level. Due to external influences or incidents, a team
member can (temporarily) drop by one or more levels. Thi ﬁEl
must be recognized and acted sensitivatgording to the sit- =%
uation.InHerzberg's twefactor theory, there are hygiene fac-

tors and motivatorsThe project manager must make sure that

the hygiene factors are met and that the motivators are used

in a targeted manner and to the right extefseeFigure56).

A further consideration of the two previous motivation theo-

ries is offered by th&elfDetermination Theory(SDT) of Deci Jﬂ
and Ryan It is based on the three basic needs of competencé Level
(in the sense of ability), autonomy (in the sense of voluntari-

ness) and social integration (in the sense of mutual recogni-
tion). From these three basic needs, an individual decides on a
certain behavior A manager can identify and influence the
causes of a certain behavior in the sense of motivating/leading

a person

Throughout the course of the project, the project manager also
has tomake decisions@gain and again. Some of them are rou-
tine decisions, others ad hoc decisions, and much more. The
decisionmaking process must be commensurate with the im-
portance of the decision. Decisions have to be documented,
communicated, reviewed and often revised.dddition, some

of them have to be felled together, even if the project manager
retains ultimate responsibility
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Being a project manageis a great, challenging, demanding

and diverse job that takes a lot and gives a lot. Projects are likipractic
small temporary businesses. Thus, a project manager shoul@ﬁj
have a broad technical and business understanding, compe-
tencies and experience. These diverdwllenges bring with

them many burdens, but just as much variety. The high de-
mands on project managers usually also have a positive effect

on pay and career opportunities

The TCRare synonymous, but always graded, fub-project
managersand work package managersThe other project
team members as well as the committees already mentioned,
are of course called upon to treat all ideas, incidents, etc. in the
spirit of the project and, if necessary, to report to the next
higher level

Leadership always requires good gelflection and seliman-
agement. One of the basics of seiinagement is thé&isen-
hower matrix (seeFigure57), whichsupports tostructure and
prioritize the tasks
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N
; doiit schedule and do
important . o it as quickly as
immediately :
possible
-« J - p
) Level
not delegate or
important delete

urgent not urgent

Figure57: Eisenhowematrix

Checklist Organization and Leadership

1 Theproject organization is defined and commu

cated Checly
f The roles are described ﬁ‘fj
I The roles are cast
1 The project manager spoke to all team memb

and determined his management concept

A kickoff has taken place. All those involved ¢
commissioned, integrated and motivated

The team development process has begun an
being actively managed

The project manager leads and motivatbe team.

The project manager has a solid saifanization
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8.2 Stakeholdesand project marketing

Every project moves in an environment. It has stakeholders
within and outside the project and many other factors from the
environment. Thesenvironmental factorsare divided into
factual and social factors. Factual environmental factors are
for example, the political, economic, geographical or legal en-
vironment. All personal factors, such as client, customer, sup-
plier, team members, residents, etc. are referredas social
environmental factors

Level

The PESTLE analysfiers a good orientation in the environ-
ment analysis Factors in the following environments are Jf]
soughtP = political, E = economical, S = social, T = technolog Tool
cal, L = legal and E = environmental

oThe play was a great succe®sly the audience failet &

Oscar Wilde (1854.900) \ Gxﬁ
Thestakeholders in projectsire receiving more and more con- Qo

sideration in project management. Nevertheless, stakeholder
management is an underestimated success factor in many or-
ganizations and projects. There are still a large number of pro-
ject managers whaake a very restrictive approadb stake-
holder management

arhe bird prefers a simple twig to a golden cage."

Chinese proverb \ oX
Quote

Modern approaches to stakeholder management usually pur-
sue an active, early ancbmprehensive integration of stake-

holders. The sometimes considerable additional effort for this
should pay off later. More suitable and sustainable solutions
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and significantly higher acceptance are emerging. Many time,
money and nervevracking conflicts can be avoided. On the
other hand, there is the restrictive attitude towards stake-
holder management, which fears insoluble vaskor the pro-
ject and endless discussions, .etc

Theprocess of stakeholder managemegtn be designed as .
follows: :
| Level

1 Identify stakeholders

1 Analyze stakeholders with regard to their interests and in-
fluence

1 Plan stakeholder engagement activities

1 Implementactivitiesand observe stakeholder behavior, if
necessaryadaptactivities

1 Evaluate stakeholder management

Figure58 canprovide initial support in the form of ehecklist

for identifying stakeholders. However, every project should
think carefully about stakeholders beyond this. Likewise, iden-
tified stakeholders may need to be further subdivided, e.g. dif-
ferent departments of the company
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outside the

; company Co-operational
- Enterprises L Partners
etwork E T ——
inside the @
Company -
te
¥ s , gement Departments

inside the project L 9&(@

- — _
State/ g . = n
Government PM Department Project Manager Project
k Team Memb
T— - eam Members =
\ employees Competitors
= = b‘\\_ -
Owner of the
company

“Tiste

Support
Institutions

)

External
T~ . Consultants

Bl Residents
Societ
¥ Technology/ . and others

i oncerned
\ Science

\ =

Figure58: Typical stakeholders in projects

fied stakeholders in terms of theinterests and influence. In

addition to the actual function, namely the grouping of stake-
holders in their importance for the project, the stakeholder é}
portfolio can also be used as a "radar screen” for continuougLevel [
observation Figure 59 shows an example of a stakeholder
portfolio. Red indicates a negative attitude towards the pro-

ject, green a positive one. Individual groups can have both pos-
itive and negative subgroups. When it comes to the presenta-

tion, it is not so much a matter of thexact position where the
stakeholders are drawn, but rather that they have been iden-

tified in the first place and brought in here so that they are not
simply forgotten

A stakeholder portfolioprovides a good overview of all identi-
‘ Tooll
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high e 0

Conflict- | 2 ) Gl Employee ampl

potential

pplie
Po
low

1 3

low Power / Influence high

Figure59: Example of a stakeholder portfolio

can be used. This can contain a lot more information about th
stakeholders, the measures and their success, etc. This can ‘ce
used toplan andcontrol the further steps of stakeholder man-
agement

In addition to the stakeholder portfolio, stakeholder table
J

Based on the stakeholder analysstakeholder strategies

must be developed on how to involve the stakeholders as
much as possible or otherwise deal with them. These strategii
must be defined per stakeholder group and can take on a widiLevel
spectrum fromparticipatory, discursive, informative to re-
pressive The procedure for involving the individual stake-
holder groups is defined in@mmunication plan

All data about stakeholders must be particularly well protected

and should never be accessible to third parties in any form Practica
This idar more importantin the case of negative assessments "/t
of individual stakeholders
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The opposite of good is wetitentioned. ;

Kurt Tucholsky(1890:1935) 8()% 0
u

Other analysis methods used in stakeholder management in-
clude: Personas and Empathy MaPBersonasdevelops ficti-
tious people as typical representatives of a stakeholder group
and determines their essential characteristics, such as ag
gender, profession, hobbies, motivation (purchase decision cr dT%
teria, role models), requirements and needs, informatio
needs and information channels, expectations, fears, etc. Pro-
ject teams should thus better understand the needs of their
target group(s). ThEmpathy Maphelps you to put yourself in
the shoes of another person and look at the project from their
perspectivgseeFigure60as well as sample applicatiomFig-

ure 106). Furthermore, somanore modern approaches have
developed in recent years, such &stizen participation deep
democracy capacity works etc.

Think & Feel
What does the stakeholder think?
What does the stakeholder feel?

What does the stakeholder hear? What does the stakeholder see? Tool

Say and Do

What does the stakeholder say?

What does the stakeholder do?

Pain What annoys the stakeholder? Gain What does the stakeholder want?

Figure60: Empathy Map
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The principle of any stakeholder work should beoaitive at-

titude. You should always make sure to creaia-win situa-

tions with all those involved and affected. A wiwse situation Practic
can often be easier for the project itself, but it can cause dam-(’)ﬁ?
age to the executing institution in other ways and, above all, in

the long term. Future projects can also suffer if you leave
"scordhed earth" behind. Every project manager should be

aware of this overarching responsibility, not only for business
reasons, but also for ethical reasons

arhe greatest enemy dhe new order is those who take ad- ;

vantage of the old on® Kiccold Machiavelli (1469527) st

It is also important to take theorporate culturein the organ-
ization into account Changing a corporate culture is a very, |
long-asting process, working against it is counterproductive.|Level
Project managershould find solutions that go hand in hand
with the corporate culture. Since only a small part of the cor-
porate culture is visible and the majority is invisible, you can
carry out an analysis with the three levels of Edgar Schein. The
visible or conscioukevel therefore includes active communi-
cation, active actions and outward appearances, such as cloth-
ing, etc. Invisible or unconscious are the second (values and
norms) and third level (basic assumptions, thought and behav-
ior patterns)

fe

Change managemeirtitas significant overlaps with stakeholder
management and project marketinbp today's time of perma-
nent changechange management @independent discipline
for a long time alreadySince projects always involve change,

133



Chapter8: CrossphaseTasks

targeted change management must of course also take place.
Change management should not be confused with change
projects(see Sectiod.4).

Change managementefers to allactivitiesfor the transfor-

mation of an organization and, in particulal| efforts to get "?gr%
the acceptance and motivatianf concerned peoplé change
structures and processes

aThe purest form of madness is to leave everything as it is and
at the same time hope that something will chadyé
Albert Einstein (1879.955)

4

df you don't want to change anything, you will also lose oX
what you want to presen@ & Quelg
Dr. Gustav Walter Heinemann (182®76),German politician

df something is to be better, it has to be different.”
Georg Christoph Lichtenberg (174P799), German writer

dt is not the strongest species that survives, nor the most in-
telligent, but the one that is most adaptable to change."
Charles Darwin (1809882), British Naturalist

Various experts have described the typical stages of change.
The very simplenodel "unfreezeg changec refreeze" by Kurt
Lewindescribes that you first have to break up existing, fixed
structures (unfreeze), then you can make a change and finally
freeze the new structures again (refreeze).

Level

oPsychology is half of economic pofirg

Ludwig Ehrhard (1891977) oX
Quote

14
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Probably the besknown model is thesight stages of change
according to John P. Kotter

Demonstrate the need for change

Building a coalition of leaders

Define vision and strategic approach

Findand integrae supporters

Removing obstacles

Gettingand communicating shotterm successes
Continuing to drive change consistently
Demonstrating the success of the newuctures and pro-
cesses

© N kbR

Nowadays, projects also have to be marketed more and more.
Above all, but not only through the Internet, those affected are
better informed and demand more information and integra-
tion. Therefore, a positive positioning of a project is certainly
helpful inmost casesThe meaning oProject marketingis in-
creasingor manyyears

Project marketingis all measures that serve to inform and ex-
plain, as well as to convince and create acceptance of the pr¢ »
ject processes and results among the relevant stakeholders ¢ Term
the project

&4

Project marketing can be carried out in a mix of analogue and
digital measuresThe proportion of digital measurds in-
creasing but will never make analogue measures obsolete.
Typicalexamples of project marketing measurese:

1 General information events
1 Workshops with those affected

135



Chapter8: CrossphaseTasks

Celebration®n important milestones

Representations in company newspapers / newsletters
Project newsletter (regularly)

Project homepage on the intranet/Internet

Speaches at conventions

Articles in journals

Press releases

Notices, bulletin board

Project logo

Project abbreviation (e.g. Delta, Y2K)

Information hotlines

Satisfaction survey through questionnaires, interviews

= =4 4 48 -4 8 4 -2 a8 _a -2 -9

With the Internet and especially social medigroject mar-
keting has developed from oagay communication more to
dialogue. It offers many new opportunities, but also carries
new risks. You can spread project marketing more widely and
thus reach more people, but also wake up "sleeping dogs". In
addition, project opponents find each other more easily, con-
nect and appear stronger together. The core of project mar-
keting on the Internet is provided by social networks and, in
the future, more and more by artifigl intelligence (Al). These
should be actively operated and carefully observed

d believe it is still better to pray theconomy back to health ’ r

than to talk it to deathdLudwig Ehrhard1897-1977) %te

136



Chapter8: CrossphaseTasks

Checklist Stakeholders and Project Marketing

1 The project environment and stakeholders hg
been identified, analysed and evaluated

1 Stakeholderintegration strategies have been d
fined and are being implemented

I The project marketing is designed and set up

«

Ch
Tist

8.3 Communicate internally and externally

Communicatiorplays an important role in projects. There are
countless communication situations and also frequent com-
munication accidents, such as misunderstandings, talking past
each other, etc., which reduce the success of the project

oHow do people talk to people?ast each othap &

Kurt Tucholsky(1890:1935) gzgte

The aim of internal project communicatiors to ensure that
all participants have the right information available at the nec-
essary time in terms of quality and quantity in order to be able
to cope with their tasks in the best possible waje aim of
external project communicatioris to provide information to
all external stakeholders to the project.

In communication, many signals are sent and received on a
wide variety of channels. Much of this is rather invisible or in
directly perceptible, as thiceberg modelillustrates. Just like IﬁJ
a snowball, the far larger part of an iceberg floats under water
(seerigure6l). The factual leveltakes up a considerably lower
proportion of communication than theslationship level
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* Audible and visible signals
Factual level ™ * directly perceptible

non-verbal signals
+ only indirectly noticeable

Relationship level ind -
+ only indirectly perceptible

Figure61: Iceberg model

In addition, Paul Watzlawik clarifies and deepens this insight

through hisfive axioms of communication é/ l
Level

1. You can't NOT communicate

2. Every communication has both a content and a relation-
ship aspect

3. The nature of a relationship is determined by the punctu-
ation of communication processes (interactidmdtween
the partners

4. Human communication takes place both digitally and ana-
logue

5. Interpersonal communication processes are eitlsym-
metrical or complementary

oThe word belongs half to the one who speaks,
and half to the one who hears." ’ oX O
Michel de Montaigne. Philosopher (153B592) Quote

Thesenderreceiver modelclarifies the basic communication

process in which a sender transmits a message/information t élz
Leve
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a receivern(seeFigure62). This trivial view does not reflect the
complexity of communication. For various reasons, the recipi-
ent usually does not receive what the sender wants to convey.
It may be that the sender expresses himself in a complicated
or incomplete way or incorrectlysgaumes some aspects of the
receiver. The recipient may be inattentive or draw wrong in-
terpretations and conclusions too quickly. The transmission of
information can also be disrupted externally or technically

Za

Message / Information Receiver

Figure62: Sender receiver model

For these reasons, a dialogue is an effective means in which
the receiver checks whether he has understood correctly and
the sender checks whether he has been understood correctly.
But even that is usually not enough. Tiehaviouralscientist
Konrad Loren19031989) puts it in a nutshell with his famous
quote:

oSaid is not heard. Heard is not understood. Understood is not
agreed. Agree is not kept. Keeping is not skilled. Skillful is nt ofX )
applied. Applied is not retainedKonrad Lorenz (1903989), Quote
also assigned to Lao Tse in simplified form

Communication is also never just a purely technical exchange
of a message, but an exchange between interpreting individu-
als. Our phrasedlie tone makes the musior "what is written

139



Chapter8: CrossphaseTasks

between the lings underline this. The communication re-
searcher Schulz von Thillustrates this in hi€ommunication

Square For each message, the sender transmits on four Ievele1 éJ
and the receiver receives on four levédseFigure63). Aimost Level J
always a modified piece of information arrives at the recipient,

so that ultimately communication accidents can happen all the

time.

What | am informing What will | be
you about informed about?

what | want to What does he/she want
achieve with you to achieve with me?

How do werelate poprerprosorrmepll How do werelateta Receiver
to each other? — each other?
what I reveal —<oWrevalation What does he/she reveal
about myself about himself/herself?

Figure63: Communication square by Schulz von Thun

oWe are drowning in information, but starve for knowledge."

John Naisbitt, (*1929), American trend researcher X0
o . . . Quote

Through active listening many misunderstandings can al-

ready be avoidedrlhe receiver firsiets the sender finish. Then

he questions what he has understood and formulates it in hi‘l_evel

own words ("Did | understand correctly that ...?"). The sender
can now reflect this interpretation with its previously given
message. In a dialogue, the misunderstandiceysnow be dis-
cussed and eliminated. Likewise, the sender can also initiate
this process llease repeat again how you understodtat
better "how do you see the mattet?'how wil you approach
the matter?, what are the first steps?.
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Otherrules for good communicatiorare:

1 I-messages (tWwish that ..")

9 Active formulations (not:thust be planned ', but: "John
has to plan)

1 Avoidthe subjunctive (not:you would have to )

1 Identify specific situations and examples

1 Communicating feelings and perceptionsdbn't feel well
informed.", "l perceive that ...")

1 Change of perspective: put yourself in the other person's
shoes (how do | have to communicate it so that he/she can
understand it well?)

1 Give feedback and receive feedback

£
Level

Furthermore, a targeteduestioning technique playsa major

role. Depending on the objective, you should consciously as g .
at least closed or open questions or alternative questicim.  =6Ye!
example, leading questions should be avoided

Unfortunately,selective perceptioris widespread. If a person ,
is only looking for confirmation of his existing ideas, then he i Lélf

. eve
not open to new experiences and personal developméts.

then only hears whalhe wants to hear
J
Level

Whengiving feedback feedback givers and recipients should
take care othe following rules

1 do not give unsolicited feedback

1 Express facts and feelings and identify them accordingly
1 speak in the first person (not "one should/could ...")

1 do not give any judgementBjterpretations, reproaches
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9 also address positive aspects and weigh them appropri-
ately

1 prompt to the situation and without time pressure

1 Viewing feedback as an opportunity and not as criticism

1 Feedback is subjective, but you learn what others think
about you

9 Listen, do not interrupt, correct, justify

T Accept and ask just factual questions

Studies showlt's better to communicate too much than too
little! If you ask managers whether they communicate suffi-
ciently, they tend to say too much. But if you ask their employ{* hint
ees, they say far too little

Practic

An important communication platform in projects is the most
diverseproject meetings On the one hand, aammunication

matrix should be set up at the beginning of the project that .
regulates which meetings regulate what with which partici- &/
pants in what rhythm and for what duration. In order to avoid \evel
excessive, unnecessary meetings or meeting participation of
individual persons, thse specifications should be decided very
carefully and adjusted if necessary in the course of the project
(seeSection8.5and especiallfFigure66).

are required to conduct project meeting€ommon modera-

Depending on the objective, different moderation techniques ;
. . | Level J
tion techniques are

1 Brainstorming
1 Mind Mapping
9 Participant queries, e.g. on demand or with cards
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Metaplan Method
Thesis formation
Weights with points, etc.
Visual representations
Caltout technology
World Café

Open Space

= =4 4 a8 -8 -8 A

develop and exemplify a meeting managemesrhtda meeting
culture with the project team so that the meetings can run ef-
fectively and efficiently for all participants. This includes meet-
ing preparation, implementation with appropriate adherence
to meeting rules and followap. Of course, she can delegate the
management ofhe meeting in part or in fulExamples of good
practice include

In addition, it is the responsibility of the project manager _
£
Level

1 Meeting preparation:
if not specified, then selection of content, participants, du-
ration; timely invitation with agenda and, if necessary, ta-
ble template; Preparation of the room

1 Meeting conduction
Participants are prepared and arrive on time; Adherence
to the agenda and times; no excessive speaking time of in-
dividual participants; no unnecessary repetitions; no paral-
lel work (emails, chats, phone calls, etc.)

1 Follow-up:
documentationiminutesand distributionof information;
includingopen or new items for follomg sessions
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Formal conversations should go through several phases in or-
der to have a binding and at the same time pleasant or apprj
ciative conversatiorPhases of conversatiocan be

Level

1 Welcome

T Warmup phase

9 Orientation phase (why are we talking to each other here?)

1 Clarification phase (exchange of information and argu-
ments with solutiorfinding)

1 Agreement phasenhat do we agree &)

Summary and conclusion

1 Outlook and farewell

In addition to formal communicationinformal communica-

tion is of particular importance and must be promoted by the
project manager. In a relaxed atmosphere and without time
pressure, there are usually moredepth discussions in which
important information for the project can be exchanged. This
can be achieved, faxample, by having dinner together or go-
ing on an excursion. Furthermore, chance meetings can lead to
conversations between people who do not meet on a formal
level or do not exchange ideas on certain topics. These random
meetings take place, for examplé the canteen, coffee
kitchen, in the hallway, in the elevator, in the smoking corner,
sports group, on the Internet (e.g. chats, social media), etc

0An important tool in the project is the coffee cty

Daniel Stumpf (*1981) ngat

Fot
Level

In principle, the variousommunication channelsnust be ob-
served. The most obvious and easily recognizable for everyo
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is, of course, the spoken and written word, verbal communica-
tion. But there is also nexerbal communication (facial ex-
pressions, gestures, etc.) and paraverbal communication
(voice, speed, etc.). Furthermore, every communication must
be seen in its contéxIn what context and on what content
does the conversation take place, where does it take place, etc.

In the course of increasing digitalization, a considerable ex-
change of informationn projects today takes plaan digital
platforms. Information about the project is provided on a cen-
tral server and, depending on the authorization, it can be re-
trieved and changed, supplemented or deleted. This proce-
dure leads to a significantly simplified information provision,
modification and retrigal for all participants and, if necessary,
other stakeholders. In this way, it increases effectiveness and
efficiency and thus saves a large amount of time. However, a
corresponding authorization concept must be implemented
and maintained for each commité or group of people or even
person

Virtual communicationand virtual leadershipare developing
rapidly and are becoming increasingly important. The ad-
vantages are enormous. The savings in travel costs and travel
time through virtual meetings alone can be significant. But de-
spite these digital possibilities, direct personal commuridzat
must not be neglectedlt will continue to be of great im-
portance For the project manager, leading#@tual teamgives
additional challenges. In virtual teamwork, communication is
much more oftenasynchronous i.e. delayed in time and
therefore not directly. Problems can quickly arise here that

Level
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could be clarified directly witlsynchronous communication

In the case of largely virtual collaboration, the selection and
mastery of the appropriateollaboration toolsis of particular
importance.

The secallednetiquette is of particular importance in virtual
communication. The main aim is to compensate for the lines

of communication that cannot be transmitted via digital chan- @
nels through particularly sensitive communication. Otherwise,
conflicts can quickly arise and esate.

Checklistinternal and exterral communication

1 The team members know the background of gd
communication, in particular the iceberg mods
the 5 axioms of communication and the commu ::%
cation square as well as the sendeceiver model

I The feedback rules atenown and accepted

A communication plan determines what is to
communicated via which channels and how ofts
who is the sender and receiver amtho has to com-
municate actively(see Section 8.5 and especially
Figure65).

1 The commoracilitationtechniques are known an
are used in a targeted manner

I Meetings and discussions are prepared, condud
and followed upbasing orthe rules of good com
munication

1 There is sufficient opportunity (time and space)
informal communication
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1 Therules for digital communication have been ¢
tablished and implemented

9 With virtual collaboration, additional measures &
taken to communicate

8.4 Negotiating and renegotiating contracts

A major challenge and important success factor in projes-
agement is the negotiation and conclusion of contracts as well
as their renegotiation (claim management)

Negotiationis the process of finding a solution from differen';
Term

interests that is supported by all parties involved. From a bu
ness point of view, the negotiating partners involved will only
enter into or sign a contract if each can see an overall aﬁ
vantage for himelf or his institution Level C

A wide variety ofegotiation situationsarise in projectsin
particular, the project manager negotiates

Level
1 with the client the framework conditions of the project

9 with suppliers the terms and conditions of purchase
1 with the team members the conditions of cooperation
9 various other smaller contracts and agreements

The fine art ofcontract negotiationis the creation of awin-
win situation between the contracting parties. This makes ne-
gotiation one of the indispensable skills of project managers.

arhe purpose of the discussion should not be victory,

but profit." Joseph Joubert (1754824), French writer \ gzgte
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Just as in stakeholder management and problem solving, a
change of perspectivas particularly important in order to
know not only one's own interests, but also the interests of the
other parties involved. It is also of particular importance to
know the true interests of others. On the one hand, one should
not draw hasty conclusiortf one's own or always check them,
and on the other hand, one should always check whether the
negotiating partners have a stalled "hidden agenda". A pro-
ject manager should master variomggotiation techniques
and alwaydhink about anegotiation strategyin advance, es-
pecially for larger orders

The followingpractical tipsfor good negotiationare also help-  p,ciica
ful for the aspects mentioned hintl

1 Determine your negotiation limits (upper or lower limit) in
advance.

I Make sure that yotinave fora minimumthe same number
of people with you as yowontractual partner

1 Ask about your counterpart's interests and wishes about
the contract

1 If you try to meet the interests and wishes of the contrac-
tual partner through the contract, he or she will be more
interested in signing the contract

I Try to develop a wiwin solution together with the con-
tractual partner

91 Ask lots of open questions, steer the conversation and let
your counterpart talk more. Listening is usually better than
talking yourself
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9 Never accept the first offer. Do not meet the negotiating
partner too quickly

9 Don't put yourself under time pressure and never let your-
self be put under time pressur&here will always be a new
opportunity.

i Don't get emotional or even aggressive. A friendly and
calm, but clearly spoken "no" usually has a much greater
effect.

From a purely legal point of view, a contract comes withu-

tual declaration of intentor offer and acceptancer evenim-
plied action. This means that two or more contracting parties
reach an agreement and at least signal it to each other. Con-
tracts thus regulate mutual promises of performantisually

the contractors provide services in return for payment by the
client

oWe have to work out what we have in common
without forgettingin what divides us:
bending, bending, but ndireakingb Angela Merkel (*1954)

<

Quote

A purchasecontract regulates the legal transfer of a tangible

or intangible object. While a contract favork commissions &)
the creation of an item or other defined result and remuner-‘Leve!
ates its delivery with a fixed price,TJame and MateriakT&M)
contractcommissions service that is paid for on the basis of

the time and materialconsumed Gontracts for workget fixed

price, while forT&M contracts it is billed according to expendi-

ture. Other contracts in projects can be, for example, rental or
leasing contracts
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The customer (client) wants to have a new reception desk on

the executive floor. She can buy it reaahade in the office fur-

niture trade and, if necessary, have it delivered and sedttgp |[Ex
fixed price purchase contract If it has it built by a craftsman, #ampl
e.g. a carpenter, then it can either describe the delivery item

in detail (specification) and pay for its creation and installation

at a fixed priceqontract for work) or it commissions the crafts-

man on an hourly basis and then pays him per hour worked
until the delivery item is finished and set up&M contract).

Another question that is negotiated in contracts is: Who bears
whichrisks of the contraciand how is it remunerated? In the
case of a contract for work, the risk of additional work com-
pared to the estimated effort is borne by the contractor, be-
cause he has to deliver a defined work at a fixed price. In the
case of alr&M contract, the risk of overtime is borne by the
client, because it pays according to time units (usually on an
hourly or daily basis)n addition to the risk of extra work, there
are many ¢her risks associated with orders. The contractual
side that bears the risk through the contractual provisions
must receive compensation for this. If the contractor bears the
risk, he gets more money, if it is up to the client, then she has
to pay less fothe contract overall.

Furthermore, theacceptance criterisshould be precisely de-
fined in a contractlready This is used to measure whether
the order has been successfully fulfilled. If these acceptanc| ™ hint
criteria of both the client and the contractor are transparent J

Practic

hf

anddefinedin the contract, many unpleasant surprises can be -/
Level
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avoided. Likewise, the necomponents of the contract ("out
of scope") should be defined and fixed in writing.

Thesigning ofthe contractfor the project assignment and the
large contracts that the project concludes are always im-
portant milestones. This is also often theaalled"point of no
return”. Once this point is passed, canceling the project would
have major negative consequences. With regard to the signing
of the contract, it should therefore be noted that one could
withdraw shortly before signing without major consequences.
After that, a retreat would usually be quite expensive.

A contract does not have to be in writing. However, it is advis-

able to request a written contract or at least written proof for |Practic
all contracts that contain guarantees and warranties, where ﬂj
higher amounts are regulated or higher risks are, etc

Contract management does not end with the signing of the
contract. Now it is a matter of fulfilling one's own contractual
obligations and monitoring and, if necessary, demanding the
contractual obligations of the other contractual partners.
Checklists fothe individual elements of contract fulfillment
are suitable forcontract monitoring Regardless of whether
you are the client or the contractor, you monitor your own con-
tractual obligations and those of the contractual partrisee
Figure64).
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Client 100%

Client 75%

Client 0%

Ex

ol
Contractor 100%

Contractor 75%

Contractor 0%

Figure64: Templatefor TrackingContractual Obligations

Provided that all contractual obligations are fulfilled in accord-
ance with the contract and there are no other requests for
changes by the contractual partners, the project work can be
continued. However, as soon as a deviation in the contractual
servicesor a change request by a contractual partner occurs,
claim managemenbegins with correspondingnegotiations
Claimghat you send to contractual partners yourself anen
claims If you receive a claim from a contractual partner, then
you speak ofhird-party claims

owhen your fists are clenched, you can't shake hands
Indira Gandhi (19171.984)

14

Quote
A checklistis also recommended for overview and tracking in

claim management, which is a minimum requirementdoc-
umentation, but is often not sufficient in formal terms. As a
rule, contractual changes must be made in writing anyway, be-
cause this is agreed in almost all contracts. Like the amend-
ment process, thelaim processhould be conducted in a very
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formal manner, so that claims only become effective when all
relevant contractual partners have confirmed them in writing.

Until then, you either continue to work according to the exist-
ing plan or interrupt the work in question until the final clarifi-

cation.

Regardless of whether it is an own or thjpdrty claim, you
must also be aware of a bagitaim strategy The focus is on
the following questions, among others

1 Should own claims always be demanded harshly and
should thirdparty claims always be harshly rejected or ne-
gotiated?

9 Isitpossible to achieve later advantages through generous
concessions, such as follayp orders, concessions from
the contractual partners in comparable situations?

A trusting cooperation between contractual partners usually
proceeds according to the mottmhe hand washes the otHer

In practice, ads you do to me, so | do to yaa more common.
So you should not expect to get help from a persondiffecult
situation, even if you have helped that person before.

The righttime to conclude the project contractan only be
determined on a projeeby-project basis. It could take place at
the earliest at the end of the project initiation. At the latest,
project design should be determined at the end of the process
. In most cases, it will be somewhere betweengbdwo fixed
points. The time of signing the contract also determines
whether and which concept and planning work belongs to the
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missioning and is therefore directly remunerated.

Checklist for negotiations, contracts, claims

1 The negotiating partners and their interests g
known

I There are clear negotiation strategies and nego
tion goals

I The contracts are fairly designed and, in the cas
larger projects, alstegally examined

1 The acceptance criteria are defined and recorde
writing in the contract

1 Structured monitoring of contract performang
takes place

I There is a clear claim strategy

8.5 Report and document

Reporting and documentation are usually quite unpopular

Cheg

{°Tist

&

tasks. In practice, it often looks like this: Report creators have

to spend a lot of timgorovidinginformation that does not help

them themselves and that is at least not read and used by the

recipient. Report recipients are overwhelmed with information
and have to laboriously filter the essentials out of thass but
tend to refrain from this timeconsuming and boring work

However, reporting and documentation are indispensable and
can also be designed in such a way that they are much more
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effective and efficientThe followingmaxims among others,
help with this

1 Do not report everything that can be reported, but only
what the recipient really needs.

1 Don't document everything that can m@dcumented, but
only what is really necessary.

1 Design reports and documentation so that the report cre-
ator can use them for setfontrol.

1 Reports and documentation should be generated as far as
possible by themselves from the project management
tools used

T Use clearly defined structures and standards

1 Use quantitative information as much as possible, supple-
mented by qualitativenformation if necessary

1 Enable largely automatic aggregation of reports across hi-
erarchy levels

= Obligation to ask for 2

RePo,rt Message / Information Re.pf)rt
Transmitter recipient
Obligation to deliver

Figure65: Obligations okenderand recipient

When reporting, information must be transmitted from sender
to receiver. In this case, the question must always be decided
in advance whether the sender is responsible for actively
providing the information (obligation to deliver) or whether
the recipientmust actively obtain the information (obligation
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to fetch). Figure65illustratesthis relation. Especially if the re-
lationship between two people is disturbed, omissions will oth-
erwise occur because one is waiting for the other

The automation of standardized reporting can be done with
the help ofbusiness intelligence (BIJ.0 achieve this, a process
must be defined and digitized in several stages, from data
origin to processing and output to provision. The data provi-
sion should always include the report sender in addition to the
report recipient

The information needs of the individual report recipients can

be recorded in ainformation matrix. This contains the report
recipients on one axis and what they should be informed Level
about, in what form and how often on the other

Report Who reports | to whom Content Form of Transmission Frequency

{Sender) (Recipient) (what) ‘communication Type (How) (when)
(how / template)

Milestone

report

Change

report

Final report

Figure66: Example Report Matrix / Communication Matrix

Typical reportdn projects are the status report, instant report,
change report, milestone report, final report, team meeting

156



Chapter8: CrossphaseTasks

report, risk report, etc. For all reports, you should determine
at the beginning of the project who has to report what to
whom, when, etc. For this purpose, a reporting matroom-

munication matrix is usually use(seeFigure66). Appropriate &«
. N Level
templates should be available for the individual reports
The status reportis carried out at a fixed rhythriregularly)
and on an ad hoc basis in the event of extraordinary incidents| g/
Level

Ideally, it summarizes the most important data, key figures,
events, etc. on the current project situation on a gp&ger. An
example of the structure and contents of a status report shows
Figure67.

Project: HSL Bremen

Status Report

Date: YYYY.MM.DD

Overall status of
performance, costs, time

quality
(with traffic light colors)

Status of sub-projects
(with traffic light colors)

Earned Value Analysis and

Prognosis
(tabular and graphical)

Events since the last status report

Tasks and challenges in the following

reporting period

Opportunities and risks that

have occurred
and their status

Ongoing and approved CR

Necessary decisions of the

procedures

Steering Committee

* can be done at project, sub-project or WP level!

Figure67: Example of a status report
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Another important report is th@d hoc report instant report.

This is created immediately as soon as unforeseen events 01 /
cur that have a significant influence on the course of the pro-iLevel
ject and/or the success of the project. In addition to the project
status, the current event and its consequences are described
and, if possible, recommendations for action or decision tem-
plates are given

Quantitative information collected at th&/P level should be
automatically aggregated at th& level and then further at
the project level and to the MPNvel The Reporting Pyramid

in Figure68 shows these individual stagéhe quantitative pa-
rameters of performance, cost, and time from Magic Triangle
are represented at each level. In addition to these figures,
qualitative explanations should always be added to avoid mis-
interpretationsif necessary

Client / Management

el s st B PCT at project and sub-project level

Project manager
PCT at project, sub-project
and WP level

Sub-Project Leader /

AP Managers PCT at sub-project and WP

and operational level

Figure68: Report Pyramid
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In adocument matrix you list all the documents used and

group them together to get a better overview and findability. </
Level 5

In addition, adocument requirements matri>can be used

The documentation of products, etc. is more of a contest é
Level

lated part of the project work and not part of thgroject doc-
umentation. The latter stores information about processes,
consumption of resources, resolutions, decisions, results, etc.
of the project and thus fulfills important purposes. It serves in
particular as proof of contract performance, evidence and also
as an empiriclvalue for further projects. In certain cases, pro-
ject documentation is also required by law

A large part of the project documentation is already provided
by the project management toolaused. A weekly storage of
Gantt charts, product backlogs, etc. with the abbreviation
QWXYfor each calendar week the file name can be helpful
to better understand the history

In addition to the usual meeting minutesjeeting notesare
also important. In the case of important discussions and deci-

sions, these should also be confirmed in writing by all parties
involved, e.g. afterwards by email
e
Level
crosscompany project teams use temporary platforms. It is
highly recommended that you specifyc@nvention for file
namesthat includes the project short name, project numberj ‘éj
document type, version number, date of last modification anc Level

Documentstorage and document managemerdre carried
out in acentral filing system. It istandardized withidentic
folder structure across all projectBistributed and, above all,
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if applicable, the document status. In addition, clear specifica-
tions should be made for each document regarding tineta
information of filesto be entered. Printouts should contain
important meta information in headers and/or footers

Digital documentation should be the leading one. All docu-
ments should be digitized and stored centrally. If an analog
project folder is still usedt should have the same structure as || &5
the digital one. At the beginning of the project, it is essental

define theaccess rightsData availabilityfata protectionand

data securityare of particular importanceFor data protec-

tion, it is essential to observe the requirements of the relevant
laws for the protection of the personal data of suppliers, cus-
tomers, patients and client®ata securityshould be ensured

by the corresponding telecommunications regulations.

A project logbook (analogue or better digital) is an excellent

tool and it serveseveral purposes at once! Above all, it serves Pri’“cj
the project manager for seffontrol, management of the pro- hint
ject team and other participants, as well as documentation and
safeguarding

Checklist Reporting and Documentation

1 Only what therecipient really needs is reported
I Thesender ofreport also uses his reports for se

control.
1 The reports are aggregatable in the reporting g CEC:Z
tem. ‘T

I A communication/reporting matrix is available
9 Obligation to bring and collect are defined
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I There is a clear filing system and convention for
names

i Data availability, data protection and data secul
are guaranteed

8.6 Managing Problems, Creativity and Innovation

dWherever | look, opportunities arise frobdINR2 6 £ SY & ® ¢ ,

John Davison Rockefeller (183937) oot
uote

If you try to fight problems with their symptoms, then that's
actionism. However, these pseudolutions are very com-
mon, because doctoring around the effects is much more con-
venient than finding and implementing real solutions to prob-
lems. But if you re§l want to eradicate a problem, you have
to analyze and eliminate the causes of the problem. This is
much more complex, but the only sustainable solution

df you want to go to the source, you have to swim against thj ;

current." Far Eastern wisdom Stanislaw Jerzy Lec (196966) gﬁgte

An important tool for determining the causes of the problem
is thelshikawa diagram also known as the herringbone dia-
gram, the causeand-effect diagramor the 6 M diagram. The
herringbone diagram identifies the causes of a problem. In
most cases, it is not a single cause alone, but a bundle of causes
that only in their combination do the problem arise. Six root
cause areas are examined: man, method, mate machine,
millieu, environment, managemenseeFigure69). This is re-
ferred to as the 6M. Starting from the problem, one goes back-
wards in the direction of causes and examines the individual

Level
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root cause areas. If one now eliminates the individual causes,
the problem shoulde solved in a sustainable way

Figure69: Ishikawa diagram with the 6 M

oEvery problem you overcome will help you in the future. And
also gives new strength." oX r
Steffi Graf (born 1969), German tennis player Quote

A typical blockage in problem solving is the @nged, subjec-
tive view of the problem. Here it is important to change your
perspective. It is particularly important to put yourself in the
shoes of other people and think about how they see the prob-
lem. Inaddition, several people or groups of people are usually
involved in problems. A similar motto applies here as with
stakeholder management: You have to findia-win solution

in order to get an acceptable and sustainable way to solve the
problem for all hose involved and affected

The secret to success is to understand each other's point ¢ oX 4
view. Henry Ford(18631947) Quote
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