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Tuning The Engine Is Great, But Only of Value If é
éyou attach the whe®20Is4, hycSmom ldarriso a d .

The Business Journey to Success

Business succé@dAs t@achdthgadthieombhheed s to the rbado
tions.

One definition is o6creation of vwel-furetningteame A er me
functioning team is one with a shared understanding of, and commitnamitt skills to define and thereer
ate/ acquire results that lead to benefits.

Where We Need To Be

The froth that accompanies discussion of topics such as Agile and the angst that accompanies debate on tr
value of exams such as the PMRasks the deep&sues whose resolution is needed to improve business pe
formance.

If Agile and PMPwere respectively wholly new and unreservedly useful then they would still only tune the
corporate engine. Before any of tipatentiallyenhanced power can be used we also need:

1 The wheels to have traction on the rpaad

1 The road we are on to be the right paued

1 To be facing the right way when we staft, and

1 To be able to steer the organisation through the chicanes and twists and turns of the market place.

Well-functioningorganisations (cross hierarchy, cross functional teams) need shared procedures so that tea
members can coordinate combining their domain specific expertise and authority to deliver the best possible
project outputs and use them for the best possibl®mas.

Where we Are

Better development met hods are only wusef ul(ormehen
perceive sa)Agreeing on a directionrequireswell-functioningteams that include those who can set direction
and those whodll i ver o p e rteanmsibaisd equives dngagemanttbbse who coordinate gyress

and thosewhoe&s i gn and build the changebds componentb par
day use of mject ouputs not by biter development methods in isolation of other factors.

Litleofwi despread oO6traditional é wisdom considers th
whole boareroom-2-boiler-room structure that must Direct and Delegate, Manage and Escalate and in the
long term deliver value in excess of development€st.e of agil eds insights i s
community But it leaves it ceteredin the development tegro the extent of bringing a user represéné

into the team instead of taking the culture of debate out into the business.

Also little or nothing in widespread agile or traditional project management provides guidance mindful of the
whole endto-end journey from initial idea to long term harvesting of benefits. We need tmatakd &-

tract the essence of good sources of inspiration such as any oillcgmppas pr oj ect governa
US DOD 5000 document series or UK MoDb6s CADMI D &
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We should not be wasting energy arguing about nor be reliant on exam centric project management memes
software centric development theds.

Perhaps most worryingly and obviously wrong is the fact that when we teach people the contents of widely
published project guidance we do it as an activity for individuals studying for a certificate aimed at individual
job mobility and restrictedbtjust a portion of the whole value chain.

Changes to the Business Landscape

By preferencef someall capital would be employed Running The Busineg®TB) in order to create the
most vadue from the capital available. However changes to reality around ugedignre periodic diversion
ofeff or t i n Clrangé tGerBRiginess.

Direction Setting Links A Resource Allocation To
Decisions of Dele- ,(#% gation & Escalation

2 Values
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the directors can do — a choice between “RUN the business” or “Change the business” i

D
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Figure 1 Direction-Setting Links, by Simon Harris

RTB can be conducted by just managing but CTB demands a mix of leading and managing. A core capabili
of leaders at all levelsyhether engaged in operational RTB or projects to CTB is to forgefuvedtioning

teams. The primary duty of these leaders (and managers) is to create a context that fosters debateand app
tion of diverse opinion. A team has a shared commitment tmderstood target, shared values and mutual
interdependence.

Healthy team contexts develop a culture that prizes debate between competing options for achievement of 1

gets and takes the mental journey through decision on selected option to commdateidexd development
steps and eventually delivery of target results
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Simple Solution

The increased power fromveell-tunedengine (capability development Inoycles and methods) can be well
used when folk see with clarityée

1 That project management is a social, collaborative endeavour whose contents must support dedate and
cision making

f The decision making path runs froma@droom2-boilerroomE and back again (good escalation is more
important than delegation) and

1 The whole journey is from capitajectionthrough benefits harvesting and eventualiypitatextractions
and subsequent reallocation.

Improving project perfor@nce is (in part) really easy The skills we need are described explicitly in
PMBoKE Guide(PG), PRINCE2 (P2), Lean, Agile, DOD 5000 and many other sources. The problems are:

1) Making them explicit has led to internecine war between bodies of knowleglgerli ng t o be 0
trutho when in fact we need a bit of all of th
than they currently contain in total.

Since they are all mostly right so they are also all a bit wrong and all incomplete.

2) We teacha collaborative, social endeavour as an individual ezaam topic which forces people to repeat
as if ultimate truth what is wrong and incomplete to pass exams and leads to

3) Explicit and ExamCram means instead of absorbing h@sictice tacitly as usekbteam based life skills
what is learned in a week is forgotten in a maamid is not embraced as shared behaviours within a peer
group or across the wider team hierarchy of Direct, Manage, Deliver.

Projectinvestment successasshared culture that spas all the paygrades.

Linking More Power  from the Boiler Room to the Wheels

Placing the wheel®n the right road and establishing the right direction uses boardroom tools that etidrire
setters to definthe future-state-of-businessas-usual (fsBAU).

Boardroom Debate and Cascade .

The tool kit for envisaging a fsBAU incl ud@®Bss) tool
and Backcasting contract (payment) milestones and REs to Tipping Points. Perhaps used in the context of
Kottes i Se@h &regd o and within Framing woMagpihangp s, ai

QFD6sA Voice of the Customer (or PRINCE26s Sgeni c
il eds Product Backlog I tems and @swetwithihudntdfatead we
warring 6Branded | P6.

[ AThe expansion of the initials doesndt matter,
may t hi n k(Si¥Sig@a)utst was@FD first (I think )

yFor year s P Méeus alawiawc enisdndcs by its confusion over breakdown structures and
scopebs boundary].

Boiler -room Linking

Agile product delivery regimes are boHeom insights (supplier side improvements). The agile treatment of
an Oal waysbap&hopgbodsecta useful receptor into whi
reliably and repeatedly create them.

Setting direction and strategy is a boardroom (customer side) capability. In the boardroom the toolset links ¢
visaging the futureusing Recognition Everftyto benefit streams and to a visual and visceral flow down that
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cascades del egation by Backcasting of Tipping Pc
structure (or Scrumbs Bac k| vewdf AcavitysDEfiniton (@s opposedito | |
PMBoK Guidé s pl acement i nintAeidr&eitiorMtasmanedefirerictivitiesbut is still in
Project Time ManageméntNow we have scope and scope management correct and integrated frdm Boar
roon to boiler room and from PMBoK, PWRINCE@mMO Agil e

The 1 inkager ooofm tthoe béobiolaerrd r oomdE i s most retiant
proval structures. PRINCEZP2) provides excellent insight alidwow to structure these communications but
not how to create their contents. Reliable content requires estimating and scheduling tools such as those in
PMBoK Guideg(PG) that build baselines. Linkage starts with the techniques for business goal meve)op
description and socialisation that D4 provides and ends in product development insights. If we aresto have r
liable prejectinvestment success then P2, PMBOoK, Agile etc. have to be seen as necessary but alsb as insu
cient and their religious diffences and errors sorted out.

Generate High Power and Attach it to the Wheels, Then Choose the Right Direction

Businesses do not do projects. They react to change. Instead of a project community caring for projects the
key to improvemernis to interlock prp ect s with how businessdé | ool at
lative diversion of current capacity to createi@re stateof business as usual (fsBAU) that differs from the
current stateof business as usual (csBAU).

All investment is conductealgainst a framework of 9 contexts and we must support all 9. Between them P2 &
PG make a good, even great job of two and weak or awful attempts at a couple more.

The 9 contexts of business success hdagea cakearchitecture in three levels over thteaeframes.

#pm_ngt A Three Tier 3 Time-frame Hierarchy:
Directing Strategy, Management Control, Technical Enabling

Dimgnsion Four® technique
(2] a 1
0} ol Project Executipn:
g. Direction PMBoK-G® Process# & PRINCE2® Control Strucure
= & Strategy o —
S Board-roty/\' e \‘,"w“n 2‘;,,’,:\ i
4 3~ I - ," | | : -
2 S Tl [T e | wb g e
= ° sr'nil l J e [
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0} : Il
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= g E
,m‘jg""n;,jz‘i:?"m ] Enabli o L
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Boiler-room
A @Logical hodel Lt 2013 Logical Model Ltd

» Accredited )
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Figure 2, Graphic of Three x Three, 9 Contexts for Business Success. Simon Harris
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Architecture for Decisions

The cakeayers are an hierarchical architecturedecisionmaking a Decision Making Architecture (DMA).
Delegation is fairlywell known but peetevel flows and escalation flows are poorly understood. Since they

are the linkages for steering through the twists of market place chicanes they need focus to improve them. |
to an appropriate 0Ar c hnofcersnmunicatordflowsequiredsd reatt toievh i n ¢
ing decision making needs. Unlike operations, being reactive in projects is a more realistic solutibn than a
tempting to be practive about all uncertainties.

Each | ayer of the DMA iséd eandyemWhwaer wentwaf r om
is Mission and Values. The foundations of the DMA are grounded in lean and agile and traditional practices
for product development (and operational excellence such as CPI). Product developereydiéfchoices

must be combined with pragmatic (Reram) attitude towards the to@edtechniques of theMBoK Guide

at the base of the DMA. PRINCEZd Complex Adaptive Systems (CAS) are in the middlepfoject con-

trol. The whole is within the ovelatructure of corporate governance.

Decision Making Architecture

Mission
& Values

Business P’flo

OutcomesD4®
(Modus Operandi)
-8
e
g Mo

Dep’t & Prg'm
Options-Structure
(Architectures)

Project (change)
Ctl-PRINCE2® + Agile
Eng’ring & Planning

[01) SjulenSuU0) B Jusiu| apesse)

(Swiopaaly, exye sjulensuo))
$921n0S3aYy JO [043u0D B Aloyiny a1ebsjag
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Technical (Eng & PM) Solution
Domain Skills eg PMBoK+Agile
(Tech. Mg & Q executis

skills: Seek Guidance (Report?)

Escalate decisions outside authority or

Accredited /
Training 2fg ...Tg,:

Figure 3, the DMA layers and flows; Simon Harris

After Boardroom techniques establish VisionA the
constraint must flow downwards. Often goal and constrase avith grand simplicity and incompletely or are
inval i dated but future events in the market pl ac

make escalation a timely, robust and responsive mechanism.

Aln my vocabul ar ytlygsMwyR) eeolvidg rasidt of interactian bemedn aission plus
values plus market place context.
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Figure 4, Vision from context Graphic Overlaid with Delegation & Escalation; Simon Harris

Design Within  The DMA Hierarchy
Teams develop solutionstbe | egat ed AWhat €0 goals by desigeing
|l ow the probl em or -level debatetsuggests optidown efirhbosw  wPee ecra n  d

An option within authority and capability is chosen or issues betemetnadictory concurrent constraifits
the Devilinthe Detaii become <c¢l ear and the issuesA are reloc
management steering and possibly back to senior

s orony abitithhsa heedses o u

[AInmyvocabularnyp | ssued describes a deci
l' ity is O6just a pro

locating. An offplan situation within my authoritgndc a p a b i
y AEscalation to senior | eaawtrlsdrn iptoy mary dRo wh @ hte
Issues come in several forms and delegation of concurrently conflicting goals and constraints is only one fol

Success in steering an investment through the chicanes of market place changes demands $wiftakloca
all forms of issue, timely decisions and timely actions.
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Figure 5, Issue Quadrants; Simon Harris

Cherry -Picking and Extending The Best of PRINCE2
The delegation and escalation structures of PRINCEZ2 give us a robust mechanism when takenexatnef a

cram context but P26s guidance stil!/l has to be e
frameand Pwhi |l e P2 tells us o6what to included hawioat a
create the content of Decisionfort ReportsPMBoK Guidemostly tells us how to create the contents of

the decision support i nf or malhawuoseffilingightsoo. D4, 610,

The three layers of governance are:

1 Layerl - Strategy also known as Direction whose duty is constancy of (& growtlkeay)tal.
Care of capitameangdeveloping visior(strategyla s t he or gani sationdés cont
and techniques of Dimension FourE and Dialogue

1 Layer2- Managementwhose duty is to maintain constancy of purpfaetical actions to deliveer
ceived strategwhich meansadaptig pr ocesses as context changes.
central concepts) and maybe (if it legitimately exists) progremagement are useful.

1 Layer 3- Development and operational capabilitywhose duty is constancy of process when benefits are
flowing and replacement of process when directed by delegated instruction from above. IE either harves
ing value from existing capdity or developing future capabilitydere we need detailed and integrated
consideration of wholef-productlife-span topicsvhich for the project timeframe is PMBoK Guide tools
and techrgues.
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