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[DISclaimer;

The information contained in this document is not intended to be an assertion of future
action by IBM. The use of this information or the implementation of any of these
techniques is a customer responsibility and depends on the customer's ability to
evaluate and integrate them into the operational environment. While each item may
have been reviewed by IBM for accuracy in a specific situation, there is no guarantee
that the same or similar results will be obtained elsewhere. Customers attempting to
adopt these techniques to their own environment do so at their own risk.

In this presentation, any references made to an IBM licensed program are not intended
to state or imply that only IBM's licensed program may be used; any functionally
equivalent program may be used instead.

Any performance data contained in this presentation was determined in a controlled
environment and, therefore, the results which may be obtained in other operating
environments may vary significantly. Users of this presentation should verify the
applicable data for their specific environment.

It is possible that this material may contain reference to, or information about, IBM
products (machines and programs), programming, or services that are not announced
in your country. Such references or information must not be construed to mean that
IBM intends to announce such IBM products, programming or services in your country.

Any feedback that you give IBM regarding this presentation will be treated as
non-confidential information. IBM reserves the right to use this information in any form.

Agenda

m Thissessioniwill“helpiyourbe alietter Team Leader (Building
leadership skillsisalifelong pursiit)

m Agenda:
» Thegoal
» How to get there
= Planning
— Running the pr.gject
® |n trouble?
= Finishing
» Continueto grow
» References
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Tthe Goal

m\\/hat 1syour: job?.
»- Get your: task-done.
— |t IsQK tafinishearly
» Maketeam members efficient
» Reducerisks, in fact, handletherisks
» Help ather; teams
— [t deesn't matter: if your. end of the ship isn't snking
m \\/hat do you get credit for?
» Doing your jab.
» Growing your. people
» Reducing the managers load

heGeal

mhelr Goal
» Kéeep aut: afi trouble
» M eet Expectations:
= @n time(original or adjusted date)
— Promised content (original or adjusted content)
» Other Expectations:
— Quality (real and opinion)
— Tracked Checkpoints
e dates

® entry/exit criteria (examples: design, code-unit test,
component test, & system test)
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Planning

mheRules:
p-[Tiyouidon't knewwhereyaou are going; anyplacewill do:

> [T/youidonit tellfetherswhat you aregeing tedo, they
will'expect everything NOW.

— Be Specific
» Everyone remembersthe dates.
» Nobody remembersthe dependencies.
» Dates are harder; to change than content.
>t Iseasier to add content than to remove it.
» Risks are bigger than you originally thought
» T here will be problems that nobody can see now.
» Creativity cannot be scheduled.

Plannping

mKeep Records
= [Pr:gjiect justification
—Planidetails
= Assumptions
— How it turned out, with details
m T;0pICSs:
» How ta make aplan
> Risks
» How to estimate better
»- Staffing considerations
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Planning

m Howitemakeaplan
- Pick- adatetabefinisitheplan
> List the parts
= Do whilethereistime
e Both directions
¢ -ront - What needsto be done next?
¢ Back - What do | need to do this?
® Generateldeas
¢ \Writedown any ideas you get
¢ Talk to everyone when fishing for ideas
e |dentify
¢ \What you don't you know?

Plannping

m[=0r; eachnpard:
» Determine howleng will eachipart will take
= Effort
= Elapseditime
» Skills
» Risks
» Record whereit fitsin your plan
= \\/hat does it depend on?
= \What depends on it?
» | dentify flexibility
= Necessary/unnecessary. content
= Possible additional content
— Plan your "wiggle room"
= Now lay out your plan and critical path
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Planning

m RisKks
- Complicated/interface
—defineand test just theinterface
» Complicated Algorithm
— Smallfprogram to test
= Viake close toreal
—Maveintoreal code
» Quantity of code towrite
= Break into pieces, measure and assign
» Unknown risks
= \\/ho knows what
— Study first
m |_eavetimefor things you cannot see or imagine

Plannping

m [ ow/toestimate betier
» Estimate and Measure everything
» [rack Detailsand Casts
= printer details
® number ofiparts
e tightest tolerance
® printing speed
— program details (possible)
e number of parts (sourcefiles)
e number of routines
e interfaces
® structures (DSECTS)
e performance/space constraints
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Planning

m Staffingiconsigderations
p Break work Inteperson sized preces
=\ el defined interfaces between people
= Trhefewer; theinternal dependencies, the hetter
» Assign work clasest tawhat: each per:son wantsto do
= ASK thell: manager: about planned growth
= ASK each person
= Determinether skills
= Determine what they need to learn
» Work out internal datesfor every person
» Share the work nobody wants.
=" |f It iIsa bad sandwich, everyone takes a bite."

Rupgleefirie Projee

_HFeje]es
» Knew whereyou stand
» [rack whereyou haveheen
p Constantly REDUCE risks
» Solidify parts
> Test
» | n trouble?
» People Problems?
» Miscellaneous hints
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RURNAING tAEIRG]Ect

m Know whereyouistand
» Report what needstobereported
—~ NGt toe much
= Nt toolittle
» Refineyour: intermediate schedule
= Set: more checkpointsfor yoursefiand your team
» Keep ontrack - don't changeyour: schedulelightly
— Havethe answer to: "What isthe new news?"

Rupgleefirie Projee

B [ rack-whereyourhave been

»\What to keep?
— Unexpected Praoblems
= [ ate [Dependencies
— Missed/internal dates
= Effaort required
— Amount of code written

> \Why?
= \Will'help you figure out where you are
— Will be needed if you get in trouble
== \\/ill help with next project

Copyright IBM Corp., 2004




RURNAING tAEIRG]Ect

m Constantly’REDUCE risks
p- =GCUS G yoeur: highest risksHirst
» Don't accept additions that add risk
» Useyour: netwaork
» Don't make‘casual’ ar. ‘niceto have’ changes, late

Rupgleefirie Projee

m Solidity/parts
p»-\VWhenthereis somethinguseiul, putitspartsin the
lTbrary-and compilethem with thelibrary :compiler.
»- inish up parts

— Don't get intathe stuation where alot: of partsare
‘almaost done'

» Don't undotest results
== |f a3 part istested, don't change it.
» Finished partsin thelibrary are money in the bank
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RUARING LHERPre| el

W esiing

» Rules:
= jesting takesa different mind set
— NG boedy tests thelr: own cede

» Developers make suretheir code works

» Othersdothetesting
= Build test plans from design documents
— Make sureall functionswork using the externals
= Trest the code as awhaole
— L imit developer contamination

» Only fix problems testersfind.

RUARING LHEPre] el

mATeyouinitrouble?
> ihrsislikesurding
=Y our- Goal: Stayahead afithe crasiing wave
> Know first.
= |_[Sten to ethers on your: project

= Status meetings tell'you what: the managers are focused
on. (Just Itke*“Whack a M ole")

= Ask otherswithout asking
® Project managers
e Managers
e Other team leaders
e Testers
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RUARING LHERPre| el

mAreyouinitrouble?
p Howiteask ethierswithoeut directly asking.
= @pen communication and/listen
e Appreach peoplethat areinthe know."
e Start a short: conversation on something ese
e |f they arethinking about yoeur: project, they will say.
something:
e You can say " We spoke and you didn't mention..."
» Don't let your manager find out from others
= Trhey will always find out, just befirst
—Know all -
e How bad isit
e Havea plan to catch up

RUARING LHEPre] el

m Howtagetiout oftrouble
» Plan te geti back<on schedule
= add resources (Qfr and/or falks)
e Adding Ql:iseaser for ashort time
o |f'adding people, trainingisaproblem
= chiange content
— change date (usually painful)
= change quality (not goaod, the default)
» Find Excuses
= New News?
— Dependency Problems?
= Unexpected Problems?
— Unexpected effort?
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RURNAING tAEIRG]Ect

m People Problems?
» Broblemsyouicansee

= | 0ad/unbalanced?

—1:00 many. Interrupts?
e [Dothey need pr.otection from interrupts?

= hig effart, noresult
e work not defined well enough?
® overlap of responsibilities?
e person doing work in too much detail?
® bad time estimate?

= arguments between team members?
e define boundaries

Rupgleefirie Projee

m People Probliems?
» Prieblems you cannet see
= @ther; projectsthey areworkingon
® Speak toother team leaders
= [—amily problems
® Stay away fromthese
e Person may need some slack
» Bad newsto deliver?
= Be helpful
— Always know your: audience.
= Deliver bad newsin private
— Be careful with their reputation
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RUARING LHERPre| el

m [Viiscellaneous hints

» [iake careafitheteam and theywill'take careoffyou
= puilditeam
— grow members
= advertisemembers

» \Write code to do common tasks
= Compiles
—ftp
= Converting code

EiRisaing

m | tisOK tafinishieardy.
W [OPICS
P Know'when yoeur are done.
- Accounting
» Rewards (+/-)
» Reply to - Requests for: Recommendations
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ERISAnNG
' Knewwhen your:are dane
- Everythingisinthelibrary; tested; and booksdone
> Aveid  Tihelrap!
m [[helrap
»"“1'm almost. done. Just onemore change.”
W Solution
P Know what your customer: wants
» Facus on your end result and justification
»Usea " get done" plan
= Don't fix everything
e Closer to end, Greater the severity of the problem
needsto beto befixed.
e Record thingsto doin futurereleases

EiRisaing

W Keen aniacecounting for: yoursel
- VWhat-went well'andiwhat-didn't
» \Whodid what well
» How/long did it take
= effart
== ol apsed time
m Start looking for and planning the next project
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ElRISAIRg

m Give aut rewards (+/7)
p-|nferim management
= Why Iinfarm management?

e 0 prevent bad promotionsandawards
® [0 vote on Who gets promotionsand awards
e Provide management detailsthat they can't observe

»Brag to other team leadersand managers

»Reply to" Requests for Recommendations'

EiRisaing

m Howta nferm management
> Just provideyour data; noet your: judgment
» Be specific
= Difficulty
= Risk
= Quantity.
= Quality.
= Helping others
» For your best team members
= Suggest promotions and/or. awards
= \\/riting is more powerful than words
» For you wor st team members
= Managerswill do the math, but they might ask
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ElRISAIRg

m Example

" Petedidithemost difficult part and hewrete themost
code (3K)."

» |fi asked “"Hiow did John doen the code?*
=" t-|ocked very nice and it did thejah."
—""Hewrote about 1K."

EiRisaing

m Howtedoarrecommendation

P [-0CUS 0N pPEStIVE POINtS
= [Don't say anything negative
= [ et thereader; dothe math

» |t is better to give data than judgment
== [Data - what was done and can bhe measured
= Judgment - your opinion

» Be ready with the answer: to:
== "“\\\/ould you hirethem again?"
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Eontinuetoe Grew

m [he'Read teLearning

» Viake your: awn suceesses mistakes
= Painful
= ot enough time

» |_earn from other's successesmistakes
= T'his session
= \\Vatch others
= Status meetings

» Figureit out
= Time and Effort Estimates
— Critical Path
— Finding room to recover

Continueto Grow

m Pay attention terother leaders
»\What did they'doeand how:did it work.
m Attend StatusiVieetings
> \Whoisin charge?
» \What are others getting away with?
m Study Behavior Modification
m Eind out how ' well'you are doing.
» M akeadjustments
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