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INTRODUCTION

The history of software development teaches us that between 30 and 40
percent of all software projects fail. A good majority of those are canceled
completely and never see the light of day. It seems everyone has a different
prescription for how to avoid this fate. There are shelves of books on how to
improve the software development process—books on Agile methodology,
Scrum, the Waterfall method, rapid application development, extreme
programming, top-down versus bottom-up, and even something called the
chaos model.

When a business is faced with a software development project, people
don’t have the time to become experts in software management and develop-
ment theory. What you need is not theory, but rather a practical, hands-on
guide to managing this complex process, written in a language you can
understand.

Some undertakings—be it having kids, climbing Mount Everest, or, yes,
software development—are just difficult. And sometimes the most helpful
thing is to hear from someone who has been there before and walked the path.
That person can tell you what you're going to encounter and what difficulties
to expect. An experienced guide may not be able to take away the challenges,
but she can prepare you for them.

About a year ago, I was working on a large implementation project. About
halfway through, a young project manager came to me and said, “Anna, do you
have a crystal ball? Because at the beginning of this project you sat us all down
and told us what to expect. You gave us a list of many things and every single

one of them has happened—and happened on schedule. Do you have that
written down anywhere?”

Now I have it written down somewhere.

Software Project Management

This book is specifically about software project management. There are many
other types of project management. Project management is needed for digging
oil wells, building skyscrapers, and launching rockets.

Examples of software projects include

+ Launching websites

Installing a CRM (customer relationship management) tool
Implementing a new accounting package
Building a custom application for your business
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xxiv. INTRODUCTION

Software is truly “its own animal.” People tasked with managing software
projects need processes and advice just for them.

A Holistic Approach

Many books on project management focus on what I call the “literal project
manager,” the person whose title is “project manager” on his business card.
He or she may have a specific certification in the discipline of project manage-
ment. In Chapter 5, we’ll talk in depth about project teams and team members.
For now, it’s important to understand that the literal project manager is not
the only one with project-management responsibilities. People might even
be surprised learn how narrowly focused the project manager’s job often is
(Figure L.1).

Many books on project management concentrate only on the literal
project manager. The purpose of many of these books is to help the project
manager pass his or her certification tests, such as the PMP exam. That’s
great, if you are facing the exam. Unfortunately, this narrow focus leaves
much out, not only for the literal project manager but for everyone else.

True project management extends to many people and to the entire
business. There is the project sponsor, the program manager, the project
manager, and programming teams as well as stakeholders in the broader
business. Therefore, this book takes a holistic view of project management.
It can be read by businesspeople, programmers, project managers, program
managers, and CEOs—anyone who is involved in or affected by a software
project (Figure 1.2). Of course, it has critical information for people whose
job titles are project manager and program manager.

Literal Project
Manager

Figure 1.1



FOREWORD

A generation ago, Internet pioneer Carl Malamud took issue with people who
complained about bulky computers, byzantine interfaces, and buggy software:
“A lot of this ‘too hard to use’ stuff will go away. Radio was so messy for the first
20 years, it wasn't funny. Cars, ditto—you had to be a mechanic to drive one.”
Computers, he prophesied, would one day be as easy to use and reliable as
automobiles had become, and the electronic frontier would become as simple
to navigate as an Interstate with a road atlas.

That day came, of course—including Google Maps to replace the road
atlas—but it brought along a paradox. The simplicity, power, and awesome-
ness that users and executives take for granted disguise the very technical,
messy, and difficult work that happens behind the scenes. Gremlins lurk under
the lid of your laptop; krakens crouch behind the scrim of your Cloud. A lot
of what seems to gleam is the shimmer of WD-40 on duct tape.

Amateurs cheerfully rely on smoothly running software for business and
pleasure, but the work of I'T is no place for an amateur. Creating and design-
ing systems, maintaining them, and running projects to install, fix, rip out
and replace, upgrade, and integrate them—these are complicated tasks. They
rarely go according to plan, because they invariably run into some obstacle
that could not possibly be foreseen. Even professionals in the industry can
be seduced by a project’s progress into thinking, “No problem,” when they
should be thinking, “Oh, this is hairy.” And, of course, finger-pointing is the
consequence of problems, with I'T blaming the business, the business blaming
IT, and everybody blaming the consultants and software companies.

Anna Murray’s book is an extraordinary accomplishment: It speaks as
clearly to the IT professional as it does to executive civilians like me. (I'm
an English major with a Mac.) For the professional, it is an experienced,
no-nonsense guide: the mentor you wish you had. Anna tells you how to put
an IT project into the strategic framework that is right for your organization,
how to scope a project, how to communicate and plan with stakeholders;
she tells you how to assemble your tools and team; she explains how to find,
select, and manage vendors; and she tells you how to cook and eat crow when
you need to—as you almost certainly will.

The strategic point is particularly valuable. I'T long ago migrated from the
glass house to the desktop, but it is now part of every nerve and sinew of an
organization: It is in the skin that touches customers, in the brain that analyzes
performance, in the heart that pumps resources where they are needed. Tech-
nologists don’t need to be strategists, but they can no longer be strategically
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xviii FOREWORD

ignorant. Anna shows how to connect strategy and IT, how to ask the right
questions, and how to frame the trade-offs and decisions that complex IT
projects require in a way that business leaders can understand.

This is, at the same time, the book IT managers should give to their
nontechnologist colleagues, bosses, and internal customers. Her distinction
among IT projects that are simple, complicated, and complex is worth the
price of admission by itself. I can think back to half a dozen cases where the
business-IT relationship got into trouble because the nontechnologists did not
know or could not understand what their I'T colleagues were up against. Any
executive who reads this book will ask better questions, get better answers,
and have a better understanding of the answers.

Thomas A. Stewart

Executive Director, National Center for the Middle Market
Fisher College of Business

The Ohio State University
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Project
Management

Figure 1.2

For Medium-to-Large Projects

Project management looks different depending on the size of the project. The
sort of project management involved in putting up your personal WordPress
blog likely happens all in your own head. Inside of businesses most projects
that last more than a couple of weeks require some kind of external project
management.

For this book, I will be giving processes and advice appropriate for
medium-to-large projects. This generally means projects that take at least
three months and may last as long as two years. The reason I've chosen to
focus on projects of this size is they are the most common. Also, smaller
projects, as noted earlier, probably don’t need much project management at
all. Finally, I have found that once people understand the fundamentals of
managing medium-to-large size projects, they are able to scale the processes
and recommendations both up and down to suit their needs.

Agile vs. Waterfall

For those of you who don’t know these terms, don’t worry. We’ll talk more
about this in Chapter 2. Many people familiar with modern software develop-
ment want to know right up front: Are you talking about project management
practices for Agile development or for Waterfall?

This book assumes the incorporation of key Agile methodologies, while
acknowledging that most businesses cannot adhere to a purely Agile style. In
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fact, the issue of Agile vs. Waterfall is a major reason I wrote this book. After
running hundreds of software projects inside many different types of busi-
nesses, I discovered that good project management is a blend. It must be “agile
enough.”

Why Listen to Me?

As the CEO of emedia (www.emediaweb.com), I have been developing soft-
ware and managing software teams since 1994. I am proud to say that we have
a superb track record in delivering software development projects, from large
database implementations to small business websites, on time and on budget.

I've managed website launches, database migrations, finance system
replacements, custom application development, content management system
implementations, and packaged software deployments. The dollar value of
these projects has ranged from the small thousands to the tens of millions.
It’s allowed me to see the commonalities among many software development
endeavors and to develop strategies to improve the process.

I am also proud to say that the majority of my customers have been with
me for years—a decade or longer in some cases. When you have a challenging
undertaking, you want a partner you trust.

Who Is This Book For?

If you're inside an organization undertaking a software development project,
this book is for you. If you are a consultant or vendor who rolls out software for
customers, this book is for you, too. If you are a business leader, programmer,
project manager, or program manager, this book is also for you.

This book has chapters on all the pragmatic stuff you need to know: orga-
nizing and staffing a project; the common conflicts that crop up; planning;
risk management; and, of course, budgeting. There’s even a chapter for peo-
ple who are midway through a project and are encountering problems. If you
read from start to finish, the book will take you through the life cycle of a
software development project. Or, you can dip into the chapter based on your
particular interest or area of challenge.
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