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  Chemuturi Consultants – Do it well or not at all

PMPal’s Approach to Software Project Management

Murali Chemuturi, Chief Consultant

Introduction 

The precept and the practice of the discipline of Software Project Management vary vastly from organization to organization.

In some organizations, a Software Project Manager (SPM) is a Senior Programmer. In some other organizations, an SPM is a Manager in its true sense – getting things done. In some organizations, SPM is a person who has come from programming and in some organizations, an SPM has never coded. Most organizations fall in between these two extremes.

The organizations wherein the SPM is a senior Programmer are obviously, not certified for ISO/CMM and hence are not process oriented. Those organizations are ISO/CMM certified and hence are process oriented. There are, of course, un-certified organizations, which are more process oriented than perhaps, ISO/CMM certified organizations are. 

In this latter variety, SPM concentrates on process implementation and the management of the organization endeavors to deliver uniform quality thru focusing on the process of software development and management. In these organizations, the requirements of metrics data collation, computation and analysis are high. There is, in our opinion, a dearth of good tools and we try to fill this vital need and hence PMPal.

This is an attempt to put PMPal in proper perspective vis-à-vis the actual software project management. 

What does a Software Project Manager (SPM) do?

I put this question to my self and came up with the answer - Plenty.

Then I tried making a list – 

1. Delivery Functions

a. Manage Work

i. Plan

ii. Organize

iii. Allocate Work

iv. Progress Chasing

v. Completion of individual assignments

vi. Integrate

vii. Deliver

b. Manage Quality

i. Plan

ii. Implement Verification & Validation

iii. Allocate Verification and validation activities

iv. Progress Chasing

v. Completion of Quality assignments

vi. Monitor & Measure Quality continuously

vii. Improve Quality continuously

c. Manage Productivity

i. Plan

ii. Monitor & Measure Productivity

iii. Improve Productivity

d. Team Morale

i. Plan

ii. Monitor Morale

iii. Motivate Team continuously

e. Manage Schedule

i. Plan

ii. Monitor work progress vis-à-vis Schedule

iii. Implement preventive and corrective actions as required

iv. Deliver on schedule

2. Reporting Functions

a. To the Management

b. To the Client

c. To Quality Department or SEPG

d. Participate in Meetings

3. Organizational Functions

a. Participate in Strategy initiatives

b. Participate in Quality Initiatives/Certification

i. Process Improvement activities

ii. Participate in Audits

iii. Conduct Audits

iv. Verification and Validation assistance to peers

c. Recruitment / Interviews

d. Human Resource Development (Training)

e. Assist in Project Acquisition

4. Miscellaneous Functions

Critical to Success (or is it Performance) factors for an SPM are Delivery Functions and Reporting Functions.

Reporting Functions take considerable amount of time – 

i. Project Progress Report preparation to the Management and the Client – for one Project – takes a half day per week – minimum

ii. Metrics – data collection, computation, and reporting – takes one day per week. This is mandatory in ISO/CMM certified organizations

This leaves only three and a half days for other activities! Some of the remaining time is spent on meetings, client-interactions, supporting other organizational limbs – thus SPM is left with very little time for coordinating and control activities leave alone problem-prevention, team motivations and others like them.

Delivery Functions – formal work allocation, de-allocation, capture data for Metrics and progress reports also takes considerable time.

The most popular tools used for these functions are spreadsheets like MS-Excel. While I was working for software development organizations, we have evaluated a few significant project management tools and found that none of them addresses the needs of a Software Project Manager.

What is the niche for PMPal?

I also worked for a few organizations that are certified for ISO/CMM as well as helped a few to get those coveted certifications. The work of collating and analyzing metrics was a gigantic task. From what I had seen, either the people involved were overworked or took short cuts.

We developed this tool, PMPal, with these twin objectives, namely,

1. Assist the SPM to save one day at a minimum per week and make his work less tedious so that he can concentrate on creative things for which a manager is best suited for

2. Assist the organization in the collation, including computation of metrics so that the people involved can concentrate on metrics analysis including causal analysis thereof

PMPal assist the SPM - 

Here is how PMPal assists SPMS – 

1. Software estimation becomes easier as a repository of estimates is available at hand with the Copy-From-Existing-Project facility of PMPal

2. Metrics are automatically made available to SPMs. No need to collect data for metrics or compute them – they are available at the click of a mouse.

3. Project Status, in terms of work, defect and change management, is made available to the SPM at the click of the mouse. No need to work every week collating and preparing status reports. SPM can concentrate on creative aspects.

4. Since metrics and project status are available to all concerned on their desk tops, SPM can save time on these tasks

5. It puts allocation of work, defect resolution or change resolution on a formal footing and ensures completeness of project

6. It ensures that all defects reported are resolved – thus improving product quality

7. It ensures that all change requests are resolved – thus ensuring fulfillment or all software requirements

8. It assists SPM in facing quality audits by making necessary info at the click of a mouse – no need to search all records

9. It helps SPM to benchmark the project at hand with others and effect improvement

10. It assists SPM in effective monitoring the work load of his resources and ensure fair distribution of work and thus improve the morale of his resources

It assists the SEPG or Quality department in –

1. Metrics are made available any time – the time spent in collating and computing is totally saved

2. It saves time spent in following up with SPMs for metrics as well as checking the accuracy thereof is saved

3. There is no time lag between metrics generation and availability

4. Metrics are available any time – not thru weekly status reports or monthly metrics reports

5. Provides a facility to convert the disparate size estimates in to one sizing unit and hence makes it easier to measure software productivity

6. Allows them to focus on analysis and benchmarking

It assists the management in –

1. Provides access to project status, independent of those in charge of projects – facilitates ensuring – proactively – completion of projects on time

2. Provides comparative figures of productivity and quality – facilitates proactive management intervention, where necessary

3. Facilitates Management-by-Exception

4. Thru a common software size measure (converted from other size measures) PMPal facilitates Management of Organizational Capacity – effectively

5. Facilitation of collaborative working between Delivery-Quality-Marketing

6. Allows marketing to prepare cost estimates in collaboration with SPMs

How does PMPal achieve the above?

PMPal achieves the above thru –

1. Software Estimation – PMPal provides for estimation of 

a. Software Size using all the popular size estimation techniques

b. Software development effort using organizational productivity figures

c. Software cost estimation – this can be achieved by the marketing department too

d. Software development schedule – making available a schedule with a number of pre-defined activities

2. Work Breakdown Structure module facilitates definition of work elements, allocate them for completion and enforce Verification and Validation activities

3. Defect Manager facilitates reporting of defects from any source, allocate them for resolution and track all reported defects to closure

4. Change Manager facilitates recording of all change requests, allocate them for resolution and track every change request received to closure

5. A easy to use – all items clickable; no need to type – time sheet to capture the effort being expended by resources that doesn’t prevent a person from entering more than eight hours per day – allowing realistic times

6. Metrics including organizational metrics, and project metrics are made available at the click of a mouse. The metrics can be viewed on screen or printed. These metrics are available –

a. Productivity Metrics

b. Defect Metrics

c. Change Metrics

d. Schedule Metrics

e. Effort Metrics

7. Administrative functions – 

a. Define a project

b. Manage users

c. Allocate persons to projects

d. Lock Timesheets

e. Maintain Masters for defect types, change types, cost items, development phases & tasks, holidays etc.

What the PMPal does not do”

PMPal does not provide for – 

1. Document generation for project plans, requirements capturing etc.

2. PMPal does not provide for passing instructions from one agency to another

3. PMPal does not provide for recording of minutes of meeting or recording of agreement on commitments between agencies

4. It does not make decisions – these are left to those that are best suited for decision making – experts in the organization. PMPal acts as a decision support system

5. PMPal is not web-based
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