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One	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  Bono U2 

14	  November	  2010	   ©	  Gilb.com	   3	  



´One´ lyrics	  Is it getting better? 
Or do you feel the same? 
Will it make it easier on 

you now? 
You got someone to blame 

You say, one love, one life 
When it's one need in the 

night 
One love, we get to share 

it 
Leaves you baby if you don't care for it 

 
  
 

 

One love, one blood 
One life, you got to do what 

you should 
One life, with each other 

Sisters, brothers 
 

One life but we're not the 
same 

We get to carry each other, 
carry each other 

One 
One 

© POLYGRAM INT. MUSIC PUBL. B.V.; 
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A	  True	  War	  Story	  
111111	  in	  pracQce	  

•  How	  we	  found	  a	  value	  delivery	  step	  ´next	  
week´	  
– a	  week	  of	  value	  delivery	  beat	  11	  years	  of	  waterfall	  
method	  
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The	  Persinscom	  IT	  System	  Case	  

6	  
He	  who	  does	  not	  learn	  from	  history	  

Is	  doomed	  to	  repeat	  it	  

Commanding General 
 Norman Schwartzkopf 
 
´Stormin´  Norman´ 

©	  Gilb.com	   A	  Man	  Who	  understood	  that	  	  
“a	  bird	  in	  the	  hand	  is	  worth	  two	  in	  the	  Bush”	  <-‐tsg	  

	  



The	  ´Evo´	  Planning	  Week	  at	  DoD	  

•  Monday	  
–  Define	  top	  Ten	  cri:cal	  objec:ves,	  quan:ta:vely	  
–  Agree	  that	  thee	  are	  the	  main	  points	  of	  the	  effort/project	  

•  Tuesday	  
–  Define	  roughly	  the	  top	  ten	  most	  powerful	  	  strategies	  
–  	   	  for	  enabling	  us	  to	  reach	  our	  objec:ves	  on	  :me	  

•  Wednesday	  
–  Make	  an	  Impact	  Es:ma:on	  Table	  for	  Objec:ves/Strategies	  
–  Sanity	  Test:	  do	  we	  seem	  to	  have	  enough	  powerful	  strategies	  to	  get	  to	  

our	  Goals,	  with	  a	  reasonable	  safety	  margin?	  
–  A	  tool	  for	  decomposing	  the	  value	  steps	  and	  seeing	  best	  value	  for	  

resources	  
•  Thursday	  

–  Divide	  into	  rough	  delivery	  steps	  (annual,	  quarterly)	  
–  Derive	  a	  delivery	  step	  for	  ‘Next	  Week’	  

•  Friday	  
–  Present	  these	  plans	  to	  approval	  manager	  (Brigadier	  General	  Pellicci)	  	  	  
–  get	  approval	  to	  deliver	  next	  week	  
–  (they	  can´t	  resist	  results	  next	  week!	  
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US	  Army	  Example:	  PERSINSCOM:	  Personnel	  System	  

Monday	  
The	  Top	  Ten	  

CriQcal	  ObjecQves	  
Were	  decided	  
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Sample	  of	  Objec:ves/Strategy	  defini:ons	  
US	  Army	  Example:	  PERSINSCOM:	  Personnel	  System	  

•  Example	  of	  one	  of	  the	  Objec2ves:	  
Customer	  Service:	  
Type:	  CriQcal	  Top	  level	  Systems	  ObjecQve	  
Gist:	  Improve	  customer	  percepQon	  of	  quality	  of	  service	  

provided.	  
Scale:	  ViolaQons	  of	  Customer	  Agreement	  per	  Month.	  
Meter:	  Log	  of	  ViolaQons.	  
Past	  [Last	  Year]	  Unknown	  Number	  State	  of	  PERSCOM	  

Management	  Review	  
Record	  [NARDAC]	  0	  ?	  	  	  NARDAC	  Reports	  Last	  Year	  
Fail	  :	  <must	  be	  beher	  than	  Past,	  Unknown	  number>	  CG	  
Goal	  [This	  Year,	  PERSINCOM]	  0	  “Go	  for	  the	  Record”	  	  

Group	  SWAG	  

	  .	  
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US	  Army	  Example:	  PERSINSCOM:	  Personnel	  System	  

Tuesday	  
The	  Top	  Ten	  

CriQcal	  Strategies	  
For	  reaching	  the	  	  
objecQves	  
Were	  decided	  
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Sample	  of	  Objec:ves/Strategy	  defini:ons	  
US	  Army	  Example:	  PERSINSCOM:	  Personnel	  System	  

Example of a real Impact Estimation table from a Pro-Bono Client (US DoD, US Army, PERSINSCOM).
Thanks to the Task Force, LTC Dan Knight and Br. Gen. Jack Pallici for full support in using my methods.

Source: Draft, Personnel Enterprise, IMA End-State 95 Plan, Vision 21, 2 Dec. 1991. “Not procurement sensitive”.

Example of one of the Objectives:

Customer Service:
Gist: Improve customer perception of quality of service provided.
Scale: Violations of Customer Agreement per Month.
Meter: Log of Violations.
Past [1991] Unknown Number !State of PERSCOM Management Review
Record [NARDAC] 0 ? !  NARDAC Reports 1991
Must : <better than Past, Unknown number> !CG
Plan [1991, PERSINCOM] 0 “Go for the Record” ! Group SWAG

Technology Investment:
Exploit investment in high return technology. Impacts: productivity, customer service and conserves resources.

An example of one of the strategies defined.

A	  Strategy	  (Top	  Level	  of	  Detail)	  

Technology	  Investment:	  	  
Gist:	  Exploit	  investment	  in	  high	  
return	  technology.	  	  

Impacts:	  producQvity,	  customer	  
service	  and	  conserves	  resources.	  
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Wednesday:	  Sanity	  Check	  
Day	  3	  of	  5	  of	  ‘Feasibility	  Study	  

•  We made a rough 
evaluation  
–  of how powerful our 

strategies might be  
–  in relation to our 

objectives 

•  Impact Estimation 
Table 
–  0%    Neutral, no ± 

impact 
–  100%  Gets us to 

Goal level on time 
–  50% Gets us half 

way to Goal at 
deadline 

–     -10% has 10% 
negative side effect 
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Persinscom	  Impact Estimation Table:	  	  

Requirements 

Designs 

R D Impacts 

14 November 2010	
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Impact	  EsQmaQon:	  Value-‐for-‐Money	  Delivery	  Table	  
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Thursday:	  	  
Day	  4	  of	  5	  of	  ‘Feasibility	  Study	  

•  We	  looked	  for	  a	  way	  
to	  deliver	  some	  
stakeholder	  results,	  
next	  week	  

•  1 1 1 1 1 1 Unity  
–  1% increase at 

least 
–  1 stakeholder 
–  1 quality/value 
–  1 week delivery 

cycle 
–  1 function focus 
–  1 design used 

14	  November	  2010	   ©	  Gilb.com	   15	  



Next	  weeks	  Evo	  Step?	  
•  “You won’t believe we never thought of this, Tom!’ 

•  The step: 
–  When the Top General Signs in 
–  Move him to the head of the queue 

•  of all people inquiring on the system. 
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1	  1	  1	  1	  1	  1	  Unity	  	  
	  – 1%	  increase	  at	  least	  

– 1	  stakeholder	  
– 1	  quality	  or	  value	  
– 1-‐week	  delivery	  cycle	  
– 1	  funcQon	  focus	  
– 1	  design	  used	  
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“I	  kill	  men	  for	  a	  living!	  	  	  	  (	  General	  Pellicci)	  
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DecomposiQon	  Principles	  
A	  Teachable	  Discipline	  

How to decompose systems into small evolutionary steps: 

	   	   	  	  some	  principles	  to	  apply:	  
1•	  Believe	  there	  is	  a	  way	  to	  do	  it,	  you	  just	  have	  not	  found	  it	  yet!	  
2•	  Iden6fy	  obstacles,	  but	  don't	  use	  them	  as	  excuses:	  use	  your	  imagina:on	  to	  get	  
rid	  of	  them!	  
3•	  Focus	  on	  some	  usefulness	  for	  the	  user	  or	  customer,	  however	  small.	  
4•	  Do	  not	  focus	  on	  the	  design	  ideas	  themselves,	  they	  are	  distrac:ng,	  especially	  
for	  small	  ini:al	  cycles.	  Some:mes	  you	  have	  to	  ignore	  them	  en:rely	  in	  the	  short	  
term!	  
5•	  Think;	  one	  customer,	  tomorrow,	  one	  interes:ng	  improvement.	  	  	  
6•	  Focus	  on	  the	  results	  (which	  you	  should	  have	  defined	  in	  your	  goals,	  moving	  
toward	  target	  levels).	  
7•	  Don't	  be	  afraid	  to	  use	  temporary-‐scaffolding	  designs.	  Their	  cost	  must	  be	  seen	  
in	  the	  light	  of	  the	  value	  of	  making	  some	  progress,	  and	  geeng	  prac:cal	  	  
experience.	  
8•	  Don't	  be	  worried	  that	  your	  design	  is	  inelegant;	  it	  is	  results	  	  that	  count,	  not	  
style.	  
9•	  Don't	  be	  afraid	  that	  the	  customer	  won't	  like	  it.	  If	  you	  are	  focusing	  on	  results	  
they	  want,	  then	  by	  defini:on,	  they	  should	  like	  it.	  If	  you	  are	  not,	  then	  do!	  
10•	  Don't	  get	  so	  worried	  about	  "what	  might	  happen	  ajerwards"	  that	  you	  can	  
make	  	  no	  prac:cal	  progress.	  	  
11•	  You	  cannot	  foresee	  everything.	  Don't	  even	  think	  about	  it!	  
12•	  If	  you	  focus	  on	  helping	  your	  customer	  in	  prac:ce,	  now,	  where	  they	  really	  
need	  it,	  you	  will	  be	  forgiven	  a	  lot	  of	  ‘sins’!	  
13•	  	  You	  can	  understand	  things	  much	  beler,	  by	  geeng	  some	  prac:cal	  experience	  
(and	  removing	  some	  of	  your	  fears).	  
14•	  Do	  early	  cycles,	  on	  willing	  local	  mature	  parts	  of	  your	  user	  community.	  
15•	  When	  some	  cycles,	  like	  a	  purchase-‐order	  cycle,	  take	  a	  long	  :me,	  ini:ate	  them	  	  
early,	  and	  do	  other	  useful	  cycles	  while	  you	  wait.	  
16•	  If	  something	  seems	  to	  need	  to	  wait	  for	  ‘the	  big	  new	  system’,	  ask	  if	  you	  
cannot	  	  usefully	  do	  it	  with	  the	  ‘awful	  old	  system’,	  so	  as	  to	  pilot	  it	  realis:cally,	  and	  	  
perhaps	  alleviate	  some	  'pain'	  in	  the	  old	  system.	  
17•	  If	  something	  seems	  too	  costly	  to	  buy,	  for	  limited	  ini:al	  use,	  see	  if	  you	  can	  	  
nego:ate	  some	  kind	  of	  ‘pay	  as	  you	  really	  use’	  contract.	  Most	  suppliers	  would	  	  like	  
to	  do	  this	  to	  get	  your	  patronage,	  and	  to	  avoid	  compe:tors	  making	  the	  same	  	  deal.	  
18•	  If	  you	  can't	  think	  of	  some	  useful	  small	  cycles,	  then	  talk	  directly	  with	  the	  real	  	  
‘customer’	  or	  end	  user.	  They	  probably	  have	  dozens	  of	  sugges:ons.	  
19•	  Talk	  with	  end	  users	  in	  any	  case,	  they	  have	  insights	  you	  need.	  
20•	  Don't	  be	  afraid	  to	  use	  the	  old	  system	  and	  the	  old	  ‘culture’	  as	  a	  launching	  	  
planorm	  for	  the	  radical	  new	  system.	  There	  is	  a	  lot	  of	  merit	  in	  this,	  and	  many	  
people	  overlook	  it.	  
I	  have	  never	  seen	  an	  excep:on	  in	  33	  years	  of	  doing	  this	  with	  many	  varied	  
cultures.	  Oh	  Ye	  of	  lille	  faith!	  
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Rene	  Descartes	  on	  Focus	  
•  “We should bring the 

whole force of our minds  
– to bear upon the most 

minute and simple details  
– and to dwell upon them for 

a long time  
– so that we become 

accustomed to perceive the 
truth clearly and distinctly.” 

•  Rene Descartes, Rules for the Direction of the Mind, 
1628 
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•  That which remains quiet, is easy to 
handle. 

•  That which is not yet developed is easy 
to manage. 

•  That which is weak is easy to control. 
•  That which is still small is easy to 

direct. 
•  Deal with little troubles before they 

become big. 
•  Attend to little problems before they 

get out of hand. 
–  For the largest tree was once a sprout, 

•  the tallest tower started with the first 
brick, 

•  and the longest journey started with 
the first step. 

–  From Lao Tzu in Bahn, 1980 (also quoted in Gilb, Principles of Software 
Engineering Management page 96), Penguin book 

Tao	  Te	  Ching	  (500BC)	  
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•  www.Gilb.com	  
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