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· Competitive Engineering:

· 12 Powerful Practices 

· for winning more profitable business

·  for Indian Corporations
· by Tom@Gilb.com
· 'Why Evolutionary Stakeholder Metrics
· provide a High-Value Approach'
· Here are 12 Principles that will, in my opinion, help you win more-profitable business.

· 12 Powerful Principles for Project Perfectioning (12-PPPP)

· Assume the Customer will not ask for what they really want

· Help the customer focus on the top ten most critical quantified requirements

· Quantify all critical customer and technical requirements

· Evaluate all designs, strategies, architectures based on numeric contribution to the agreed critical project requirements.

· Base your contract on achievement of the top 10 requirements

· Earn money based on result delivery

· Offer competitive bids based on low risk for customer

· Learn early and often about requirements delivery and costs

· Don’t forget all the other 34 stakeholders

· Under-promise and over-perform

· Sell the requirements improvement service

· Allocate 20% of effort to quantified technical qualities.

· Let me summarize these principles: 
· Focus your corporate energy to provably deliver results (not focus on process itself)
· You must help your customers define the results they will really appreciate (not necessarily what they initially say they want)
· There are several current cultural problems standing in the way of this obviously desirable outcome.

· Your client is probably very poor at clearly telling you what they really want.

· Your own organisation may not have a policy of helping them to specify what they really want. Just to do what customers say.

· Your own people may not be trained to make an improved statement of requirements with your customers.

· You, as a top manager might not be sure how to do this, or even sure why it might be good for your business!

· So, it is my job here to give you enough ideas and facts that you can take a position on this, and perhaps experiment with one client or potential client to see how things work out!

· The Principles in Detail

1. Assume the Customer will not ask for what they really want [1]

· My extensive experience in analyzing project requirements makes me conclude the following:

· The really critical objectives are not clearly stated (measurably, testably)

· At best they will be presented with some nice sounding phrases (“Enhance effectiveness”)

· They will be buried in a much larger mass of more-detailed ‘supporting’ requirements (technical design)

· The real needs of the people paying for the project will not be the driving force – unless you do something about the situation

· Why?

· People are not trained to look for and quantify the critical objectives

· Management does not insist that the critical factors be the key drivers of the project

· Managers do not know how to quantify and clarify some of their most important objectives [2]

2. Help the customer focus on the top ten most critical quantified requirements

· Establish formally the top few most-critical objectives – the top ten (maximum) –     3±2 is fine!

· Get agreement that the whole point is to reach these objectives

· and that everything else is merely supporting detail

· Contract for these results – how about ‘no cure no pay?’ [3]

3. Quantify all critical customer and technical requirements

· Did you know that it is possible to express quantitatively any technical or management performance variable objective?  Any quality, any ‘-ility’ ?

· How many critical objectives have you or your customer failed to quantify?

· Can you quantify your customer’s effectiveness, adaptability, competitiveness, productivity?

· You need to define a scale of measure

· Intuitiveness: (A real example from Ericsson Sweden [3, p. 162]

· Scale: Percentage Probability that a defined [Individual Person: Default: Trained Operator] will find a way to perform a defined [Task Type] without reference to any written instructions, other than the help or guidance instructions offered by the immediate system screen (that is, no additional paper or on-line system reference information), within a defined [Time Period: Default: Within one second from deciding that it is necessary to perform the task].
· You need to define required points on that scale with a number. For example:

· Goal [Tasks Done [<1/week (but more than 1/Month)]]: 99%? <- LN.
· The easiest way to access quantification ideas is to Google, them for example ‘Intuitiveness metric’.[4]

4. Evaluate all designs, strategies, architectures based on numeric contribution to the agreed critical project requirements.

· I find that most solutions (designs, architectures, strategies) are not seriously evaluated at all

· They are named, there is some hint that they are good ideas

· But they are often not separately cost evaluated (long term and short term costs)

· And almost never do I see an estimate of the degree to which they would satisfy the target levels of the objectives on time
· Nor do I see serious risk evaluation of the solutions

· This seems incompetent and irresponsible to my eyes

· But you will get a winning edge if you make it your policy to do serious evaluations:

· It is difficult to know exact answers

· But if you try, you will gain clear advantages

· Including the respect of your customers

5. Base your contract on achievement of the top 10 requirements

· How do you get paid?

· By the hour of effort?

· By a fixed price bid?

· What would your competitive position be if you said “Pay us when we prove success for you”

·  - and your competitors say “Pay us even if we fail”

· If your organization is incompetent, then you should take their money and run, whatever the result

· But will the customer return?

· Will they tell others about your services?

· What if your terms were such that you earned twice as much when you succeeded?

· Might this motivate your organization to learn to succeed?

· Would you have a management tool to know how good your project managers and senior technologists really were?

· Would you have a powerful competitive tool to motive your own organization to learn superior capability?

6. Earn money based on result delivery

· If you were the customer, would you not prefer to pay even more money – as long as the result made the customer management look really competent?
· Paying the lowest bidder to fail is not half as much fun as paying a lot more to succeed?
· There is no reason you should not be able to charge much more than normal, and still win the bidding competition. But then assume you have to deliver interesting agreed results but you yourself accept payment. With luck, your competition will not even know or understand  the game you are playing
· In addition, there is no need to wait for payment until the end.
· You can charge early and frequently based on incrementally better results delivered by your project.
· Of course this will force you to focus on getting early results to your customer
· But that is a win-win situation you want to be in if you can do it at all, and you usually can! 

· For example

· You invoice weekly, for your initial estimate, if and only if you testably delivered what you promised at the beginning of the week.

7. Offer competitive bids based on low risk for customer  WE DELIVER RESULTS – NOT JUST SOFTWARE

· Your customers would (assuming they are rational and sane) prefer to go with a supplier where they have the lowest risk themselves/
· Your message to customers says
·  “just start working with us. 
· Call it an ‘evaluation’ if you like.
· Give us a chance to deliver real results to you early and frequently. 
· You can’t lose. 
· Our competitors are just out to milk you for money, even if the project fails (OK you don’t say this directly, it would be impolite! But there are ways to remind them of this probable truth).. 
· We will only bill you, and only stay in business with you, if we deliver great results that make you look good.
·  If we are not competent (you are right to be worried in general!), you will quickly discover that, and exit. 
· But if we are competent (and we would not make you this deal if we did not know we were) to get those results for you, then you have nothing to lose by starting immediately. 
· But – you do have to get out of the mode ‘write me some software’. 
· You have to allow us (your organization)  to help you put the results in place, in your organization, and with your own customers.
8.  Learn early and often about requirements delivery and costs: your new organization: “rapid learning, merit pay”.
· HOW?
· I can tell you the theory [3, 2] but your staff has to learn to apply it in practice
· The beauty is that your necessary project management method is structured like a series of very small (1 week to 1 month) mini projects
· There is completion, or ‘closure’, at every one of these ‘Evolutionary Result Delivery Steps’ (Evo Steps, [2, p.356])
· At the beginning of each step, your staff estimates benefits and costs. 
· At the end of each step you test and measure what really happened.
· If people do not actually understand what they are doing, then the motivation and information, with short feedback cycles, is very strong, and quick course-corrections will be made.
· People learn really fast, under such conditions
· You can choose, as a CEO or CTO, to make sure they have those learning conditions.
· That is your new organization: rapid learning, merit pay.
· When they succeed, make sure they share directly in the profits! The profits on their project.
9.      Don’t forget all the other 34 stakeholders

· Too few software project methods make sure that stakeholder analysis is done at all, and done thoroughly.
· That is why projects fail. Unhappy stakeholders.
· There are many different stakeholders and you will never get all critical requirements if you do not analyze them carefully. [5, 2]

10. Under-promise and over-perform

· One of my favorite clients, Trond Johansen of Future Information Research management (FIRM) likes to say “Under-promise and over-perform”. He really does that as his case study confirms [6].

· Of course both under-promising and over-performing need to be done quantitatively. “Superior state of the art effectiveness” could be misinterpreted

· It is also important that your project staff get early and frequent experience in estimating (at the beginning of an Evo step) and measuring ( at the end) and learning what is realistic.

· One way to manage this is to carefully distinguish between your constraints, your main goals and stretch goals [2]

· Customers like to deal long term with suppliers they can trust.

11. Sell the requirements improvement service

· There is a big problem out there with your customers

· They universally write very bad requirements

· Unclear [2]

· Not relevant level [1]

· You could take the position that: ‘this is not our problem’

· Or your could say ‘this is a business opportunity’

· To get a higher level of entry to the client

· To get more respect from the client for level of capability

· To sell additional services to the client

· And to improve the probability that your projects will be better for you 9 and your client)

· I promise you 99.9% of the business out there are in dire need of much better requirements.

· Using my agile technique Specification Quality Control, we can as a rule, using customer managers as requirements checkers, get them, in less than 1 hour to ‘detect’ over 100 major defects (in their judgment) per page of a random representative sample of their best requirements! [2. pp 248-9, 244-5] and [7]

· When they experience that – and you can help them on your first sales visit – they are ready to pay you for help.

12. Allocate 20% of effort to quantified technical qualities.

· It is tempting to meet the immediate customer stakeholder needs for immediate everyday system qualities like reliability, usability and speed.

· But as any stakeholder analysis will tell you there are some other ‘quality requirements’ that the daily user is not very concerned with, like maintainability, adaptability, portability, auditability and testability.

· Notice that these qualities are related to the longer term economics of the system you are building.

· One client of mine uses about 20% of their software development time, on a monthly basis to invest in these longer term benefits.

· This affects your supplier business in two ways:

· You get more paid work to do for your client, because it saves them money in the long run. They invest now for a longer term payoff

· The future work of maintaining and extending the system will be easier for your own staff.

· Summary:

· There are a number of practical business opportunities listed above. They need to be led by software house top management. They will not be dictated by customers and unlikely to come from your troops.

· They are opportunities founded on two basic principles:

· You can and should quantify the top critical qualities of your projects

· You can and should estimate and measure those critical qualities, and integrate that into your bids and contracts.

· If you are looking for a way to differentiate your company from the run of the mill software house, then mastering qualities is a clear opportunity.

· Do qualities early and do it well. Make measurable quality a major part of your business.

· The Nutshell:

· Focus on Stakeholder Qualities, 

· Numeric Qualities, 

· Do a small step, measure real results
· 1. Gilb, Tom

· Real Requirements: How to find out what the requirements really are. Talk in Proceedings INCOSE, Rochester NY July 2005.
· 2. Gilb, Tom, "Competitive Engineering: A Handbook for Systems Engineering, Requirements Engineering, Software Engineering Using Planguage", Book published July 15th 2005, UK. The Indian edition will be available shortly from your local bookseller priced Rs. 395/-. http://books.elsevier.com/engineering?isbn=0750665076

· 3. No Cure No Pay: How to contract for Software Services on a No Cure No Pay basis © By Tom@Gilb.com, February 2005. Unpublished. It is either at www.gilb.com or I will send it on request.

· 4. Application of Human-computer Interaction Theories to Information Design on Internet Portals 

· by Sushma Rao , http://scholar.lib.vt.edu/theses/available/etd-11192002-164448/unrestricted/ThesisSushmaRao.pdf
· This is one of 715 hits (“Intuitiveness metric”), number 4, with a perfectly good set of MSc Thesis ideas about how to tackle ‘Intuitiveness’.

· 5. Goal Directed Project Management: Effective Techniques and Strategies by Kristoffer V Grude , Erling S. Andersen , Tor Haug, 256 pages, 7 1/2" x 9 3/4", March 2004,  paper, ISBN 0 7494 4186 0, $45.00. Very strong on stakeholder analysis, and early to recognize the importance of it (10 years ago).
· 6. From Waterfall to Evolutionary Development (Evo): How we rapidly created faster, more user-friendly, and more productive software products for a competitive multi-national market, by Trond Johansen and Tom Gilb, Paper presented at INCOSE 2005 Rochester NY. On www.gilb.com. See the public results on http://confirmit.com/news/release_20041129_confirmit_9.0_mr.asp
· 7. Gilb, T., Agile Specification Quality Control, Cutter IT Journal,  Vol. 18 No. 1, January 2005,  pp35-39   , www.cutter.com.

·  Tom Gilb has been teaching his ideas and supporting Indian IT organizations, for a quarter of a century, since Tata Consultancy invited him to work with them in the 1980's.  His main message then, and is still, do not focus on cost, focus on superior quality! All this work, many month-long trips all around India, together with his wife,  was volunteered, with no fee, to help the Indian IT Industry get started. He last trained people in India in 2000, including Tata Consultancy Executive Training, QAI conferences and courses, and in house courses at many of the most advanced Indian IT organizations.

· 
 Tom is President of ‘Art of Living’ in Norway, and a devotee and friend of the founder of AOL, Sri Sri Ravi Shankar [Main Ashram Bangalore]. At the request of his guru,Tom trains ‘Art of Living’ people internationally in the Gilb planning methods. With this background Tom and his family have great respect for Indian Culture and Philosophy, and  are a part of promoting it worldwide. 

· ·
His new book ‘Competitive Engineering’ (published July 15 2005, will have a special Indian Edition [Elsevier]. 

· ·
He is now  visiting India again to give this Keynote and give a tutorial at the NASSCOM conference  (August 2005, Bangalore).

· He is the author of 9 books, including the 1976 ‘Software Metrics’ which was the foundation for CMM level 4, and ‘Principles of Software Engineering Management’ (cited as seminal for the Agile methods, such as Extreme Programming). His methods are adopted corporate wide by major corporations such as Intel, Nokia, HP, Citigroup, Symbian, Microsoft, General Electric, Philips Medical Systems.

· Tom@Gilb.com
· www.Gilb.com

· +47 66 80 1697 (Home office)

· Mobile: +47 920 66 705

· Mail: Iver Holtersvei 2, NO-1410 Kolbotn, Norway

· Tom with a ‘friend’ from Bangalore, in Oslo Norway 2004.[image: image1.jpg]






