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Having been actively managing projects since

1971, | have learned that | don’t know a lot. But |
do know this: Successful project managers have

been using tools, concepts and techniques long before the formalization of the PM process.
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Clearly, dating back at least as far as the building of the pyramids, there were people charged
with planning, resourcing, tracking, directing, collaborating, progress reporting and more.
Perhaps the first big project in modern times was the building of the transcontinental railroad.
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Over time, ways of communicating and formalizing project management took place. But through
it all, most seasoned project managers practiced the basics and considered all the tools and
techniques as assets to use as (and when) needed. Thus, it's safe to say that “hybrid project
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management”—using the tools needed to get the job done—has been with us since ancient
times.
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Yes, it is important to have a common language and terminologies in order to share and have
conversations about project management. The rub comes when we overthink things and get so
preoccupied with labeling that our focus gets misdirected. We begin to concentrate on form
rather than function.
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For example, on more than one occasion after completing a successful project (one that
achieved the objective of being on time and under budget, garnered buy-in and support and was
consistent with the values and culture of the organization), | was asked, “But was it agile?” (or
“Was it lean?” or “We didn’t use waterfall, did we?”).
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Imagine if you had a new roof put on your house and your first question was, “Which hammer did
you use?” Hybrid project management is about not limiting the process and tools to a specific
framework, but rather creating a flexible and adaptive approach that uses the tools and
technigues needed to get the job done.
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Simply put, hybrid PM practitioners do what works. They don’t really care or think about labeling
techniques, but rather care about understanding what tools and techniques work best and
knowing how to use them appropriately.
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In May of 2016, | penned an article entitled “Planning & Managing Development Projects — The
Hybrid Way.” | provided a chart (provided below) listing tools and techniques used in various
frameworks and processes:
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Component Framework/Process Output Examples
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e Alignment maps

e Impacted business
processes with related
knowledge/subject matter
experts and systems
involved

e High-lever GAP analysis
(road blocks, challenges
and impediments
preventing immediate goal
achievement)

e Time compression needs
and tradeoffs

e Post-deployment
performance metrics

Project Alignment
Validation — mapping and
quantifying project’s
deliverables in context to the
organization’s goals and
objectives; identifying key Series of facilitation work
stakeholders, business sessions coupled with
processes affected, knowledge pysiness analysis
experts, etc.
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e GAP analysis

e Current and future state
process models

¢ Data transformation events

Requirements Discovery -
Org goals and object GAP
analysis, business process

analysis, IT process support  |Lean workshops, Helix and triggers and rules
requirements (explicit / BPI, Kaizen, etc.
implied), alignment &
traceability mapping J—rT— gy,
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Macro Design - Data model
and dictionary maps,
deliverables, component est.,
business process rules, etc.
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Data structure analysis7
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Data models and
discovered conversion
issues

Business process rules
Key algorithms
Requirements lists
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Development Strategy — How
the requirements, design,
programming, testing, training
and deployment process is
going to work (how much
waterfall, how much agile, etc.)
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Project analysis and
collaboration
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Release plans
Deliverables (parsed to
plans and bundled)
Concurrent development
Options (teams resourcing
and deployment timing)

U U — R EH

AR GHEZ A& B Th
I AIAEND)
RIRFIZRAET DT AT >
a v (F—20DANEMEE
EEDY A7)

Development — Requirements
specifications, design, build,
test/train
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o Waterfall

e Agile

e Scrum
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Deployable functions,
modules, etc.
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Plan Execution - Manage,
recalibration, etc.)

All project management
frameworks

Project progress reports
Stakeholder
Communications
Roadblock removal
Sanity checks




Component Framework/Process Output Examples
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Single or multiple based

on release strategy

Deployment and Outcome * Performance/ROI
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In two recent projects, the approaches | used and the outputs produced had similarities and were
also varied. In the first (a development project), the work was organized into design modules and
deliverables within each module. Teams would check out modules and develop the detailed
requirements, design specifications and related prototypes. In this way, simultaneous modules
could be in process at one time. The QA of each module was centralized. The database design
component was also centralized.

EEO 25070yl MIBWC, BRBMERA LT Ve —F L7 0 N7y MCEBMEILZH -
DDA RN ELT-, 12HOZuY =7 b B T7ae =7 ) T, £
22— VOFXFEE 2 DFY 2 — VOREMZ PN TNE Lz, Y 22— L &R LW E
REHAFRE L, AR EBEET I HAELOBRFTE L TWE L, 2L HI2 LT, RIRHIHEE
DEY 2a—ANFaEREBELLNEEVWIDITTT, HrDEY 2—/LOERMEHEITELS S
NE LIz, T—F_X—AFFRERELENSINE LT,

In the second project (an ERP re-implementation), the effort centered around facilitating users
through a change analysis process that led to about 45 changes that were then organized into
about 20 mini-projects. The mini-projects were prioritized, with each designed to fix a specific
issue. The specifications for the changes consisted of narratives, business cases and process
rules. Changes were tested, approved and implemented using a continuous deployment
approach.
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The point here is that the approaches used were shaped around the needs of the project; it was
very organic. There was never a discussion about which framework was best. There were only

outcomes to be achieved and the effective use of people, processes and tools to achieve them.
That is pretty much how hybrid PM works in practice.
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With all that being said, | must confess that | have a preferred development framework when it

comes to leading process improvement projects that have a strong IT development component.
The tools and techniques draw from multiple disciplines, and is in that respect hybrid in nature.

Here is a high-level summary of the process...
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e Validate and quantify objectives: Spend time with management and key
stakeholders to confirm the project’s objectives—and to quantify those objectives in a
way that supports post-deployment success metrics monitoring.
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e Conduct requirements discovery work sessions and analysis: Organize
operational teams by end-to-end processes that will be impacted by the changes the
objectives imply. With each team, do the following:
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o Collaborate with them to specify what issues, practices and conditions
impact the achievement of the objectives and what changes would need to
be made to be successful.
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o Work with the same teams to decompose current processes (current state)
into their basic phases and pinpoint where the processes are deficient in
context to the objectives.
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o Once that is done, recast the process to reflect the flow with the changes in
place needed to support the objectives (future state).
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o Perform diagnostics on the new processes to identify IT touchpoints,
tracking and reporting rules and related deliverables (explicit and implied).



o ITHEM L o &iBlr, WERN, BE LAY (R0 L Z D
TRWbDEEL) ZHERT L0 LT nt XA TR2EET 5,

o Develop change concepts/use cases/business rules for each touchpoint
and deliverable.
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o Perform data structure analysis to create a data model that supports the
processes and deliverables.
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o Develop process models for each process/deliverable that depict how each
engages with data model tables (I/O rules).
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o ldentify additional functions and deliverables revealed by the I/O process
modeling effort.
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o Prepare work estimates for each deliverable for each stage of the SDLC
based on the deliverable type and complexity.
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e Translate deliverables into work packets: When complete, each packet contains all
the data and information needed to implement the deliverable (including business
rules, process rules, samples, prototypes, design specifications, code, testing
requirements, training requirements, etc.). Use sprints or other time-boxed
approaches to develop each packet.
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e Assemble, test, deploy: Tailor this effort based on the applications and environment
involved.
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The point to the above is that there is a difference between a hybrid development framework and
a hybrid project management framework. The two are often conflated. In actuality, the way any of
these development frameworks are managed has little to do with the framework’s process.
Project managers still need to develop charters, prepare communication plans, prepare project
plans, manage scope changes, manage budgets, assign and manage resources, conduct
progress reviews, prepare status reports, remove obstacles, etc.
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The tools and techniques change based on the organization, the circumstances, the culture and
more. More often than not, Project managers adapt their approach to fit the need, from the level
of project management artifacts produced to the way they work with people. For the hybrid
practitioner, one size doesn'’t fit all—nor does one framework fit all situations (at least,

that's myview).
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Within your organization, what latitude and freedoms do project managers have to mix and
match the frameworks, processes and tools used on the projects they lead? What level of project
success—delivering the value the project was intended to deliver—is your organization having
with the approaches it uses? | look forward to your observations and comments. As always, your
opinions and insights count, so leave them here or connect with me!
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