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8@ ABSTRACT

The gap between the agility of the market with its customers and the way of managing projects increases

continuously. Using a cybernetic model to steer this complex system allows to get more insights and to adopt

the way of project management. User integration, value commitment and delivery of customers’ expected out-

come in an agile B2B and B2C environment allows to create value as early as possible. The embeddedness of the

potential users, disturbing and mission and vision based steering is necessary.

1. Case

Executing IT projects within the financial
industry beside the above named constrains addi-
tional regulations and security aspects are taken
into account. In 2010 each 24 hours app. 7.2 billion
cyber attacks are executed and Bank transactions
are number two on the list of attacked branches
behind governmental institutions.1 According
to the regulations of the European and national
authorities (e.g. BASEL3, etc) the impact to control

risks increases also for projects as they have direct
impact on the products and processes. This leads
also to an additional impact on the operations and
also on the investments2. Finally each transaction
needs to be tracked within the financial industry
to defend money laundry and fraud, irrepealable
activities and handling stolen data.

To deal with these additional challenges the
projects have to ensure that all of the software is
secure by having long testing periods including
destructive testing. For each risk the financial
industry has to reserve risk capital. To be able to
minimize this capital one has to know the risks

e

FIGURE 1. Research model and used case-study of this paper

as soon as possible and precise design in advance. Making
sure that you know at each moment each activity also means
needing expensive tracking programs and double databas-
es (one for operation and one for tracking). Finally allow as
much as possible automated reporting based on the knowl-
edge that humans can make a difference between report n
and n+1. It seems to be that the only way to be careful about
these conditions is to use the Classic waterfall method.

2. Research approach

The following research model3 is necessary to give a
schematic overview (Figure 1) about the used methodology.
Based on this model combined with the description of the
technical research used the approach is briefly explained. [1]

Within this paper the theory about project based work-
ing as well as the basics of cybernetics in complex systems
are assumed as common ground. The practical Environment
within the financial industry are not described in detail
either. This paper deals with the new model of project based
working in combination with a case study. Finally recom-
mendations and conclusions will close the paper.

The research technique used is an exploring researchl in
combination with an exploratory case study [2]. The research
focuses on the “Why” and “How”. This single-case study is
holistic and describes one large case within the financial
industry [3]. The environment also remains the same for the
smaller references to validate the outcome.
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This paper will describe the new model for project based
working. As the case is limited these results underlie strict
assumptions based on the research methodology. These
assumptions are:

The research is within the financial industry. This tradi-
tional industry is strictly controlled by different national and
international regulators and just passed through a world-
wide crisis

The research is done within a worldwide acting bank-in-
surance company with their own group-wide acting ICT

The research was based on a case where all involved par-
ties and vendors are part of the company itself. This means
the Program and Project Managers, Sponsors, Developers,
etc. are the company’s own staff.

J. Research questions

Within the traditional metier of project based working
there is a strict split between the subject metier of project
management and the metier of organizational and human
related aspects. As there is interference between all these
aspects the first question is:

What extensions are necessary to the model of project
management to allow a successful management of projects
within a more complex environment where different compo-
nents of a single project are interfering with other projects?

The second question is about the speed of change of the
market, the customer and the necessary systematic man-
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agement to deal with these within projects. Therefore the
second research question is

How can we integrate a stable and agile steering into
projects to ensure a value-adding delivery with the necessary
and expected benefit?

These two questions will be answered in this paper.

4. Challenges on projects management
and investments in T

Managing an I'T-organization in the context of project
based working is not an end in itself. It is always a support-
ing activity to allow processing and to deliver value to the
customer. Thus there is a well-defined link between man-
agement on the one hand, and processing and delivery on
the other. Investments are also aimed to deliver added value
thus they are linked to management. This link is the well-
known link of project management.

From a historical point of view, project management
methods are following the market trends. From the early
beginning until today there is still a difference between the
agility in the way projects and programs are managed and
the agility of the end-customers using the delivered solu-
tions. [4]

The first steps were done towards splitting service de-
livery to the end-customer on the one hand and investment
management on the other hand5 with the result of a well
defined target system Scope (S), Timing (7), Resources (R)
and Quality (Q). This basic model is still valid in all market
standards (Figure 2)

Otto Scharmerl mentioned that there is a need to leave
the old management ways behind. This old principle was to
focus on “silos” in order to describe business structures as it
is traditionally done with the “over-the-fence management”.
His belief is that this management has led to the modern
crisis. This one-dimensional investment model must be
overcome inside as well as outside the business units. Thus
there is a need for a new framework.

The new framework for modern investment manage-
ment is based on two main ideas. The first assumes that the
investment management method changed in parallel during
the time described here[2] but with a slower speed. Howev-
er, today the motivation is to manage investments based on
finance-driven KPIs (Key Performance Indicators). The chal-
lenges of the agile end-customers and business, however, are
not manageable with methods based on this measurement
only. Thus the new view on project management regards
being prepared today for the future because — as Oster-
walder & Pigneur have argued - “today’s models are most
likely to be outdated tomorrow”[3]. As we look on modern
investment management methods like PMBoK4, PRINCE25
or COBIT 5.06, they are dealing with business investments
enabled by (IT) technology but they all focus on the one-di-
mensional investment management.

The second idea is based on the trends in the I'T market.
Let us consider Moore’s law[7] : The change on the computer
market growths exponentially. Modern researchers as Ray
Kurzweil [8] believe that the exponential improvement de-
scribed by Moore’s law will ultimately lead to a technological
singularity: a period where progress in technology occurs
almost instantly. Usage of IT will grow[9] and consumer-
ization will increase the complexity[10][11]. Other trends
are the battle of mobile devices, Internet of Things, hybrid
IT systems and integrated eco systems[12]. It looks as if by
2013, mobile phones will have overtaken PCs as the most
common Web access device worldwide and that by 2015,
over 80 percent of the handsets sold in mature markets will
be Smartphones[13]. The Internet of Things (I0T) is a con-
cept that describes how the Internet will expand because
physical items such as consumer devices and physical assets
(e.g, Google glasses) are going to be connected to the Inter-
net. Key elements of the IoT which are being embedded in a
variety of mobile devices, include embedded sensors, image
recognition technologies and NFC used for payment and
other transactions.

Both ideas together are not integrated in a structured
way in today’s management of investments and projects.
Therefore both are combined in a dynamic, multidimension-

FIGURE 2. Basic Investment Management on Scope, Timing, Resources and Quality
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al model. Here the cybernetic system will be used as starting
point for the model.

9. Projects management and

investments in [T using a cybernetic and
complex approach

Cybernetic systems can help to solve the challenge of in-
vestment management in a new way [14]. The economical as
well as the technological changes and their ever increasing
change frequency need to be integrated in new concepts of
IT investment management. The cybernetics systems offers
ways of looking at investment management which start with
the acceptance of embeddedness as part of the contextual
complexity. Together with further multiple perceptions it
tries to define and handle environmental influences and
system components to the benefit of the investment. This is
a view of investments as political issues on the organization-
al agenda rather than as closed-in activities construed out of
corporate goals, it means that these issues need to be piloted
through the whole organization while satisfying all relevant
stakeholders.

It means furthermore to deal with investment manage-
ment of the future. Thus it is necessary to be aware of com-
ponents within and outside the project in the business unit
that the investment is aimed for. Therefore the border of the
investment must be identified as the border of the business
system which interacts with its environment. Thus we need
to consider physical borders (like buildings, distance, etc),
and also social and psychological borders.

In this way the environment may be considered an in-
herent partner of the investment. The environment interacts
with the investment just like the investment interacts with
the environment. According to the degree of interactions
we can have an autarkic investment (low interaction) or a
dependent investment (high interaction) [15].

Using the original cybernetics of Norbert Wiener16
which concerns self-regulation and equilibrium stabilisa-
tion around a specified goal - the target of the project — the
projects are managed mainly through negative feedback
[17]. Additionally, the traditional system theories view the
cybernetic systems as closed systems with predictable
equilibrium; in early approach through finite number of
possible states. However, the non-linear nature exposes high
sensitivity to the initial conditions and multiple equilibri-
ums. Cybernetics treats the environment as a similar system
— which is not the case (each project is different). Therefore
we need to open the borders of the system and deal with the
interferences and environment.

Now let us look at a single project as a system with its
different inputs, outputs, internal processes, its environment
and its feedback loops which create the system stability and

allow change and development for the system

(Figure 2). This has been extensively analysed in the OS-
TO-Approach [18] (Open, Systematic, Technical, economi-
cal) which is being used here as the basis for the following
system discussion.

Each system has to deliver an output. This output has to
be the customer’s expected outcome. Only if we deliver what
is requested in scope, quality and timing with the available
budget will the system be reliable. The output is not merely
sufficient but necessary. The main terms to be considered
here are the Mission Statements. These represent the Reason
of Existence and Meaning.

The first statement to be considered is the reason for the
system to exist at all, e.g., the needs or expectations of cus-
tomers to make use of the products or services of the busi-
ness system. Today this Reason of Existence of the system
is usually well known to the system actors. Certain mission
statements are defined to describe this Reason of Existence,
and the main financial calculations in business cases refer to
such statements. All processes of today’s investment man-
agement in such a business system are aligned in this way
[9].

Modern investment management also has to deal with
the Meaning of its output with regard to the customers as
well as to society at large. It means the long-term value-cre-
ation of the system leading to future oriented execution of
output, long-term thinking and looking at the wider context
of the system’s output rather than the economic reality of to-
day. In this way the main content of this Meaning of system
output is defined.

Finally the basic reasons deal with the Basic- and Me-
ta-values, the philosophy of live and living as well as the
belief and conviction of the individual and the organization.
(Figure 3)

Following this system approach, it means to manage the
whole context of a project: to deal with all components of
the system including the acceptance of targets and long-
term aims, and to ensure the delivery of the output accord-
ing to the Mission Statements. In particular, the Reasons
for Existence of the system are to be coined as the Business
Objectives; they are distilled from the Business Needs in
an iterative and continuous process: Thus the continuing
existence of the system and the accuracy of defining the
Business Needs and Objectives are managed. Additionally
they provide assets as the input will be balanced with the
value of the objectives through (hopefully positive) feedback
loops (orange colour loop).

On the operational level, management means the align-
ment of the customer’s expectations of output with the
Objectives and its translation into business targets. Thus the
organization as a system will reach the expected fulfilment
of the objectives (blue colour loop). Furthermore there is the
management of internal and external disturbances (Risks).

It needs to be done with the resources available, within the
timing and the scope of the Target Core Processes which are
part of the tactical level of project management (Red colour).
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FIGURE 3. Complex cybernetic investment management framework

Both loops as well as the management of disturbance are
more or less integrated in the available approaches. Actual
research shows different methods (e.g,, Balance Score Card,
Management of Value, Risk Management, etc.) to deal with
these.

The system components are interacting within the
system as well as the system is interacting with the environ-
mentl as mentioned earlier. There is the need for stabili-
ty and orientation within investment management. This
orientation can only be given on a vision level through the
statement of the system Meaning. Long-term survival of the
business as this cybernetic system is dependent on having
defined sustainable and future-oriented Meaning state-
ments. The focus here is on the system usefulness in terms
of sustainability, e.g., in the context of individual, cultural,
ethical questions and expectations within society (green and
red colour loop).

These Meaning statements imply that there are values
defined for the owner of the investment. Values are one
dimension for measuring the effectiveness. Here we consid-
er efficiency versus effectiveness: Efficiency is measured as
productivity metric, and effectiveness is assessed by quality
metric [2]. Being efficient means to spend less time, less
money or less effort (or number of workers) on some output.
This was the main aim in investment management of the
traditional style. Being effective means to do the job ac-
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cording to the expected quality [3]. Quality of output in this
perspective means that the products or services have to be
valuable for the customer which means that they contribute
to the end-customer’s values.

Besides the original OSTO model, two new roles are
introduced in the system model as described here. The first
role is the Interpreter. It means here that the interpreter
has the responsibility to understand certain orders (e.g,
management decisions) and translate them into actions. The
interpreter has to be a part of the system to ensure that the
necessary actions are taken. Some references describe the
interpreter as mirror within the system to allow the system
to change according to new challenges [4].

The role of the interpreter is necessary as the steering in-
jection into the system based on feedback information. Thus
the second role is the Exterpreter. As the interpreter injects
signals into the system, the Extrepreter extracts information
from the system and its output, and changes this informa-
tion into a certain language to allow closing the cybernetic
loop [5] toward the interpreter. The Exterpreter needs to be a
model of the system itself, including the interaction with the
environment. Extracting information and preparing neces-
sary action that is as much as possible optimal would require
that the cybernetic model (of the system and the environ-
ment) used to make these predictions has a level of complex-
ity requisite to that of the system under regulation. Thus the

Exterpreter needs knowledge about the fidelity of the system
and agility of the environment [6].

By splitting the two roles the Exterpreter requisite vari-
ety refers to the ability not only to select but also to prepare
decisions and the Interpreter to carry out an appropriate
action, placing constraints on actuators as well as models. In
a complex system such as projects requisite knowledge and
variety are not usually possible, since models are, by nature
and intent, far simpler than the processes they represent.
Thus, one might think of regulation as influence, rather than
control.

Taking this system view into account, it means dealing
with the challenges within IT in a specific way: even working
in an agile business includes focusing on benefit and valuing
creation on mid- and long-term, beyond mere short-term
decisions. Some investors define objectives for risk (like KRI)
and performance (like KPI) by using investment portfolios
and managing these projects based on these figures. Others
use IT portfolio management to enable their management
teams to align IT investments with strategic objectives [7].
Others are using Cost-Benefit Analysis in retro-perspective
for IT investments [8]. The role of the project manager is to
ensure the feedback loops of the single project. (Figure 4)

At first glance it seems obvious that the project manager
can manage his project alone. The reality shows that stand-
alone projects without interacting with others are practically
not possible with IT. The specialism (everybody needs the
same resources), as well as the interactions between different
projects, leads to more complexity the project manager has
to deal with. In real life we can assume a finite number of
possible models of dynamic systems and their predictability
leading to the unavoidable imprecision. Due to the phenom-
enon of chance, predictability is bound to the probability
and hardly deterministic in such systems [1]. Yet, the short
term predictability is nevertheless feasible [2] , so this is an
attractive proposition for project management. Complex-
ity and chaos of projects are better reflected by non-linear
systems, which in turn are better manageable in adaptive
and self-organised distributed systems in which positive
feedback should be integrated in each project. This also leads
to the fact that one single person cannot represent the com-
plexity on his own.

Therefore, as mentioned above, modifications to the
traditional decision criteria — mainly economically and
technically focused — are necessary to value creation and
services delivery. The current emphasis on how, why, when
and for whom investment management systems, as stated,
are not suitable enough under this perspective [3]. Especial-
ly the human side of IT development needs to be changed.
Today’s approach is using a bottom-up methodology to
address a wider set of benefits and risks while creating the
greatest benefit for consumers and society. This can also be
improved by incorporating communal and societal criteria
and promoting growth. These aspects are wider than the
pure economical reason for existing. IT investments may
contribute with partial future proved solutions to resolve

many of the problems faced today by taking care about our
durability and not trying to solve the possible problems of
tomorrow [4].

As mentioned the complexity grows due to the the fact
that IT projects are not stand-alone. Resources are shared
and projects are linked to each other. Using the same
resources partly in all projects (symbolised by the collared
circles) will also lead to the fact that the individual core pro-
cesses are linked through the projects as well as the organi-
sational interests with the organisational core process. This
can lead to different outputs in different projects (e.g. delay
project 1 by advantage for project 2). These differences are
one of the starting point for the different external disturbing
forces. The system starts to swing with its own frequency [s].

The best project management should avoid these swings
because they delete energy which is not used for delivering
the expected outcome. The expected outcome is — see above
— linked to different feedback loops and needs to be tracked
constantly. Normally a linear thinking person will create
Balance Score Cards to evaluate each benefit. The system is
not linear so a non-linear approach is necessary to deal with
the complexity.

Handling the complexity within a project.

As it is not easy to track benefit and improved value
during the execution of the project, while a selected group
of trustable customers or users are in touch with the first
shippable product, a clear and open feedback allows estimat-
ing the available value and benefit [6]. As we pay attention
to all aspects in the cybernetic system we also know about
the humans in our IT investment system. Using the internal
humans in the system as a first iteration combined with the
feedback of the user group, it is easier to estimate the created
outcome for each feedback loop separately.

Using a balance score card (BSC) can help to identify a
mix of KPIs to steer the project. These allow a broader view
of the project. The initial developed BSC (Kaplan, Norton
[7]) focused on [4] financial, customer, learning and growth
areas as well as on the internal business process. The BSC
does not deal with the agility of the market and technology.
Gartner introduced the “Nexus of Disruptive Forces [8]”. The
4 main trends of the marked Social, Mobile, Information and
Cloud combined with the Consumerisation are a mirror of
the technological trends.

The agility of the customers as well as the agility of the
business as a reaction can be specified as Business Agility
model (BAM) [9]. As IT is a turbulent environment, busi-
nesses also need to be agile as well as the measurement
instruments. Here agile is defined, as the “ability of firms to
sense environmental changes and respond to them timely,
is an important antecedent of long-term firm success” [10].
All three market, network, and operational dimensions are
involved.

Both the Nexus as well as the BAM are steering the
evaluation of the BSC. The initial developed BSC is also a
moving target as the system itself is moving in time. In each
iteration all aspects of the BSC must be reviewed. This is a

JANUARY-APRIL 2014 | THE JOURNAL OF MODERN PROJECT MANAGEMENT @ &1



EXPLORATORY CASE STUDY /// CASE-STUDY OF A SYSTEM-CYBERNETIC PROJECT MANAGEMENT IN A MORE AGILE ENVIRONMENT

Target Core Process (TCP) % I'.
(o] ; L
t
: | - ®
Project Manager -
ettt s t
]

FIGURE 4. Cybernetic system view on a single project (old versus new)

possible reaction on the complexity. Therefore —
as described above - the Reason of Existence and
Meaning can provide stability and orientation in
the movement. This complexity can only be man-
aged by humans involved both within the project
as well as outside the project. (Figure 5)

Therefore we see that the first and most
important component of our system regards the
human element. He is the one who delivers as a
part of the team as well as the one who will use
the deliverables later on. This extension to the
original OSTO approach follows the agile trends1.
If we can organize a user group to execute reality
tests we will get additional non-monetary value
on top. This user group will take over the role of
“Extrepreter”, extracting the delivered value from
the system and then analyze it. Also as the results
of this extrerpretation the user group will also de-
liver input to the system as interpreter. Rather, the
people who are starting in a certain role in the IT
project (such as a specific web development plat-
form) will often have different talents, preferences,
and attitudes than others. Over time, bringing
both together and letting them work contempo-
rary will also make them develop different skills
and reinforce attitudes and existing behavioural
differences [2]. Customers start thinking as a de-
veloper and a developer starts thinking as a cus-
tomer. The user group becomes part of the team
and the exterpretation and interpretation tasks
are assimilated. This leads directly to a second
validation and steering loop with the reason of
meaning while the reason of existing is the loop
with the traditional (legacy) project management
based on the business case.
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Besides user groups integrated into the system
a continuous challenge of the contribution to
the benefits and value is necessary. Therefore an
X-reference is necessary to identify the contribu-
tion to the strategic drivers and also the values
and customer expectations are necessary. It is not
only necessary to do things right but also doing
the right things [3]. This investment management
principle should also be adapted to the reason of
meaning. Each potential shippable product has to
also fulfil this reason with his indicators. As these
indicators are more stable and combined with an
agile business approach, it allows the customer to
deliver as much as needed and as less as possible
solutions.

These X-references need to be made on dif-
ferent levels. Not only the fact that there is a link
between customer’s expected out-come and the
value and benefit but also the intensity of the link
is relevant4. The X-Ref have to be developed both
for the link between the stakeholders (incl. user
group) and the values as well as the link between
the value and the customer’s expected outcome.
This will allow the project manager to support the
selection of the deliverable items of the iterations
to create the customer’s expected outcome. A
wide spread set of visualisations is available to
present the results of these X-references [5]. Prac-
tical research shows that these visualisations are
necessary for the success of the project [6].

Furthermore, as the criteria are changing
due to the agility, a review of taken decisions is
necessary to explicate the reason for changing the
criteria as well as identifying the derivation of the
delivered value of the project. Changing the BSC
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FIGURE 5. Development of the BSC in time for a complex cybernetic system

normally only leads to a new start but not to a review (Figure

6). This review can lead either to a:

© Positive Gab: the delivered value is higher than the expected
value. The decisions made in the past are still valid and the
potential shippable products are even better usable;

© Negative Gab: the delivered value is lower than the
expected value. The decisions in the past leads to deliver
the wrong products which are no longer suitable

The agility in environment, criteria and people leads to
an adopted “agile” Program Management Approach. Each
iteration starts with a steering committee (Why and based
on what —BSC-). Then the project definition (What should be
done and how) follows and defines — if sufficiently detailed —
the delivery. The evaluation will review all results based on
the BSC and deliver these results to the prioritisation includ-
ing the BSC-review. This circle is called Program Manage-
ment Circle Agile (PMCA)1 (Figure 7).

6. Running through the circles within
financial industries (case based)

Using a Program Management Circle Agile (PMCA) as
mentioned above, in combination with agile B2B and B2C
one can also handle these projects iteratively. Therefore each
iteration follows the same process:

© Steering Committee
© Project definition
© Delivery

© Evaluation and preparation

The Steering Committee brings customer and suppliers
together. From both sides the decision makers are necessary.
A Steering Committee without decision authority is useless.
The Steering Committee is prepared by the Program man-
ager in cooperation with the sponsor who is the chairman.
During the Steering Committee the objectives and values
(Criteria of the BSC) are managed and the steering of the
program reviewed. Definition of priorities and projects and
decision taking close the monthly meetings.

The first 5 days after the Steering Committee the Project
definition is executed. Tasks are

© Design architecture
© Project delivery

© Preparation project charters and change
Vision statements into projects

© Definition of resources and processing time

© Translating of decisions into requirements

As the level of details increases with each iteration the
Project definition can be splitted into the pure Project defi-
nition (PD) and similar tasks during Work Execution (WE).
A possible list of deliverable in details can be found in the
Table 1.

Once projects are decided for delivery the Project deliv-
ery can start. The first steps are preparation project char-
ters and change Vision statements into projects including
the definition of resources and processing time. Then the
delivery can be executed either with an adopted “classical”
waterfall method with monthly “check-points” or an agile
approach.

This leads to the fact that many market entry points are
missing due to management complexity. These market entry
points are specific moments in time (like fairs, events, change
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of regulations, etc.) which are fixed externally.
Unfortunately the time between facing this point
and optimal market entry point is relatively short.
A full blown IT project dealing with all aspects
valid for IT in financial industries will lead to a
delay or extend to unacceptable costs.

In the case of revamping the automation of
a back-office should be done. The task of this
back-office was fundraising and grand manage-
ment. The actual system was built in End-user
tooling (Access) and run out of support and, on
top of this, did not fulfil the legal requirements.
Over the years the implementation was extended,
reduced or changed to the extent that nobody ac-
tually knows the functional and technical design.
The integration of these applications with the core
data system of the financial institution was also
organically grown.

Together with the customer it is necessary to
implement an iterative business implementation
based on a pre-defined value system where the
traditional project management aspects (budget
and timing) are in the minority. As one of the
most important values is the X-reference between
value and cost per customer’s expected outcome.
(Figure 8).

The integration of these applications with the
core data system of the financial institution was
also organically grown. The whole program was
executed within a defined budget. This was before
the first iteration is reduced by 25%. The first iter-
ation then starts with defining the management of

Creation Value
(BSC)

A

| Value gap based
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the program and the first high-level pre-studies.
The core processes are defined and agreed with
the customer. The scope area and Eco system was
defined. (Figure 9).

In the next two iterations the scope is contin-
uously and incrementally defined. At the end of
these two iterations we had enough details avail-
able to start with the work execution to deliver
value to the customer.

The fourth iteration was based on a temporary
export of data processed in a created Excel file.
After each week a manual process was execut-
ed to import the data again to the core banking
system. Using this first almost manual business
process allowed the customer to continue with
the business. The link between business process
and IT process was loosely coupled.

In the fifth iteration we executed a RFI/RFP
where we request external vendors as well as
internal ICT department to apply it. The “build
or buy” decision was fully integrated into the
RFP-procedure. Based on trust IT the customer
selected a package with tailored interfacing to the
core banking system.

The sixth iteration was the implementation
of the package for the back-end and integrates
this with the core banking system. The build-in
processes are implemented which leads to chang-
es to the actual business processes. In this case
the adaptation of the business process towards
the presented processes of the package was more
efficient and effective then changing the package.

FIGURE 6. Results of recalculated Earned Value with new BSC
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Once the package was installed on a test-environ-
ment both customer and IT together developed
(screens, workflows and documentation) in weekly
iterations. After a period of 4 weeks parallel use
of the pilot (package) and the manual process the
user group asks for a full roll-out.

The seventh iterations then extend the
back-office package with the web portal of the
customer, and extend the functionality of the
interfaces with the core banking system. The web
portal allows the broker on the field to access a
part of the data of the package without contacting
the back-office. This increased the benefits and
fulfils the need for more autonomy of the employ-
ees in the field.

The eighth iteration then provided the full
integration with the bank-branch system. As this
system is under the control of regulators these
changes have to be developed according to spe-
cific regulations. This case shows that the combi-
nation of an agile business approach with loosely
coupled business and IT processes in combination
with trust and an empowered user group enables
a delivery 6 month earlier (instead of 24 month we
delivered in 18 months) and with almost 18% less
than the foreseen budget. The users themselves
decided the delivered features and got more in-
sight into the processes both on business and IT.
The delivered customer’s expected outcome fits
almost 93% of the expectations and until today
(4 years later) the cooperation between IT and

customer still allows an effective delivery during
maintenance.

This was also seen in the positive review after
the program. Executed by a neutral assessor the
results of both customer and suppliers are posi-
tive. (Figure 10).

The opposite is that the expected effort and
flexibility of both customer and IT resources
was increased. Also a certain level of maturity
and tolerance was necessary to work in the user
group. Some members still believed that the “over
the fence” method would have delivered more
valuable outcome, at least in the short term.

1. Conclusions

Project Management is developed over the
years. The historical discussion shows that the gap
between the agility of the market with their cus-
tomers continuously grows. For IT the additional
challenge of the rapid changing technology is a
surplus on the gap.

Using a system-cybernetic approach for
project management shows that the traditional
business steering case bases is not sufficient. To
be able to follow the markets there is a need for
different adaptations on the project management
inIT.

The first change is to integrate as soon as
possible all parties in a user group. Even custom-

FIGURE 7. Agile program management approach with stabilized delivery
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FIGURE 8. The used value system to evaluate the customer’s expected out-come
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FIGURE 9. Definition of the scope area and Eco-system.
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Organisational control

FIGURE 10. Result of the evaluation

ers or users should be integrated from the early beginning.
Only they can assume the acceptance of any solution. As the
market is rapidly changing there is no second chance once
the user and customers are lost. This principle of “embed-
dedness” allows to follow the market. Therefore an iterative
review of the value system is necessary.

The second adaptation is to keep the traditional KPIs in
mind but focus on values and meanings. These values and
meanings are more stable and allow the investor to create
identification. Of course each investment should still fulfil
basic economical rules like having a positive Business Case.

The third adaptation is agile cooperation in business as
well as IT. In many cases there is no need for a full blown
implementation for a first market entry. A market entry can
be done with a first preliminary system, even manual. Tak-
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ing this into account the business service to the customer
will be the leading in creating value and I'T will follow.

To be able to execute projects with these changes trust
between IT and business must become granted and both
parties need to keep the targeted value in mind.

A case in the financial industry shows that the above
named prerequisites in combination with an agile business
approach with loosely coupled business and IT processes
together with trust shows significant results. A delivery
6 month earlier (instead of 24 month we delivered in 18
months) and with almost 18% less than the foreseen budget
and a fit of almost 93% of the expectations is the measurable
result. Furthermore, the exchange of knowledge and more
insights of the other groups are also provided.

Check the references at
http://www.journalmodernpm.com/
public/issueo3/Papero7Refs.pdf
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