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Software Development Projects—
Operations Integrated Approach

By Channaveer Channashetti, PMP

ith the passage of time, IT organizations have
Wbecome an integral part of almost every function
of every industry. This has led to increased

budgetary allocations and provisions for
supporting, enhancing, and adding new
software systems in all segments, year after
year. ‘ ‘
As a result, numerous opportunities
have arisen to make processes more
efficient and productive, yielding
better quality at reduced cost. Of
course, the caveat is “provided
that I'T is designed and deployed
effectively.” This caveat is key, as all
of these developments have occurred
at an exponential rate over a relatively
brief period (10 to 20 years). There hasn't
been enough time for teams to learn from one
another’s mistakes, to share lesson learned and best practices.
Inevitably this has allowed for too many “reinvention of the
wheel” situations, with teams faltering over similar if not
identical errors—spending time, effort, and money on fixing
these same errors instead of working on progressive plans.

This situation would lead one to believe that it takes
a great deal to ensure that IT is productive. It requires the
right functional and technical knowledge, adequate time
and budgets, and meticulous planning. If any of these are
compromised, it invariably leads to suboptimal results. With
a changing economic environment, one cannot afford this.
One cannot expect to repeat mistakes, as there may not be a
chance to correct them. “Do it right the first time” must be
our mantra.

In this article, we will discuss the approach of “leveraging
the knowledge and experience of the resources” to make
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IT more efficient and productive. As Operations and
Development are another form of the “chicken and egg”
conundrum, we presume that the I'T organization already
exists as part of an enterprise and is operational.
In this case, this would result in a project
development wing to address the continual
IT improvement and changing requirements of
the I'T consumers within the enterprise.
Typically, the development projects can
be broadly categorized as discussed
below.

Application Modernization
Portions of an existing legacy application
being migrated to newer technologies or
revised/improved processes. It is obvious
that the technologies evolve over time and
eventually become obsolete. Undoubtedly, this
has been one of the major areas for the projects in recent
years, as most of the organizations have decided to move away
from mainframes to open systems, and have favored web-
based technologies over desktop applications.

Application Consolidation

This refers to merging of two or more existing applications
with like functionality and thereby realizing reduced cost of
IT in terms of fewer applications, hardware/software tools,
data store/compliance requirements, and so on. This is one of
the growing areas for I'T projects.

Application Enhancements

Adding new functionality to existing applications with an
objective to automate more and more processes and thereby
achieving improved productivity. Also, another common



objective is to improve performance of some functionalities
and processes. These are expected to result in the more
efficient and effective use of resources in line with the long-
term strategy of the enterprise. These are typically ongoing
projects in small scale and size.

Application Development

Adding new applications to the portfolio with an objective
of automating more processes and hence, minimizing
human intervention and errors. Another objective is that of
improving the turnaround times, and thereby reducing the
overall process time. These are expected to result in a further
reduction of resource costs and improved quality in line with
the long-term strategy of the enterprise.

To accomplish these objectives, it is important to
understand the composition of the team delivering these
development projects. This is where Operations and
Development teams come into the picture. Operations and
Development complement each other as one leads to the
other. Which comes first is dependent on where you start!

If you are taking over operations responsibility for an
existing group of applications/services then, your first goal
would be to build the knowledge and expertise required
to provide the support/services. Once the operations are
stabilized, there will be the opportunity to tune and enhance
operational aspects. And they can yield the development
opportunities one is looking forward to.

Alternatively, if you are delivering one or more
applications at the enterprise level, there lies an opportunity
to sustain it beyond its deployment. This opens up doors
for setting up Operations support teams with long-term
objectives.

Thus, it can be a chain of activities, with one opportunity
leading to another. It is very important to build the teams
leveraging each other.

How will this help?

As part of Operations, one gains the knowledge about the
following key areas:

e Functional features and nature of the application(s) as it
exists today

e User base and their needs to make the application more
useful

e External and internal interfaces and mutual dependencies

e  Gaps, limitations, and opportunities

Let us consider the following example. An Operations
Support team interacting with end-user to resolve the issues
reported bumps into many segments of the application

PMI Virtual Library | www.PMl.org |

code during diagnosis. This enriches their knowledge of

the application considerably over time, but it hardly gets
documented unless it is closely related to the issue on hand.
Even then, it actually depends on the level of details being
captured. This is the gold mine one should look for. This
helps in identifying the potential areas for improvements and
enhancements in advance and helps in better estimations
and expectation commitments. Of course, there may be
other artifacts, such as defect trackers, problem reports, and
root cause analysis documents, and so on, which would also
help in better understanding the scenario. But, as any I'T
practitioner would agree, “wisdom” is never documented!

Let us take another example: A legacy application has to
be restarted every two weeks as part of its support activities.
Is it documented why it was required? It may not be. Some
team deployed it many years ago and some other team
supported for few years and now a new team is supporting
this application after taking transition from an earlier team.
Somewhere along the path the information has vanished.
And now, if the project team signs up for zero downtime
performance, they are in for a big surprise!

Now an enhancement is being done to the application
that didn’t take into account this limitation, and therefore
it is bound to fail unless the root cause is nailed down and
addressed. One would have to be very lucky to find the
limitation easily resolvable. More often than not, this could
be a project in itself! This results in overrun of schedule and
efforts and directly impacts the project budget. In many cases,
it may impact the “early to market” advantage too, resulting
in even bigger pains.

These are just a couple of the numerous possible
instances where a project team will find that they have signed
up for something much bigger than what they expected.
Sometimes there is a whole paradigm shift due to the
roadblocks envisaged. It is always in the best interest of all of
the stakeholders to unearth such possibilities as early on as
possible.

Hence, in any Development project related to specific
applications, it makes sense to involve the resources with
operations knowledge as at least part-time members during
the various phases (pursuit/requirements/design/construct/
coding/Deployment) of the project. This increases the
chances of delivering a better-quality application to the
end-users on schedule and meeting their expectations. As an
Operations Team would share their experience during the
early phases of the project, it will mitigate the surprises and
pitfalls that may otherwise surface only after the application

is deployed.
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As a part of Development, one gains the knowledge about
the following key areas:
e Functional features and nature of the application(s)
related to new enhancements
e  User base and their needs in specific areas of functionality
e  Gaps, limitations, and opportunities

As part of their interactions with end-users, the
Development team is very likely to hear about the
undocumented wooing of the customers. These come up now
as the users always tend to see any development project as a
new ray of hope ,or if I am not mistaken,
as in fact a panacea! Although, in
reality, development projects have a
fairly well-defined area of scope for ‘ ‘ As
implementation. But, still, the
information shared by users
can be vital in designing
the end-solution. With
the participation of the
Operations team, these
aspects can be discussed
further to understand the
different perspectives to arrive at
a practical list of possibilities and
limitations. Some of the feedback may
be easy to incorporate within the present
scope of the project, and other aspects of the feedback may
call for a change request.

As the project team develops and delivers the solution,
it gains better expertise in the application. Again, not all of
the knowledge gets documented. There would be some subtle
but critical learning which could be missed. And the situation
may not call for this information until a critical failure occurs
several years later! This can be addressed by including some
of the development resources in the Operations support team.
And the cycle continues.

The following are some of the advantages (and who
contributes to them primarily) that can be envisaged by the
integrated team approach:

1. Better definition of requirements and problem on hand

(Operations team)
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2. Better description of the new functionality and how it
works (Development team)

3. Better understanding of the target system (Operations
team)

4. Improved compatibility and customization of the

application (Development team)
5. Better maintainability and troubleshooting of the
production issues and hence, increased availability time
(Operations team)
Improved estimations and reduced cost of project delivery
and maintenance (Development team)

Definitely, there will be many more
advantages that would be realized over a
part period of time.
Summary
1. In any typical Requirements-
>Design->Develop->Deploy-
>Support I'T models, there are two
core teams into play: the Operations
team and the Development team.
2.

experience is very important in the

’ ’ Leveraging the Operations team’s
early stages of any Development project
opportunities. Leveraging the Development
team’s knowledge is very important in the early
stages of support. With this, one can expect to address
the three key factors (cost, quality, and scope) more

effectively.

3. 'The other “by-products” of this approach are: increased
resource knowledge base, reduced attrition risk, better
expertise, and reduced cost of development and support.
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