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Disclaimer!

The purpose of this document is to give the reader a brief, concise understandlognoApplication

Development Requirement§JAD LINR Y 2 dAAODERNK®RE YA Yy 3§ jsédsiond dnd tReR S NE
applicability to modern information technology system development projelite perspective of this

document is that of the practitioner. It is based on the combined experience of sevengiepgho have
successfully completed a significant number of sesgionder this name and many other®ither in

GKS NRtS 2F aSaairzy fSIFRSNJIOLINBOGA2dzate acClOAtAGL G

We do not anticipate that the reader will @ble to successfully completeJADrsession based solely on

the information provided in this documenthe process gflanning preparingperforming publishing
andpropagatinga successfulADrsession requires a combination @@mmunicatiorskills business
analysigechniques, and technology skills. Whereas there are many potential combiratibskills that

might work, finding your uniqgue combination is a matter of judgment, guidance, aneéatvéhérror. This
document cannot aspiretop@A RS I ff 2F GKS FyagSNE® LG Aa RSaA3y
possibilities that exist and to initiate thought processes that will ultimately help the reader evaluate the

potential inherent in theJADrapproach.

Effective Use of this Monogrdip This monograph is designed to help you. It is
written with minimum reading time in mind. The

following table points to the mostfettive use of

your time.
Reader Should read To get

Manager Section | Quick overview

Session Participants Sections |: AE, lll: A-C Relevant Details of JAD sessio
and specifics on scheduling

Facilitator Sections: All How to information , Tips and
Tricks

Session Analyst Sections I, 1, V, VI How to information , Tips and
Tricks
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II.  WhatisaJADr and Who Needs One, Anyway?

A. Inthe Beginning

The term JAD first shows ip2 dzNJ @2 O 6dzf | NBE Ay MdpTdpP® !'a FEFN | A
I LILX A Ol GA2Yy 5 Susedly drélBM ugeRgraap i Wirhipag.ECnada. The idea was to avoid
the constant back and forth discussions between the business community anlévkéopers by getting
everybodyphysically together so that they couddjree to a common set of requirements before
developing the solution (granted, a novel concep)eanwhile JAD generally is interpreted as Joint
Application Developmentlt is a tecimique that is suitable for creating critical early project deliverables
quickly, assuming that you have access to the efagstional expertise needed. It can be used to

definea project (in which case it is generallyeafed to as a planning JAD)hasinessrocess, (as in
business process improvement),asoftwareproduct, (which is theise of the concept upon which this
document is based

.01 Ay JInB®erensdol ansthdshing success that many organizationspredictably
overboard andriedto use a JAD on every project and in every situatilifortunately,manyof their
so-calleddJADk failed to deliver on their promiséOne major failure cause was that thasiness
community was subjected to a barrage of technical jargon they didinderstand. As a result, many
business users quit attendidAD.

This was particularly detrimental to businesntric applications where understanding what the

business community wants is of the utmost importance to the information technology depatt The
concept ofJADrevolved in recent years specifically to get the business community back at the
bargaining table to participate in identifying, gathering, defining, specifying, and analyzing the business
requirements. Usinghe same sessioto define system requirements is relatively risky because of the
danger of once again losing the interest of the business community. Since JAD is, however, so

AAAAA

GARSALINBIRE 68 6yl (2 YI1S &dINBEMékb WSEEENBYERiEY

DI { K S NJof tHe rékHaiBder othis document
B. The Promised Benefits &FADr

1. Faster @livery
Basically, we know that if we could get the right requirements for the project earlier, the project would
run a lot smoother and we would be able to deliver a better solution earlier. All of the activitie¥Addra
session focus on getting the early at deliverables (A analysis, Process Problem Analysis, Business
Information Usage Model, etc.) completed quickly and accurately. Everything else in the project builds
on these deliverables, so the quicker you get them done, the quicker the prometiis

2. EarlierCancellation ® Doomed Projects
The decision to cancel a project that most likely will not succeed could just save your organization as
much or more than completing a project successfully. If a project is not going to deliver a solution, the
earlier and cheaper you can fail it, the better. The very ffdDrsession | personally facilitated ended up
in the customer cancelling the project on the 4th day of@ay session. At first, | thought we had blown
it, until | noticed how satisfiedhe customer was with the result. It was a great idea that initiated the

© Copyright 2009 by Requirements Solutions Group, LLC Page 6 of 41 Version 2.0
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project, but the analysis work the contributors did in the session showed everyone that it was not going
to fly, so ultimately, we saved the organization a ton of money.

3. IncreasedBushness CommunitBuy-In
When we refer to increased business community-byywe are referring to the endsers and their
management. Whoever is going to use the solution when it is completed is much more likely to embrace
it if they actually get what theysked for. Just like building a house, if you are able to make the decisions
on the layout, colors, and interior decorations of the house, it is much more your hbasene you
0 dz&2 & 2 ¥ T Inih&secoadfsitidtingou have to start off by figurg out how to personalize it to
make it more of a home. The more invested the client is in the decisions the more they will own the
solution.

4. HigherQuality Solution
The fact that you get a higher quality solution out of a process that focuses on compréss might
seem slightly suspect, but it is true. The reason this happens is because of the focus that is brought to
bear on the analysis portion of the project and the early clarification of the business needs and wants,
a.k.a., requirements. Projectsat useJADrsessions tend to have fewer change requests early on
because the first cut at the requirements was the result of a very concerted effort by all involved. Fewer
changes during development automatically lead to a more robust and reliabléosolu

In the end, of course, it is the satisfaction of the customer that counts, and in this context we really

YSIyYy 2dzNJ WNBIfQ Odzad2YSNE YSI yANDshowK@Bémisults & LI

within days or weeks as opposed to montrsyears, the customer is less insecure about where the
project is and what is going on. By meeting all of the other benéefits, i.e., higher quality, increasad buy
etc., you can increase customer satisfaction without really trying.

5. Reduced SME Time Comtment
The next point, reduced time required of the subject matter experts, is a great selling point, but is it
true? Absolutelysince theJADrapproach is primarily about getting the various stakeholders together in
a room to present their perspectiygou are axiomatically reducing the number of times you have to get
back with each of them to clarify what they meant. If you get conflicting answers from two of your
stakeholders, they are both in the room and you can get the clarification first haaddition, you save
24 2F aNI} YL GAYSTZ GKFG Aazx GKS LIAO]l dzLJ FyR
a task. You have to keep track of where you were before you can quit and then you have to figure out
where you were before you caestart the activity, all of which takes time. Multiply that times the
number of people involved in the decisiomaking process, and you start to recognize that it is a non
trivial number.

6. Reduced Rework Due To Bad Requirements
Finally, reducing the rewottkat is caused by missing, misunderstood and bad requirements is a biggie.
According to all of the statistics ever captured in our field over the past 30 years, the number one
problem that we fact is missing or misunderstood business requirements. Aggdodone statistic,
over 65% of all code that is developed on a typical IT projeetexied at least once before the solution
gets into production. That does not count the amount of code that gets thrown away on projects that
never finish, and that nundy is verifiably larger. If you can reduce that number, the costs associated
with doing aJADrook like a very lucrative investment.

© Copyright 2009 by Requirements Solutions Group, LLC Page 7 of 41 Version 2.0
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C. The Dark Side ofADr
1. You Gotta Do What You Gotta Do

{2 6KIFIG A& (GKS 20GKSNJ & A tRSautBoFisa bigf8n oIADprotess, SK L G Qa

but it would be unrealistic to expect there to be no down sides. First offJ&i@process does not
eliminate any activities on the project that are needed for the project to succeed. It certainly does not
eliminate the need for managing the project, thss not its purpose. It also does not eliminate the need
for good analysis; it @lvs you to do it more efficiently. Also, it does not eliminate the need for testing
the solution; it paves the way for a smoother initial test run.

2. You DoNot Get Something For Nothing.
If you consider the costs ofADr you have to involve a skillédcilitation team that would not be
needed without the session. Whether you get them from inside the organization or externally, there is a
price to pay. You have to provide the facility for conducting the session, and the best spetiis, off
which addsaccountable dollars. We call them accountable dollars because they are not buried in the
office space rental that covers what you pay for meeting roomsita An otherwise successfiADr
could fail for lack of a few dollars in efite rental.

3. Does Mt Reduce Project Effort
Although it might seem obvious, it is important to point out that thEDwill not unrealistically reduce
the overall effort needed to get the job done. It does, however, significantly reduce calendar time.
Consider that duringhe session, you are consuming a tremendous amount of petisgs. You are
YFE{Ay3 STFSOUADS dzaS 2F SOSNER2ySQa GAYS odzi Ay
savings in effort through the elimination of piak and putdown time beween activities mentioned
earlier. Also, since th#ADrsession focuses on completing specific activities in a specified sequence, the
deliverables will have fewer missing pieces that need to be added later on.

D. Phases of dADr

Well, now thatyouknowwhat aJADRA & = t S Q& WADREALLYoietd=ilooiksiddithel
JADt1to see what makes it different from the typical business analysis meeting or requirements
gathering interviewFor starters, everyADrsession actually consist§ ® distinct phases, each of which
is critical to the success of the overdDmprocess.

Phase Duration Deliverables

Planning 2 ¢ 6 hours Go/Nogo Decision, Agenda and Content

Preparing 1¢5 (10) days| Prepared Facilities and Participants

Performing | 1¢5 (10) days| Selected Artifacts, Documented Decisions

Publishing | 1¢ 3 weeks Completed Action Items, Resolved Issues

Propagating| 2 ¢ 6 hours Closure and Lessons Learned, Propagation Pla
Tablel: JADrPhase Durations and éliverables

The first phasewhich we caltr t f | Y gefeghih@és&hether aJADIiis appropriate for a specific
project.If it appears to be a likely candidate, tfiest step is to schedule thpre-session planning
meeting. This is eritical decisiormakingmeeting and the invited attendees typically include the project

© Copyright 2009 by Requirements Solutions Group, LLC Page 8 of 41 Version 2.0



JADr : Joint Application Development (Requirements)
Performing Effective Requirements Gathering JADr Sessions

sponsor, project manager/leader, business analysts, systems analysts, and subject matter experts for the
project business domain. This meeting can last anywhere finmmo six hours The primaryutcome is

a decision as to whethar not aJADwill be scheduledIf so, the presession meeting also delivers a
preliminary agenda and identifies tlatifacts (resultsjhat the JADworking session will attempt to

deliver.

The next phase in the life of a typid#iDrsessioris thed t NB LJpHdde ywBiéh catast anywhere

from 1 to 5 days and couldstretch to ten days under extreme circumstances. ifagor goalsof this

phaseareto create initial session afi Ot a GKI G gAff 068 dzAaSR (2 daadzyLl &
prepare participants for a productivdADmworking session. During this time, each participant is

expected to network with his/her colleagues and to identify potential problems that thgprshould

solve as well as potential requirements that might be right for this particular project.

The working sessias calleddPerformingg. Thisk & ¢ KIF G Y2aid 2NBFYATFGA2ya NB-
in our terminology, theJADr It isin this prasethat the actualJADrdeliverables are created. In theory,

the working session simply follows the preliminary agenda from the beginning to the end with each

activity contributing to the creation of a specified session deliverable. In realityn#jar caveat is that

the preliminary agenda casnd willbe modified during the session to capitalize on opportunities that

arise and/or address issues with the planned activities. In either case the working session is where the
proverbial rubber meetshe road.

GPolishing A & (0 K Sin tfeSifie af aJAD¢ ThisiSthe followup phase which can be from one to

three weeksduration. During this phase, any open issues and/or action items identified during the

working session are addressed by papideis and brought to resolutionThis phase is as critical to the
success of théADIF & S@OSNE 20GKSNJ LKIF&aS odzi Aa 2FaGSy yS3at Soi

¢ K $ropagating phase of alADiis another 2, 6 hour meeting. It is necessary toseme thatall

identified action items are completed and all open issues are resolved. It also gives participants an

2 LILJ2 NJi dzy Aléssonsilegrne® 2 S @I fadzl G A 2y 2 JADnprdvi8ed rtHe gr§jectli K I G (0 K A
is during ths wrap-up meeting that we tpically learn much more about how tl#&\Drshould have run

during the working session and this lesson can balirable for future sessionslhe overriding purpose

of this phase is, however, determining how to propagate the use ocd&i@rconcept thoughout your

organization. We recognize that every organization is unigue, every project is unigue, and every

individual is unigue. Figuring out how to increase the probability of successfully implementing this

exciting concept throughout your organizati@your prime directive

Ly fF3GSNJ asSotGAzyas ¢S gAff 2FFSNI O2yaARSNIofte Y2N.
of each of the abovenentioned phases. To set the stage for that, however, we first hatakia look
at whothe potentialplayers are and what is expected of each dutheyJADrsessions.

E. The People Perspective

To discuss how people interact duringADrsession, we need to defimeles that are involvedArole is

not a job title, but a set of skills and responsit@ktithat individuals are assigned dwgitheJADrsession.
The roles we are describing have to be filled by someone during the session. Ideally, each role will be
filled by the person most qualified to assume those responsibilities. In the real wodé;afadecisions

are possible but it is important to recognize that those traudts add a dimension of risk to the session.
We highly recommend paying attention to the people side becdéd®iis a peopleoriented process.

One of the most significantsk factors is not getting the right people to do the job.

© Copyright 2009 by Requirements Solutions Group, LLC Page 9 of 41 Version 2.0



JADr : Joint Application Development (Requirements)
Performing Effective Requirements Gathering JADr Sessions

1. The Facilitation Team
The first role we need to talk about is that of the facilitation team. Most commonly, the facilitation team
consists of two members, one who is responsible for managing trstose@nd taking care of the
people side of life) and another who is responsible for capturing the results of the session and managing
the deliverables (more like the task side of life). This team is responsible for running the session. It is
important to recognize that the successful completion of the session is the only goal of the facilitation
team. Regardless of what happens to the project, the facilitation team did their job if their session was
successful!

The facilitation team consists of two disttrand separate roles: session leader and session analyst. In
SIFNIASNI @SIFNEX 6S dzaSR GKS GAGESa acCchkOAtAGEG2NE |
YAIKG 6S FLILINBLNAFGS F2N GKIG NBf SZgroofn@MhionSe O2y 2
manuscripts are meticulously transferred by apprentice monks in black robes somewhere in the middle

ages. Basically, the Session Leader is responsible for conducting a successful session. This individual:

1 solicits the information requiretb create the deliverables from all participants

9 ensures contribution from all participants based on their role

1 coordinates the efforts of multiple groups in a session

1 enforces the agenda and updates it as necessary

I maintains momentum throughout theession

1 confirms the information captured by the session analyst

9 applies appropriate methods and techniques to keep the participants moving forward without
exhaustion

1 manages side issues so they do not delay the session

1 interacts with the session analyst

1 is responsible for involving the participants

1 ensures active participation by all, and

1 keeps the session moving toward the predefined objective.

2S O2yaARSNI GKSasS FOtA@gAGASa G2 0SS UKS a4t S2LX S¢

The session analyst is responsilie franscribing the contenandcreating all of tle physical artifacts
that were defined in theADit NS LI NAYy 3 LIKIF A4SPd ¢KAa Aa THsPersort:l a1¢ O

interactively captures the session results in the appropriate automated tool
evaluates the completeness and correctness of the artifact

notes any discrepancies, irregularities, omissions and errors for the session leader
prepares working copies of deliverables and distributes them in the session
maintains rapid turraround of thesession deliverables

assists the session leader in any way necessary to ensure a successful session

= =4 =4 =4 -8 -4

He (or she) is ultimately responsible for the quality of the deliverabl&esgenerally refer to the job of

the session analyst as the Olympics of busiaesdysis. If you like to do business analysis, try doing it
under immense time pressure in public where everyone in the room is following your cursor and every
mistyped word is highlighted by the software automatically for all to see. Talk about hawing fu

For those aspiring to becondADiFacilitation Team members, we recommend that this be your only
responsibility during the session. That implies that the rol@AddrSession Leader should not fiked by

© Copyright 2009 by Requirements Solutions Group, LLC Page 10 of 41 Version 2.0
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the project leader and the role of thBADISession Analyst should not be assumed by the business

analyst for the project. RunningJADris a fulltime job during the session. Being a project leader or a

business analyst is also a flithe job during the session. You are much more likelsutcceed if you

laaAdy GKS odzaAySaa lFylftead GKS NRtS 2F G9ELISNI¢
guestions that need to be asked to get the requirements right. The same is true of the project leader.

2. Representation from théBusines Community
The business community is represented by decision makers and subject matter experts (it is not unusual
for one individual to assume both roles for his/her group). These are people with specialized business
knowledge about the business area undigscussion and the authority to make decisions. They are the
customers of the process. They:

1 deliver the business knowledge that the session is designed to capture;

1 explain what they are currently doing and what they need to do it better;

1 answerquestions and validate assumptions concerning their needs; and

9 reach consensus and make decisions based on options and possible solutions.

Getting the right mix of both people with the authority to define the future and those who have actual

experience irthe present system is challenging, yet it is important for the success d&behat you
get the right peopla and that they are aware of their roles.

3. Representation from the Technical Community
The job titles of those who depend on the input frohetUser Community to do their jobs vary wildly
from one organization to another. They are likely to be called Business Analysts, Systems Analysts,
Technical Analysts, Requirements Analyst, Requirements Engineer, Requirements Manager, or some
similar title. Whatever the title, their job during th@ADiis to:

9 listen to thesubject matter experts problems, process, and perspectives

9 ask questionso clarify what the business community wants and needs

9 solicit decisions from the business community regardirgduiees, functions, facts and
behaviors

1 express the business needs in business requirements

1 avoid the use of technical jargon

1 ensure that thg understand the artifacts being produced and that those artifémts a
solid, understandable basis from whitttey can continue to work after the session.

Conceptually, those representing either community are assigned to the session for the duration,

meaning they are expected to be there from start to finish providing continuity to the session and

allowing a cerin synergy to evolve. Due to the nature of many projects, however, that could lead to

sessions that are extremely large to accommodate all of the different areas of expertise that might be

needed for the project to succeed. As expressed earlier, we iadaJADrsession that exceeds 15 or

so participants becomes extremely challenging to manage, so we recommend trying to stay below that
number. If there are special topics that need to be covered where the group needs input from

specialists, thisiswieBE G KS NRtS ¢S NBFSNI G2 Fa ! ROAaz2NRE 02
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4., Session Advisorsa PartTime Job
Advisors are not expected to attend the sessiontiatle, meaning they will be invited into the session
at a certain time, will provide the session with their responseguestions that the Contributors have
prepared, and then be released. They might be on call for anywhere from an afternoon to the length of
the session, but the key is that they are not there-fiiie, ergo, they cannot provide continuity. Their
role is b:

1 be parttime participants in a session on an@seded basis
1 be oncall with very short response time during the working session
9 advise the group on topics specific to their area of expertise.

They are called in to provide their expert advice on spetiflics to guide the Subject Matter Experts
and Decision Makers inthe decisidh { Ay 3 LINPOS&da |yR GKSy 3ISi 2dzi 27
no wonder that an awful lot of people would rather be Advisors than Contributors!

5. Observers and Tourists
Findly, we have a group called Observers, and they are expected to be what their name implies.
Observers are allowed to sit in on the session, in a special area reserved for them at the back of the
room where they will not disrupt the proceedings. We recomuhdéimiting the number of observers to
4 or less per session. Most commonly, observers are managers who just want to drop in for a part of the
session to see what3ADrsession is all about. We have also had situations in which developers sat in on
busiress requirements gathering sessions just to become more comfortable with the concept of
business requirements versus technical specifications.

It is also not uncommon to have a wide range of interest inBrconcept, in particular when an

organizaton is trying the idea for the first time. On one occasion, the customer wanted so many
YFEylFr3SNAR SELRAaSR (G2 GKS O02yOSLii GKFdG 6S ONBIFGSR |
people who were allowed to join in on a session for a single perigd¥z hours) just to get the flavor

of the thing and then return to their daily grind. If you are going to allow Tourists to sit in on the session,

make sure that they do not interrupt the session. They should only be allowed to join and leave the

session dring a break and, of course, they are subject to the same rules as the other obseiwdrs

seen and not heard.

F. Critical JADrFacilitation Skills

As mentioned above, neither of tiEADFacilitation Teamoles should be filled by people assigned to

the project! This tends to be contrary to how most organizations plan and executiAbgoncepts,

but let me explain why we recommend this. If the project leader and/or a business analyst take on the
roles of Session Leader and Session Analysts,istteir goal? They want their PROJECT to succeed,
which is right and good. However, the primary goal of a good Facilitation Team is, as mentioned earlier,
to make sure that the SESSION succeeds. Sometimes, a successful session leads to a cancelled projec
which can be considered by the project team to be less than a good thing. Because of that, given the
option, we always recommend having qualified people who are not assigned to the project take on
these critical roles.

Ly GKIFG @SAy bokfatdhé dfterenices {n Skills regliiirdzhdOringADrsession for the

session to be successfulle decided to look at the skills needed by theDi_eader (JSL), tRADr

Session Analyst (JSA), the Project Manager/Leader (PL), and the Business Analyst (BA) assigned to the
project.
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The Focus was dhe skills that are essential for tiEADrFacilitation Team on a project duringlADr

session. Our goal was to determine how the project leader roletla@business analyst role compared

to the session facilitatoand session analyst roles. The basic question we were trying to answer was,

G2 KAOK NRfS ySSRa ¢ KIADsKssiGnp W fise theleSultyad thisianaR/sizNak ah3 |
SESNODA&S Ay 2dz2NJ NI AyAy3a &Sy bypardithemingaingt ther&Sdtsiof LIS 2 LIt
our analysis.

Table2: JADrFacilitation Team Skills Comparison
PL-ProjectLeader BABusiness Analyst
JSLIAD Session Leader, <IBR Session Analyst

The rules for thenalysis wererery simple.
We queried a series of experiencédDr
Facilitation Teams and created a consensus
of their responsedr-or each skillwe
identified which of the four roles neeztl
that skill the mos{(1) during aJADrsession
andwhichrole neededit the least (4). Then

we identified which other role needed the Erfective Communication 3121 4
skill more (2) and which needetdsiomewhat
less (3) The only caveatas thatties were | People Focus 2131 4
not allowed- each skill hd to be assigned a
1,a 2, a3, and a Each individual skill listed| Analysis Technigues 41 3|1 2
in the table is linked to the explanation of
the 3 NRB datid@ae for tr_leir evalua_tion. Work under Pressure 34| 2 1
The results of our analysis were quite
revealing, even to sl

Empowering Others 112 3| 4

Effective communications our ability to
communicate using visual, vocal, and verbal Work with Tools 3| 2 4 1
cues to get concepts acrosghis skill is
absolutely essential for the facilitator role to .
be able to run the session. The session Maintain Momentum
FylFfeadQa LINAYI M§theOR Y Ydzy A Ol G A2V
session is through the session facilitator andDeliverable Focus

as a result he/she needs this skill the least.
Business analysts by the nature of their role of translating business needs into business requirements
have to have a good measure of effective commuiniceskills, hence the number 2. Project leaders
need to have effective communications skills as well, but their role as project leader is deemphasized
during the session, ergo the 3.

N
w
N
N

0«
o
IN
P

N G

3| 2 1

The ability to work with people (dPeople Focuas we call it heregithe second skill we analyze@nce

again, theJADrsession facilitator wn the prize as needing this skill the most during Idds sessin.

Without it, the session couldasily be proceeding without progressing. On the other enti®tcale,

the JADrsession analyst is not required to associate with people during the session. As a matter of fact,
jdzAGS | F¥S¢ 2F GKS aSaarazy lylteada L 1y26 | NB R2
session. The project leader role naydeemphasiz# during the session, but that does not mean that

they can lose their people focus or they may not have a project to lead to once the session is over. The
business analyst is generally more focused on tasks than on the people.

Who needsanalysis skillshe most? Surprisingly, we chose th®&Drsession facilitator. The rationale
being that this individual has to be able to not only perform the technique, but to explain it to others
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and lead them through the process without getting bogged down in #tail TheJADrsession analyst
needs this skill second most because they are capturing the results of the techniques and if they do not
understand the technique, their ability to capture those results could be compromiisedidition, they

have to doanalysis on the fly so that they can catch errors and other isJuresbusiness analyst is

involved in asking the right questions and as a result of needs to understand the techniques nearly as
well as the session analyst. Project leaders are not neglystfee analytical types and as a result end

up at the end of our list.

When it comes tavorking under pressureno role needs this skill more than the JAD session analyst. If

the session analyst is not able to keep up with the progress as the grongs wioe entire session could

be in jeopardy. Tha@ADrsession facilitator has to keep the group moving and has to be aware of the
GAYS StSYSyili 6KAOK YSIya (KS@QNB I oAfAIADG2 62N
session analyst. Rlse note, we are referring to this skill during th&Drsession. The ability to work

under pressuraluring the sessionan be pretty much equally distributed between the project leader

and a business analyst but since we had been neglecting the plegtdr we thought they should win

this one.

The skill oEmpowering othersis a critical skill for managers and project leaders. Although it might

seem that theJADrsessiorleaderneeds this skill, all of our experienced, effective JAD session

facilitt 62 NA GSYyR (2 KI @S GKS | AshieSultRedjectidaderwnbis 2 NJ G KS
basically empowering the JAD facilitation team to complete the session needs this skill the most. The
business analyst is also giving up a considerable atafpower to theJADrsession analyst during the

session in exchange fthnis the business analyst ability to participate in the session as a technical expert.
TheJADrsession analysts that | know empower no one except themselves.

Working with tools might seem to be a fairly common human ability, but in the contextbAR@r

session the person needing this skill the absolute most is the session analyst. The session facilitators |
know could easily hurt themselves with tools but the good n&ntkey need them the least. The

business analyst who will be taking the results of the session ohes ikndechas to understand the

tools well enough to be able to continue with the finalization of the deliverables that were initiated
during the sessin. Project leaders tend to fall close to th&Drsession facilitators in their need for

working with tools.

One of the critical success factors fadADs session is momentum. If you lose momentum, the session
languishes and could fail. The role that is most responsibl@&@ntaining momentumin aJADr

session is the facilitator. They can be assisted in this effort by the project leader who gemesalya

f20 2F GKAAa alAftft NBEIADSsiDroanbt. Phe busgifess ardlgsig ofidiutse QNS A
involved somewhat in maintaining momentum just to get his/her job done and the session analyst has

the responsibility for maintaining thdeliverables and not inhibiting momentum .

That brings us to th®eliverables Focushe skill to stick to a task until it is done. Here the session analyst has to
shine or the session could be wastéte/She has to be extremely well organized becawsshe is dealing with so
many different pieces of information and there are many relationships between those pieces that should not get
lost. In addition, he/she has to be very creative when it comes to content representation. The session analyst has
to help participants achieve the needed results by understanding their individual thinking styies. Th
understanding and the task at hand, determis&ow he/sheshouldrepresentthe results of one task to make a

future session task effective and efficiefihe facilitator has to be very aware of where the deliverables are to

keep the group focused on completing them or thierk of thesession analyst could be wasted. The business
analyst will take the results over and has to be on board with the deliver#ide¢sre created (and the tools

used). The project leader is generally satisfied if the deliverables get created with the necessary level of quality.
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Thisentire analysis islesigned as food for thought, not to be confused with the truth, the wisdom and

the way. We have seen successkiDrsessions executed by individuals and teams where the skill

matrix was shattered, but that does not make it a recommended practice. The more focused each role is
on their essential skills, the more likely successfusises become.
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[11. Planning the JADr

A. Assessing Organizational Readiness

IsJADra good fit for your organizationPADris a phenomenal concept, but it is not a panacea. It is not a
good fit for every organization or even for every group within an orgéinizaA major factor to

consider is how your organization approaches information technology prajegtet is your
methodology?

1. What are Deelopmert Life Cycles?
2 KSy ¢S aGFNI GFrt1Ay3 Ftoz2dzi YSGIK2R2f23IAS4ax Ylye
Methodologies, also known as the application tfgles, are still alive and doing well and have been
available for the field of information technology since the sixties. Before that, as we all know, chaos
reigned supreme. Actually, chaos is still alive and doing well and is a legitimate system rewlop
lifecycle. It basically refers to projects where it is not known what the end result will be and we are
allowing developers to do what developers enjoy doing in the hopes that an application will evolve that
is usable and/or sellable. This is bymeans a bad approach if the project is right. Unfortunately, due
to the nature of these projects, business requirements are seldom defined which-onéees negates
the need for alADrsessiorand, as a result, we will not consider chaotic developniee.

a) Structured Approaches
The first major methodologies that were developed during the sixties and seventies tended to follow a
waterfall model. A waterfall methodology simply means that the project is broken down into specific
phases, commonly plannipgnalysis, requirements definition, design, development, testing, and
delivery. The basic premise was that each phase had to be completed before the next phase could
begin, so water was always running downstream. This approach was highly successfulyf@raojects,
but on others, it failed. On those projects, this premise was not rigorously enforced and as a result the
methodology started to develop eddies, tributaries, branches, and other side effects that tended to
GYdzRRe (GKS ¢ (S dthidgdit wastrécagaitionofirealfyginithe Ireal vorldand many
projectscannotbe clearly defined and analyzed before development begins. There is therefore a need
for some flexibility in the approach, but the waterfall methodology is extremely suétid to theJADr
approach. This is the era in which th&Drconcept was born.

b) Iterative, Incremental Methods
Sincetoo many projects failed using waterfall methodolesji it was realized in the eighties that we
needed a different approach for thoggojects. This was the birth of iterative methodologies in which
we cycle through the phased planning, analysis, design, development, testing, and delivery several
times before the product has reached its end state. At the end of each cycle, tlensuwgyets the
latest release of the solution/system anldet process begins over. RapigtBtyping/Evolutionary
Development(RP/EDnethods werethe original application dahe iterative approach. This
methodology fits very well on projects where the teéiggments are evolving over time and are based
LINAYEFNRE & 2y GKS dz2aSNR&a& NBI Ol A 2y aJADB coadérhed, itis K S &
accepted practice to conduct an initial requirements gathering session before the first itesathnf
the size of the project warrants it, additiond\Drsessions for each iteration.
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C) Agile Development
In the early years of this century (anno 200 be exact), a group of software developers skiing in Park
City, Utah decided to attempt to solvheé woes of the world in terms of system development

OKIftSy3aSad ¢KS& ONBIUSR I ySg O02yOSLIWI 6R20dzySyi

available on the Internet) and basically focused on the development process that deemphasized non
critical actvities such as analysis and documentation. According to the agile approach, you need a team
consisting of a software developers and subject matter experts working closely together to develop a
system in a super iterative manner. The actual methodologglwes around a daily stangh meeting of

the entire project team to report progress and plan their daily activities. It has proven its worth on
projects where the project team is small enough to manage and maintain an intense level of
productivity to geta project done in an extremely short time frame. Although this might not sound like a
good candidate for dADrsession, it is not at all uncommon to initiate the entire process with a major
JADrsession that sets the stage fosatof Agile projectghat run simultaneously. ActuallyADris an

agile approach for defining the business requirements for your pr@jassuming that your project is
suitable.

2. Other Organizational Considerations
Beyond the methodology, there are other factors to considedetermining how likely thdADrconcept
is to succeed in your organization. To assess these factors, we recommend that you identify an
experienced session facilitator. Work closely with this individual to determine:

f Hasad NBJADessioreverbeen attempted within your organization?

1 Whowouldthe key playerde for the Planning phase (an organization chart is a valuable
tool here)?

How can you communicate the purpose and goal of thegassion to all involved parties?
Will all key players bmadeavailable for a session?

Can you complete all planning and preparatory activities in time?

Is there a higher priority project that could reduce participant availability during the
session?

H2g oAttt | OOSESNIiIA2Yy 27T latddpdjectsNRE 2S00 Q4
Can the project team carry the momentum of td&Drsession onward to completion of the
project?

If you and the session facilitator feel that the answer to each question is positive, your organization
would appear to be a prime candidafie usingJADrsession to gather requirements. However, not only
the organization, but also the specific project has to be a good fit before we would recommend grabbing
the bull by the horns.

= =4 =4 =

=a =

B.  Profiling the Project

1. ProjectConsiderations
Over the years, we have developed a profile to define projects that tend to be Jbatandidates.
'RYAGOSRE&@:Z LINRP2SOG LINBPFAEAY3I A& y20 I aOASyOS

have experienced projects thatdinot meet the profile where alADwas very successful. Nonetheless,
the more of the following factors that a projeeiolates the more challenging th@ADwill be.
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Project Parameter JADrRecommended Range

Number of decisiormakers 1 (ideal) or < 4available)

Probable duration < 9 months

Number of participants < 15 nondevelopers including business community
Need for speed High (short delivery horizon)

Priority High

Executive Support High

Need for consensus High

Table3: Profiling Criteria forJADrProject Suitability

Ouir first criterion is the number of decisignakers involved in the project. Ideally, we prefer to have a

single individual who will own the solution in the end and who is willing to take ownershiye of t

decisions. This individual (typically, a project sponsor) is willing to invest the time to listen to ideas,

weigh pros and cons, and ultimately make a definitive decision about any feature of the solution that

needs to be defined. If we only have onec#onrmaker, theJADrcontributors tend to be direct reports

to that individual and they are empowered to make decisiop to a point. Obviously, the final

I dzi K2NRAG& NBAGEl PENKST §KKAORSOAAPRYR 2F péhd GKI G
YI1S | 20 2F KSIRgle G261 NRa (GKFd RSOAaA2Yy &AYLX

This scenario is also, unfortunately, rare. More commonly we have projects in which there are 2 or 3
independent decisioimakers who have to reach agreemnt on each requirement. This is not a show
stopper, necessarily, but it changes the nature of the session. For this session to work, the individual
decisionmakers have to be involved directly in the session as contributors. They may have a variety of
their immediate reports there to support them, but the major thrust of the session is then to get the
decisionmakers to agree on common requirements, identify potential areas of disagreement and deal
with them.

If the project exceeds 3 decisionakers, yobt NS ISy SNI ff & FFOAYy3I I WLIREAGAC
very diplomatic facilitator and should be approached with great respect and fallback plans.

The ideal duration for a project has changed significantly over the years. It used to be anythirg) up to
years,and thenl18 months, one year, and in recent times, we recommend a project that will be
completed within the next 9 months. If the project timeline is significantly shorter 8yaonths, the
scope of the project may not be large enough to warmdADrsession.

The number of people who need to be involvedth Business Community representatives and
Technical Community representatiyés theJADrsession is another critical factor to consider. This
number is heavily dependent on the experience level of the facilitation team, but as a general rule, we
find that a group larger than 15 is very difficult to get focused on a single task. On the lpwe=nd
generally find groups smaller than seven tend to generate fewer ideas, probably because there is not
enough variety of viewpoints brought to bear on the subject.
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The need for speed is indeed a factor in deciding to daRrsession. If getting the project done quickly
does not provide a significant advantage, it will prove difficult to get the support needed fdAibe

aSaaizy (2 adOOSSRO® Ly 20KSNJ 62NRa&> JAProde dz R2y Qi

The project has to be a high priority for the organization or, again, you will not get the resources

dedicated to the project that are so essential for th&Drapproach. As a result of this, it has proven

impossible to pilot theJADrconceptonalw-NA 41 LINB 2SO0 d ¢KIFd YSlIyaz AdGQa
are no half measures here. This also means that it is very difficult to get experiencédas a

facilitation team unless you are willing to take significant risks and are very qualifiedyonery lucky.

Executive suppoftwhat can we say? Without it, any significant change will fail. As a side note, it is
essential that the executive support is not only there when you starikimprocess, it has to be there
throughout or you might awsell pack up and go home.

Finally, there has to be a significant value to achieving consensus on the requirements. If it is just a
jdzSatdAaz2y 2F 3IFGKSNAyYy3a + tAad 2F NBldZANBYSyGa GKI G
aJADrsession. Yo might be better off with a simple survey (and it is considerably cheaper). One of the

major selling points for thdADrconcept is that it helps a group of qualified contributors achieve

consensus on the features, behaviors and attributes of a futechriology solutionfthe consensus

AayQli ySOSaalNERI BPDADFAYS R2YyQl 020KSNJ gAGK |

2. ApplicationCriteria: TheTargetAudience
Anothercharacteristic that we pay attention to is where the solution that the project will deliver fits into
the grand schem of things.

This pyramid represents types of systems that are
common in organizations. At the bottom of the
pyramid, we have what we call operational systems.

These are systems such as inventwontrol, ¥y % ’ﬁj*'f/\f/\<<
accounting, payroll, etc. These systems are the M2nagementy
backbone of the organization, without them, the - Middle \ <<
organization would rapidly disintegrate. One of the Management\~

common characteristics of systems at this level is
that they tend to deal with huge amounts of dat
that is very similar in nature. For instance, in
accounting, an invoice is very similar regardless of
whether it is a payable or a receivable, but you migtFigurel Application Audiences

be dealing with tens of thousands or even millions c.

them. What we are getting at is that operahal systems deal with a huge VOLUME of external
information but there is not a lot of DIVERSITY in the information. As a side note, these are also the
types of applications that our industry started automating back when computers were young, so there is
an awful lot of automation out there. These types of automated systems generally deal with efficiency
because getting things done quickly is of the essence due to the sheer volume of inputs.

Operations |

¢KS ySEG tS508t 65 RSTAYS | & dtems RdubieSlecionsipi8 YSy G ¢ 4
systems, data warehouses, and so forth and the characteristics that systems at this level share include a
significant amount of external data (albeit considerably less than operational applications) but a

considerably largediversity. A lot of the information that these systems deal with comes out of the

operational systems but a netnivial amount comes from other sources, such as the Internet,
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newsletters, conferences and workshops, trade magazines and the like. Whapenivagphere is that
because the volumes are significantly lower, the solutions are more personal, so the interface or
interaction level becomes much more critical to the success of the project. These types of systems focus
more on effectiveness than effesicy and they tend to change more frequently than operational

systems.

¢CKS (G2L) £t S@St ¢S KI @S NBLINBaSyadSR +ta ac¢2L) alyl3asy
process very low volumes of data (due in part to our human trait of information @agylbut that data

comes in all shapes and forms. A lot of the information at this level is not quantifiable, but much more
evaluated based on feelings and assumptions. Executive dashboards and data mining tools are examples

of what we mean here.

Ofcours& GKS (1Se& ljdSaitAaz2y KSNBE NADE S@lazi® yRXSEa 20K X & LK
of target audiences that we have represented here pose very different challenges from the perspective

of requirements gathering. For projects targeting chasmge upgrades to operational systems, the

requirements can generally be fairly clearly defined. The major challenge is getting those with the

authority to agree on what the requirements are and what their priorities are. These projects make
greatJADrcandidates if the project is important enough to warrant the time commitment.

l'a 6S Y20S dzZlJ §KS LEBNIYARI GKS daARRES alyl3aSySyi
individuality, so the requirements become much more personalizelARfor this groupcan be

extremely successful in sharing viewpoints and ideas. This type of a session is much more of a

requirements brainstorming and then developing a common set upon which all solutions will be based

but still allows for individualization.

At the top, dueto the relatively small target audience of decisimakers and the limited amount of

time they can make available to requirements gatherilgDris not necessarily the best choid®Dr
sessions can be very effectively used to define the feeds l@dop Management types of systems, but
the actual systems themselves are usually best developed using prototypest-ihat-box applications
for system by example, and so forth.

The application audience is one major factor to consider in determining whether or not your project is a
good candidate for dADrsessionWhat other factors should you consicer

C. Additional ProjectCriteria

As you can tell, not every project is a gaahdidate forJADrsessions. Beyond the specific factors
listed above, weigh the following seriously before committing time and energy to the wrong project.

1 Benefits of acceleration can be quantified and the ROI is positive and achieved in an aeceptabl
time period. There is a tangible benefit for the early creation of required deliverables or early
project completion.

1 Management commitment and support for the project is there and unlikely to go away in the
foreseeable future. That means that whoevestaal makeor-break decision authority on the
project is committed to completion and this project is their highest priority.

1 Knowledgeable customers have time for the project. The right people canaxchisivelyon
the project for the entire session.

1 Few (deallyless than 5) customer representatives have to reach consensus before a decision
can be made
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1 A tight deadline is usually the major reason for considering acceleratidADAession can
save enough time to make meeting the deadline possible.

1 Both the facilitation team and the people who would continue the project after a session are
experienced users of all tools and techniques needed to deliver a solution.

1 A peopleorientedfacilitator and taskoriented session analyst with a proven track record of
successful sessions are available.

9 All parties involved in the project are or can become team players to the greater good of the
project.
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IV. Preparing the JADr

A. Session Site Consdations

The facilities for an effectiv@ADrsession should be offite if possible. | can hear

try to save money on the facility, you will pay fbin a reduction in the quality of
the results. First off, if you stay esite, you will not be able to avoid people being
Ottt SR 2dzi 2F GKS aSaairazy 2N G§KSANI 2dzy LIxH o 01 @
during a break (and, as a result, coming baadk &atd missing important discussion points that will come

back and bitehe entire JADrin the end). | recommend pushing hard to get the facilities in a local hotel

or, if the project is truly critical, even further away from the workplace. By the waybjuthis simple

step, you are sending the participants the signal that this project is important enough to warrant this

expense, so kindly pay attention.

Appropriate facilities will have a direct impact on the quality of the generated deliverablese3s$iers
room has to be available 24 hours a day and offer:

a physical location away from the dy~day workplace

walls for taping or pinning up results

refreshments at all times

no telephones in the room, cell phones off or silent

standard presentation sygies and equipment

a support room in close proximity with a suitable hardware and software configuration, 24 hour
access and a higépeed copier.

=A =4 =4 =4 -8 =9

Regardinghe meetingroom itself, we
recommend a room with windows (which has
proved to be a significanhallenge due to the
custom of building the conference facilities in
the basements of hotels or in the middle of
the building). Windows have a phenomenal
effect on us as people. We neaalhave the
sense of freedom that windows give us to put
us in the righframe of mind for producing

- truly different ideas. The natural light that
Powerful PC/Laptop LS . windows provide opens the mind and that
(with external Presentation . . .
keyboard!) Software @ makes it easier to reach agreement on sticky
points.

You also need comfortable chairs and round tables (round tables reduce confrontatiev)at we call

I ag2N] ANRBdzLX aSldzLldd C2NJ §KS 3INRdzL) 42 ©6S LINRBRdAzOG A
materials like flip charts with pens that can write and be read, at least one white board (ideally, an

electronic printing white board), and wallsat you can hang interim results that you want to have in

FNRY(G 2F SOSNR2ySQa SeSad hogdArzdzatesr e2dz Ffaz ySS
powerful enough to not keep the group waiting. Since a lot of the work in the session is tiisualpm
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has to be set up so the projector screen is easily visible from every spot in the room and the session
analyst has room to work without distracting the group. As a side note, since the session analyst is going
to be working on his/her computer fahe entire day, we recommend going the extra step to make sure
he/she has a comfortable office chair and ergonomic work environment (whatever that means).

B. Prework Assignments

Like the calm before the storm, this phase is one of expectancy and growicgpatibn. Be sure to:

1 follow up on any assigned preork
I maintain realistic expectations concerning the results of the working session
9 acquire access to the needed facilities and equipment

C. Scheduling Considerations

1. Scheduling Concepts
The process of delivering an information system can be viewed as a manufacturing process. There are
two complimentary scheduling concepts that have proven themselves in the manufacturing industry and
are very useful tools for IT projects.

1 A JIT (Just Irnrfe) approach recommends completion of any process as late in the cycle as
possible to avoid tying up scarce resources needlessly and to limit the number of changes that
will have to be made to the product.

1 JIC (Just In Case) scheduling mandates theddtarprocess early enough to assure delivery of
the product without risking the scheduled delivery date.

¢tKS O2YO0AYylrldAz2y 2F (GKS Gg2 Aa OFffSRIABWLCECKWL/ ¢ a0
scheduling.

2. ProgressBasedScheduling
Good schedulig can increase your chances of success. The following tips can help.

1 Sequence the activities to give the participants a change of mental pace. This can allow the
group to work longer than normal and still be effective.

9 Offset the working hours for theession analyst by-12 hours. This enables sarday turn
around of many deliverables.

9 Plan the sequence of session activities carefully to allow the session analyst sufficient time to

prepare the results and return them to the group.

Break when the grqushows exhaustion.

Assign each break a specific length in time.

= =

D. Deliverable (Artifact) Considerations

¢tKS 2fR agKIFIGQa Ay Al F2N YSHbPrsefsidrs Utimat@ly/theh a | OG dzl €
answer, however, might leave much detail to beides. The higf S@St | ya6SNI A& GoKI GS
you need to move your project to the next milestone or Iév&Ve have listed here a variety of potential
deliverables, but on any givelADrsession, any or all of these might apply, or you might aetiidt you

need something not on our list at all. All we can say for certain is that the deliverables are for you to
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define (during the presession meeting). If there is an outcome that would benefit from synergistic
work-group activities, meaning achigég consensus would significantly improve its quality, using the
JADrto create it will most likely helplhe table that follows lists a variety fquirementsrelated
artifacts that aJAD1Session can deliver.

Artifact Description

Org Chart Arepresentation of the authority of individuals within the hierarchy of an
organizational structure

Context Level A highlevel diagram depicting the information exchange between various

Process Model organizational units or specific individuals within thrganization

Work Flow Any representation of how people do their jobs in particular focusing on the

Diagrams interaction with or reliance upon information technology

Use Case Diagrams (UML) a picture of the interaction between users and the automatgstem
Entity/Relationship  (Structured Technique) Represents data entities, key attributes, relationshij

Diagrams between entities, and the nature of those relationships (a.k.a. data models)

Domain Models (UML) Depicts the attributes, methods and raetahips amongst business
classes of objects for the impacted business area

State Diagrams (UML) Represents the status of an object in any given point, the potential fc

transforming the object into a different status, and the conditions/events the
can rigger the transformation

Data Flow Diagrams (Structured Technique) Documents business or system data transformatior
transportation, storage, and indicates the scope of the project using externz

entities
EventResponse (Structured TechniqueRepresents business and/or system events with the
Models related responses as a way of delineating the system from its environment
Activity Diagrams (UML) Shows the control transfer between activities; often represented witr
swimlanes
Information Usage A technique for capturing and documenting on a per deliverable basis how
Analysis business community utilizes information

Open Issues List A collection of pending decisions, unknowns, or unresolved topics that were
raised (i.e., during a JAD session) and nieduk resolved for the project to be
successfully completed

Question File I OLINBFTFSNIrofe StSOGNRYAOUL O2ff SO0
about the project as well as items that you know you know based on answe
and assumptions

Quick 10 A reusable set of 10 critical questions that need to be answered during the
analysis phase of the project (Function, Content, Frequency, Urgency,
Distribution, Volume, Location, Accuracy, Constraints, Security)

Use Case (UML) A singlenteraction between the user (which may be a human or anotl

Descriptions automated system) and the system in question depicting a basic course of
events, alternate and exception paths with other relevant information
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Artifact

Description

Business Problem

List

Problem /

Requirement Matrix

Mini Specs

Business
Requirement
Statements

Performance
Requirements

Corstraining
Requirements

Complexity /
Volatility Matrix

Functional
Requirement

Test Strategy
Metadata

List of Data
Elements

Informational
Requirements

A listing of all businegzroblems that the project is expected to solve with all
identified, associated symptoms (created through Problem/Symptom
Reduction)

A spreadsheet representation of the impact that meeting defined requireme
would have on idetified business problems

(Structured Technique) Represent the inner workings of a process typically
expressed in Structured English, decision tables, system flow diagrams, or
similar tools

A document that captres a list of business needs and wants for project as a
coherent set of single, simple English sentences

A list of measures that will be used once the solution is in production to ens
that it performs at acceptable levels

List of external factors that pose absolute limits on any solution

Shows relative complexity (level of difficulty) versus volatility (likelihood for
change) of the individual functions of the businassa in question

A statement in verlbject form of a process, action, or step that any solutior
has to support or do

A set of decisions regarding the approach or methodology, tools and
techniques, priorities and riskassociated with the testing phase of project

Literally, data about data; any information that has to be maintained about t
data that the system manipulates (i.e., name, description, edit rules, etc.)

Alphabetizedisting of all pieces of Information that the represented applicat
creates, consumes, or stores

Any requirement that identifies or quantifies data that the solution has to
maintain and/or track

Table4: JADrSession Artifacts

Thislist of deliverablesepresents content that we have provided over the years for a variety of
customers around the worldt is not just a theoretical listing of concepts. As a side note, several of
these items are artifastthat originate irthe world of the UML (Unified Modeling Language). That
shows that theJADrapproach can be just as successful in this objpeieinted environment as itis in a
business process improvement project.

Any or all of these artifacts migehow up in &RequirementPefinition Documen{RDD)a Business
Requirements Document (BRD), a System Specification Document (Ss@9comentby-any-other-
namethat defines the features, functions, facts, and behaviors that a future business systenomus
should meetThatis a result othe focus othe JADmon defining the business requirements for
information technology projects.
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Session PlanninGonsiderations; A Checklist

Category

Task

General

Determine objectives and assumptions

Definescope

Identify constraints

Artifacts

Define content

Determine form/format

Select technique

Choose media/tools

Participants

Identify groups to be represented

Identify participants from each group

advisor, technical expert, etc.)

Define the role of each participafite., executive sponsor, client sponsor
session leader, session analyst, decision makers, subject matter experi

Determine participant availability

Secure participant and manager commitment

Scheduling

Select timefor pre-session

Determine number/length of each session

Define content/subject of each session

Pick date and time for each session

Create preliminary agendas

Develop contingencies

Facility and
Equipment
Requirements

Calculate required roomize

Choose location

Determine availability

Schedule room

List all equipment needs

Validate equipment functionality

Locate backup equipment

Develop equipment/facility contingency plan

Table5: JADrPlanning Checklist
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V. Performing the JADr

A. Common Activities

The activities of dADrsession obviously target the creation of the selected artifacts. Unfortunately, that
is much simpler to state than to accomplish. For instance, you may be trying to create a context level
process model of the application, but people are constantly disiegdepics that do not appear to have
the least bit to do with your projecOne of the most common activities we do duringADrsession is

to either define or, if it has already been defined, confirm the project scope. Without this critical
activity,the JADrsession would never have a basis to evaluate whether or not it is staying on track.

Analyze ProblemsOnce we knowhe scope of the project, we typicaligentify and analyze problems

that the business community has reported thaight bewithin the scope or business area of the

project. If the list of potential business problems becomes too large, we might spend a significant
amount of time ensuring that the group has a common understanding of each problem. The end result
of this activity is grioritization of the problems and potentially a list of possible solutions.

Analyze Business Processéfghe project is going tgignificantlyaffect orevenredesign a business
process, defining, modeling, and analyzing the fess processes is aryecommonactivity for theJADr
sessionThis requires the appropriate modeling tools and technigiwdsich implies that the facilitation
team is current in the use of whicheviol or techniqueis selectedl If any of the problems have to do
with busiress data inconsistencies or irregularities (and theige oftendo), creating a model of the
business data and analyzing the business data usage are typical stepaldfassion.

Capture Business RequiremeniBheseactivities typically flush oytreliminarybusiness requirements
andhelpthe business community think about whather businessequirements for the new solution
should be. Once we have completed this awarermsgling and analysis segment of thADrsession,
youcan start tocapture the business requirement#sthe requirementdist becomes relatively stable,
you can thenwrite well-structured business requirements for the use of the project afterIA®r
session.

Decompose Requirementdo truly test our understanding as to whether or not the requirement
sentences make sense, waght spend timalecompose them inte@ategories such as functional versus
non-functional,informational, performance, constraints, etc.

Prioritize RequirementsUnless the project consists of requirements that are all mandated, a significant
activity during aJADrsession is the prioritization of the requirements. Prioritized requirements enable
us to make better decisions on which components will be implememtachich sequence and which

are optional.

Develop Test StrategyAssuming that the project is of a suitable size and thatJ#Brsession has run
successfully, developing an acceptance testing strategy is an optional activity for the working session.
Although we generally acknowledge the acceptance testing strategy is a significant component of the
business requirements documerit,$ alsomostoften developed outside thdADrsession.

Assign Action ItemsThe closing tasks during a typid&Dmworkingsession consist @fssigimgaction
itemsto be completed poskession andcheduing the wrap-up session. Thesare consisently the final
critical activitesin a normal working session.
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Project Manager/Leader Tips:

Let the facilitator run the session. Your role in the process is to:

1

T

T

meet with the facilitation team at the end of each day to discuss progress, resolve @Besros
IyR S@ltdad G6S G(KS ySEG RIFIeQa | 3SyRI

stay in touch with the mood of the participants and pass any important observations on to the
facilitator

reevaluate your assumptions about the project daily

Session Leader Tips

This process is time dependent, tkeéore:

T

T

Be sure to initiate all deliverables. It is okay not to finish a deliverable, but critical that you start
it.

Manage group sessions to ensure topics are of concern to all participants. Use breakout
sessions for topics specific to small grouppanrticipants.

Beware of overwhelming the session analyst (see Ill. PreparintpBesession, C Scheduling
Considerations).

Use Open Issues and Question Lists to hold issues and questions that cannot be resolved
immediately in the session. Keep themtbe wall in the session room to prevent non

productive discussions from reoccurring.

The working session is a major project activity. Since it requires several scheduling and coordinating
decisions, be especially sensitive to late completion ofvpoek during the first interim. A single
participant not completing their assignment can greatly deteriorate the potential for a successful
session. Consider the impact on the session and prepare for contingencies to cover this scenario.

= =4 =A =4 =4 =4

= =4 =

=A =4 =4 =8 =9

B.  Helpful Facilitation Techniques

Always establish explicit time limits and stay to them

Create a list and agree dlne top 3items (prioritizing and filtering)

Use one list to create another.

Split the group, give the same assignments, merge, reduce and select results onsratdhe
agreement (listing, filtering, higher prioritization and involvement)

Split group, same assignment, critique list (share ideas and generate more).

Create full group list by having each individual create a short list. Prioritization occurs based on
the number of times an item is mentioned. Combine and reduce by eliminating redundancies.
Post lists in a permanent place to create a visible group memory.

Reduce lists by agreement on elimination without discussion (a form of consensus).

Reduce lists byggeement on grouping or elimination with discussion (a tighter form of
consensus).

Constant refinement of critical lists by periodically reviewing and modifying them.

Quick decision making combining brainstorming, prioritizing and justifications.

Use araffinity matrix to see how two variables are related.

Create room locations for each group to meet in.

Choose by use of both positive and negative options.
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1 Individuals create a short list. The facilitator places the information on a flip chart and gets

aNBSYSyid 2y g2NRAY3I FyR || O2dzyd 2F KAGAD 2 KSy
their list.

1 Develop and agree on justification for decisions which could be highly subjective or open to
debate.

C. Risks and Remedies

There are a variety of risksaghhave to be mitigated before and/or during td&Drsession. Ignoring
them is a sure recipe for disastdihe following are examples of risks that you should prepare for:

Bad decisions due to speed.

JADrProcess not conducive to somaltures /thinkingstyles.

Not having the right people support/buy in.

Missed information or requirements (possible big impact downstream).
Not enough time (in thdADr

Group think (not real).

Not clear or inaccurate documentation.

Poor qualityof the development.

Loss of focus (people, EQ).

10. The development is not agreed upon (management of tasks in a short time frame).
11. Lack ofFollowup.

12. Wrong time (loss of investment).

13. Missing connections to other projects.

14. People with dferent needs in the same session.

©CoOoNOO~WDE

In addition, we have some recommendations for dealing with specific risks as outlined in the table,
below.
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Sessions deteriorate
into non-productive
meetings or debates

Lack otechnical expertise
or people skills on the
part of the facilitator

Get help from an internal or external consultant
If none are available, stop the session and rethi
the approach.

Deliverables not
available in time

Inadequate support
equipment

Renti KS yS0Sa
failed session.

al NB Sl dzA L

Inexperienced session
analyst

Bring in an experienced session analyst
immediately.

Too much information
produced

Plan ovettime, schedule a facilitation team day
consider assigning fupport people (with the
necessary equipment).

Wrong decision
maker(s)

The person needed has
conflicting priorities

Reschedule the session when the right decision
maker is available.

Groupthink

Reaching consensus
without considering all
factors

Challenge any agreement reached without

dissenting opinions. Evaluate the impact of the
decisions on extreme situations or from a negat
LISNBE LISOGAGS @ tfre 0K

Deliverables rejecte(
by nonparticipants

Wrong people at session

Improveyour participant selection process and
ensure that validation of deliverables by ron
participants is part of the Quality Assurance
process.

No communication
between session
participants and their
peers

Present the deliverables of ADrsession in a
formal presentation as opposed to simply
distributing it through normal channels.

Deliverables are
invalid or outdated

No follow-up, no
finalization, and/or no on
going updates to the
deliverables of dADr

session.

Schedule or repeat post-session meeting with a
participants. Revaluate the overall accelerated
process; identify where problems occurred and
how to avoid them in the future.

Table6: JADrRisks, Causes, and Recommendations

We list these riskbecause we have, within our experience, met and resolved each of them. These are
not all possible risks, but with over 300 successful sessions under our collective belt, we think these are

the major threats. Quality project and process management wilb@ngour organization to take
advantage ofJADrsessions very quickly. Above all, the best selling pointA@nsessions in an
organization is a higprofile, professional, productive first session.

D.

1.
Lyadl 520nu

Session Support Choices

InstaDoat ¢ In-SessiorDocumentation

ONBI dSa GKS

R20dzY Syl GA2y G6KATS

pros and cons to having the sessiaralyst in the fold during the session.
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¢tKS aSaairzy lFylftead
contributions first hand and is better able to
help the session leader guide the group.

This requires a session analyst who is willing
do analysis in public.

The participants see what the session analyj
is capturing while they are discussing it.

The contributors can become distracted by
observing the antics of the session analyst
while he/she is capturing the results of their
contributions.

The contributors atomatically perform quality
control on the deliverablevhich reduces the
need for additional reviews

The only results that the group sees #ne
results thatare projected.

The artifact is documented as soon as the
discussion is over.

Contributors arenot allowed any time to
reconsider their decisions before the session
has moved on to a different topic.

2. Intra-Session Documentation

Intra-session documentation means that the session analyst is sitting in a different room thaAEme
participants. The session leader is capturing the results of the discussions (typically on flip charts or
electronic white board) and theturns the handwritten version over to the session analyst who
transfers it into the computer.

1. Thesession analyst has time to perform an i 1.
depth analysis of the results before returning
them to the group.

The session analyst often has to work hours
after the session is over to prepare the
R20dzySyida F2NJ GKS yS

2. Thegrouponly seestiieOtf S| y¢ @5 2.
each interim deliverable (they are not
distracted by trivial errata)

The group has to review each deliverable to
catch transcription errors.

3. ¢KS aSaarzy lylfeaddgs.
so they start and end 4 2 hours later than thg
working group.

The deliverable is not available immediately
the end of the session.

4. The results of one activity are reviewed durin 4.
a later phase of the session which gives
participants a second opportunity to identify
and voice concerns.

Some participnts consider the reviews as a
waste of time as issues that they considered
closed are revisited.
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V1. Polishing the JADr Results

In this phase, the contributors are expected to complete all assigned action items and resolve all

assigned open issues. Théwald also involve peers who were not in the session by sharing the session
deliverables and discuss potential problems. Assuming that the session was successful, those who
O2Y(NROdzi SR aK2dz R 06S02YS YOl &dal R2NMat®aaNI G KS 02y
F OKASPSR YR K2g®d ¢KAA aGag2NR 2F Y2dziké OFYLI A3y O
implementation ofJADracross the organization than any other methddhere is no more powerful

proponent of a product than a satisfied customer.

On the other hand, there are also risks. In particulanvbee the postsession letdown. Be sure to:

1 Help the project leadere-estimate the project based ailne new knowledge and modified
assumptions

track progress of unresolved issues and other assitpEds

monitor the timely distribution of the session deliverables to appropriate-participants
maintain the enthusiasm and momentum generated by the session

schedule quality assurance reviews with Faarticipants

keepall involved parties abreast oh-going developments

=A =4 =4 =4 =4

It is important to note that much of what was achieved during the working session can be undone by
loss of momentum during this phase. We highly recommend that you stay focused through the end of
the Polishing activity to ensure thtte results of theJADrsession are received in the spirit in which

they were intended.
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VII. Propagating the JADr
A. The PostSession WragJp Meeting

The postsession wrapup meeting is the beginning of the future dADrfor your organization. This

meetingis critical, especially for the eathADrsessions. Our postessions follow a reasonably fixed

script (whereby individual facilitation teams have taken liberties with the order and the priorities of

individual items, skipping some and adding otherthassituation dictated). The duties assigned to the

individual roles during this meeting are designed to maintain the synergy that the session generated but

Fd GKS alryS GAYS (2 NBSadlrotAakK GKS day2NX¥If LISO1A

The roles and theiduties:

Session Facilitator:
1 Complete all assignment lists.
91 Followup call or visit to Project Leader.

Project Leader:
1 Followup on outstanding items.
9 Draft/revise and issue project plan.
9 Produce status report (time).

JADITeam Members:
1 Externalk follow-up
1 Internal¢ follow-up
1 Complete their tasks with Project Leader.

B. JADrimplementation Steps

A good facilitation team is essential to successfully implendAlirsessions within any organization.
The following steps will get an-hrouse facilitatiorteam up to speed quickly and set the stage for using
JADrsessions.

1. Build a Facilitation Team

I FLOAtAGEHOARZ2Y (SI'Y ySSR& SELISNASYyOSs odzi GKS& I N
get up to speed is to:

1 observe one or more sessions facilitated by experts

9 identify personal weaknesses and address them through training or survey instrursiectisas

thoseavailable fromthe Requirements Solutions Group
1 conduct a first session together with an experienéadilitation team
9 solicit and evaluate constructive criticism from all participants of the session

2. Planthe FirstJADr
Plan the first session carefully. Choose a project that has high visibility. Use everything at your disposal
to make sure this firstession is a success. Communicate the desired results of the session and state
dzLIF NRY UG 6KFG ¢6Aff YI1S GKA&a aSaairzy | adz00Saao :
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evaluate what might possibly go wrong. Plan a course of action for eaghrso. Manage any other
risks you can identify. Use a team facilitation approach.

3. Monitor the Session Critically
Have an experienced facilitator monitor the first session. If needed, the monitor can suggest a course of
action to the facilitation teamRecord everything in the session that can be improved upon. If the
facilitation team is open to it, these can be discussed daily.

4. Preparean OnGoing Improvement Program
If your organizatiomecidesto useJADIsessions as a routine part of systeméiviy, you may need
several facilitation teams. Each team will need training and opportunity to perform a session. Build one
good team first, and give them time to develop experience. They can then develop and mentor
additional teams.
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VIII. Critical Success Factors for the JADr
So in the end, what are the critical success factors that it takes to make a sucd@gsfigdssion?

A. RightProject

First off, you have to have the right project. If you try to force the concept in a project that is too small,

not critical enough, or lacks executive backing, not only can Jabrsession fail, you could even ruin

the concept for others within your organization. If thaDry’  YS 6S02YSa wedzald y2GKS
worse yet, atechniquéhatWe dza it R2 ANy Eza & BE28Rdz | NB f2aiAy3a | @ltd
making sure the firslADris successful is critical for the organization as well as the project, make sure

you try it on the right project.

B. Executive 8pport

Scondly, you need executive support frahe beginning of the session to the end (ideally, to ¢mal

of the project). If you lse executive support, your session will be wasted and your project endangered.
A big part of maintaining the support of the executives is communications. Make surgdyaknow

what the JADris about, why the project is critical to the organization, and what you expect to get out of
the JADmrocess. You should consider daily updates on the progress of the session to keep your project
on their minds, even if it igist through an email or a phone call that goes onto the answering machine.

C. Achievable Gals

It just makes sense that the goals of th&Dihave to be achievable. If the expectations are unrealistic, it

R2Say Qi YIFGGSN K2g 32 20Bmed fiod thd sSait. Make gure That alurxyoaks 2 dz | NB
are realistic and that you manage expectations. If the project sponsors and/or executives expect too

much from the session, they will be disappointed with whatever you deliver. If they expect too little, you

risk losing that support | just mentioned.

D. Informed, EmpoweredParticipants

Next, informed and empowered participants provide the energy thatdABruns on.dnformec
implies that they are aware of their needs (and those of their peersampowereal¢ implies that they
are capable of making decisions that will not be overthrown by wheth&y-report-to as soon as the
sessioris over.

E. Knowledgeable, ective Facilitation

Knowledgeable, effective facilitation and efficient knowledge capture more or less dictate having a team
who has experience in facilitatidgADrsessions and documenting the results. This of course begs the
guestion, how can you get experienced teams fiingt time around? Actually, what we recommend for
building a successfuADiteam starts with training in the basics (such as our course on
ohttp://www.requirementssolutions.com//CIL5400 How to Prepare and Facilitate ProdudiiNer
Sessions.hthh ' YR A& F2ff 26SR dzLJ) JADrsessibndlds antohsedéduktgath Ay 2y S
isthen qualified to team facilitate (working with an esqienced team and taking on parts of a real

session) and, finallyhe teamshould then facilitate a session by themselves (flying solo) but with the
experienced team sitting in as observers and ready to guide them in case they run into trouble. Of
course we assume that they already bring a solid background in the techniques of business
requirements gathering or they will fail on technical grounds.
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F. SuitableFacilities andTools

Finally, suitable facilities and tools is a statement that if you try to saaesnby limiting where the

session can be held (i.e., in a conference room surrounded by cubicles in the middle of a busy office) or
by not providing the higipowered tools (i.e., fast computer, quality projector, color printégh speed
copier,etc.) fa the session, you are shooting yourself in the foot. If the project is critical, it should be
worth providing the team with the necessary resources to give them every chance to succeed.

In the end, a successful session will remove any doubts and serahg message to all projects
throughout the organization that you now have a powerful, flexible and-etfsttive tool for getting to
better business requirements faster and (in the end) cheaper.
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IX. e-JADr: Myth or Miracle?
A.  Whatis eJADP

With the proliferation of teleconferencing, the Internet, and collaborative environments, transitioning
the classic facéo-face JAD1to the new modes of communication almost seems like draner. The
people are more widely distributed than ever bedaand the cost of travel has increased. Does it not
make sense to exploit the new media that allows each contributor to sit at his/her work¢pabeme)
and participate with others around the planet?

Being amongst those who pioneered the original JAZepts, we at RSGelt it imperative to maintain
our pioneering spirit and be amongst the first to test our traad-true methods forJADrsessionsn the
electronic environmentOur requirements for the test were simple and straightforward:

The electonic meeting tookhould

1 Support fulldocument sharing and creation capabilities
0 any participant can see and modify any document
0 changes could be overridden by the facilitation team
0 support allversion control
1 Allow for breakout sessions where suffroupscould work on their owrdeliverable
o The facilitation tearrhadto be abletod ¢ | Y RSNE 0 S aB@aolpsi KS o6 NB I |
o0 Each group had to be able to summon the facilitation team
o Each group had to be able to present its results to the entire session audience
o It had to be possible tassimilae the workof each groupnto amain document
1 Be able to record the audio portion of the main session and each freagroup

B. The Good, The Badnd TheFunny¢ Some Lessons Learned
1. Benefits of eJADr

=a =9

Cost saving&lthough the actual saving was considerably reduced due to the communication
costs for the teleconferencing line).

1 Electronic distribution of the results immediately following each session gave the participants
the option of reviewing the outcome while ¢hsession was still fresh on their minds

Electronic capture of individual diagrams expedited the preparation of the final deliverable.

1 Ability to facilitate session from the office drastically reduced stress on facilitation team

=

2. The Down Side of-@ADr
Not asproductive as lifeJADr
Technology dependency caused loss of continuity
During one session, we were using an external telecommunications provider for the
teleconferencing component. We discovered that gxsruciatinglymportant for the faciliaitor
to be able to recognize who is talking (which is supported with WebEX® integrated
teleconferencing capabilities, albeit at a significantly higher cost).

= =4 =
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Scheduling algorithm limited synergy building

Lack of visual communication dimension ledatdicipated increased dependency on verbal and
vocal dimension whereby loss was actually greater than anticipated. (NOTE: Our initial tests with
a simple webcam showed limited value adid and the deterioration in the quality of the sound

due to the heavieload on our Internet connection sealed the deado video.)

Difficult to maintain enthusiasm levels

The lack of visual communication between participants made it more difficult to dispel doubts.

It was difficult to keep people from inadvertently talgiat the same time.

3. The Weird, Wacky, and Just Plain Different Side
TheFacilitation team had to establistnon-obtrusive mode of vocal communicatioprivate
chat function proved to be to taxing on facilitator) to be able to exchange signaihat was
going on and what was neededthout distracting the contributors.
In the past, we have used humextensivelyin JADrsessios, not only to diffuse difficult
situations but also to stimulate creativity. We are convinced that creativity and laughter are
closely related and that people who are having fun are much more creatsing humor in the
virtual environmentproved considerably more challenging than anticipated due tdrtability
of people to see each otheAs a result, the only way to diffusense situations with humor was
audio. Studies indicating that we communicate 76% Visually, 17% Vocally, and 7% Verbally were
reinforced by our experiences heréhese challenges must be addressed before tidBrcan
become all that it can be.

C. Untried Solutions

For reasons stated aboy#nancial) we have not yet experimented with fuditreaming,duplex video
capabilitiesdueto the costs involved. Based on our experience with live sessions, waetidgpate that
the video dimension would add value &n eJADr but until we find a customer that has the capability
or is willing to finance it for a session, we Wit be able to establish how much it adds

We remain, however, firmly convinced that the concepfADrcan become extremely succesisiuthe

virtual universe. We believe that the succesgADiis strongly related to the rules that make the

session productive. It is in our opinion just a matter of discovering the appropriate rules for making the
virtual session just as effective.aMould love to try an € ADwith a customer whose participangse
geographicallppread out but where each location can pull a small (ideally 3, 2 or 4 also possible), cross
functional group together in a room with all of the required communicatiorde®) in particular

T
1
T

A largemonitor that all can easily reddy all in the room

Video capability that can beirned offfor small group assignments

Good audio capabilities that allow the group to be heard by groups in other locations (and by
the facilitation team) that can be muted for small group assignments

Comfortable seating arrangements, higpeed printer (possibly plotter) for reproducing idea
generating flipchart size prirfouts

Refreshments available in the meeting room
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Our thought ishat the full group collaboration would be minimized and a lot of work done by the
individual (small) groupisefore beingelectronically shared by all. Full group activities would presumably
focus primarily on review and revision activities. With our tradeknenthusiasm, we look forward to
the opportunity to venture into this exciting and novel application of the t@dtrue JADmprinciples.
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X. IsJADr Right For You?

Now that you have a better idea as to wiiltDrsessions are all aboutpu should be in a better

position to determine whether you want to tryBADr(or an eJADr We know thatJIADrsessions are not

a magic pill and that they will not succeed in every organization or even on every project. You have to
make the decisioms to whether or not they are right for you, for your project, and for your
organizationHowever you decide, we hope that our contribution through this paper helps you make
the right decision.
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JADr(Joint Application Development(Requiremens$3) Peforming Effective Requirement Gathering
JADrSessionss one of a series of white papers published by the Requirements Solutions Group,
LLC. This white paper is intended to complement our training and consulting in business system
analysis and delivery. For more information concerning this training, our methodology, or our
consulting services, contacts:

Tom Hathaway Dan Myers

Requirements Solutions Group, LLC Requirements Solutions Group, LLC.
3837 Northdale Blvd., Suite 361 16057 Tampa Palms Blvd. W., Suite 197
Tampa, FL. 33624 Tampa, FL 33647

(813) 319-5851 (813) 319-4213
Tom.Hathaway@regsol.com Dan.Myers@regsol.com
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