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Figure 1.1 Graph of logical dependencies between the 14 chapters of the book

Another implication of an existing roadmap is the need to plan for its operational
implementation. This is called operational planning and includes the scheduling and
staffing of the tasks providing the features. Different formulations of this problem
are given in Chapter 8. All of them take into account that developers have different
productivity profiles. The challenge is to find the operational plan where the best
available developers are assigned to the right tasks.

As the final chapter of Part B, Chapter 9 presents four advanced topics of research.
They are related to effort and resource estimation with emphasis on release planning,
the explanation of decision support generated from machine learning techniques, the
consideration of design constraints in the course of making release decisions, and
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the prediction of the impact of uncertainty in operational planning.

Part C is denoted to tool support. Three release planning tools are presented
in Chapter 10. The three tools have different focus and different level of detail.
VeryBestChoice light aims at the prioritization of features and subsequent analysis of
prioritization results obtained from different stakeholders and with respect to different
criteria. The ReleasePlanner™ decision support system is used for generating
optimized product release planning alternatives. Finally, RASORP optimizes staffing
and scheduling of the implementation of features defined for the next release. Trial
user accounts are provided for the first two tools to allow the reader to become more
familiar with the tools. For both of them, the login information for the (read only)
user account is user name = book and password = trial.

Another important part of the book is devoted to Applications. Three case studies
are presented to give further insight into the practical realization of the proposed
methods. They are devoted to product release planning (Chapter 11), staffing for
product releases (Chapter 12), and decision support for adoptable project management
following Scrum (Chapter 13). In addition to these case studies, five application
scenarios are outlined in Chapter 14. In all of the five scenarios, it is shown how the
problems behind the scenarios can be reformulated to allow the application of the
EVOLVE II planning method and its related tools. The five applications are:

*  Roadmapping for multiple products

*  Release planning with consideration of quality demands

»  Agile project management following Scrum

*  Planning for competitiveness of products

*  Project portfolio planning

1.4 SOME ASSUMPTIONS TO SHARE

1.4.1 About assumptions

This book is not written in a vacuum. As most of the things studied in science and
engineering, the methods, tools and techniques proposed and discussed are based
on some key assumptions and beliefs. Describing these key assumptions early on
will help the reader to better understand the book. The assumptions formulated later
in this section are fundamental and address the role of models, of planning, and of
decision-making. There are other assumptions formulated later in this book which
are more specific and related to a single method or technique.

Assumptions express certain beliefs at the start of an investigation. The reader
does not necessarily need to share all assumptions in order to benefit from reading the
book. Different assumptions might be true in different contexts and environments.

1.4.2 The need for balancing art and science

This is the common theme of the whole book: Balancing art and science, intuition
and discipline. A7t stands for all the unique skills, feelings, competencies associated
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with the human experts. Science stands for the design and analysis of rigorous
methods and techniques, their controlled application for the purpose of solving a tacit
problem. Art is as important as science. One can not successfully apply one without
the other. Release decisions exclusively based on intuition will likely miss business
opportunities and waste resources. On the other hand, just following formal models,
method and techniques is insufficient to accommodate implicit concerns of human
decision-making. What is needed is the synergy between the two worlds. While this
is easy to admit, the hard part is: How to actually achieve this synergy? As its main
goal, the book tries to provide a constructive answer for creating synergy between art
and science for the sake of making better release decisions.

1.4.3 To prevent problems is to solve problems

Planning is useful for various reasons. Wrong decisions are hard to reverse
afterwards, especially in the early stages of the process when fundamental design
decisions are made. Planning is part of the pro-active effort to avoid pitfalls in the
later stages.

While this seems to be generally accepted, there is always the debate: How to
measure the “goodness” of a plan? One possible answer to this question is to measure
the impact of problems which have been prevented from early planning activities.
What-if analysis often helps detect the lack of resources and/or the lack of time to
achieve the originally stated goal. Understanding these and possible other problems
in advance reduces the risk that the (product development) project fails or does not
achieve its stated goal.

1.4.4 The only stable thing is change

Planning is important, but it needs to be understood as a continuing activity.
Roadmaps are blueprints for future product development. They give a direction, but
cannot be expected to be the ultimate pathway and being valid and stable for a longer
period of time. Instead, plans need to be adjusted. What counts is a good plan, but
even more the understanding that this (good) plan is just the beginning of getting the
plan implemented. That means: One permanently has to react to change.

1.4.5 Good products require good up-front planning and design

To say it by a quote again: 4 man who does not think and plan long ahead will
find trouble right at his door (Confucius BC 551- BC 479). This is assumed to
be true in general and for product development in particular. Decisions resulting
in the selection of the wrong features cannot be compensated by highly efficient
implementation. Up-front planning cannot provide guarantees, but reduce the risk of
making the wrong things and of making things wrong.

1.4.6 The role of modeling: Approximation of the truth and its
implications

This book emphasizes modeling as a means to formulate, understand, communicate
and discuss the (different) views about the reality of making release decisions. These
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decisions are tremendously complex with all the possible factors impacting them. It
is simply impossible to accommodate all of them. Instead, the most important ones
need to be selected. As already stated by Aristotle (384 BC-322 BC): It is the mark
of an instructed mind to rest satisfied with the degree of precision to which the nature
of the subject admits and not to seek exactness when only an approximation of the
truth is possible.

Being aware of the model limitation is as important as being satisfied with an
approximation of the truth. Models are a means, not the end. Models are as good as
they are helpful for the purpose they are designed for. Understanding the limitations
of the model increases the chances to make meaningful conclusions out of them.

1.4.7 What counts is insight, not numbers

In this book, there is some emphasis on models and their use for systematic
analysis. Often, this analysis is quantitative. As extensively argued by [Sassenburg
‘05], numbers matter, but are not enough. There is too much uncertainty in making
release decisions. Uncertainty is related to people, processes, technologies, markets,
and primarily to the goals of the actual (product) development. It would be too
simple to assume all these things could be mapped into something as precise as
numbers. Numbers serve as indicators, not as truth evaluators. But numbers, although
quantitative, help us to understand reality from a qualitative perspective. They help
to better understand things, i.e., they help to gain insight.

1.4.8 The importance of proper processes and process integrated tools

Edwards Deming (1900-1993) formulated the importance of (explicit) process as
follows: If you can't describe what you are doing as a process, you don't know what
you 're doing. Release planning is a process, and needs to be understood as such.
For its performance, there are a number of steps to be looked at in the proper order
of sequence. The right people need to be involved in the process to ensure its best
results. Organizing all this in a proper way and deciding who is responsible for what,
that exactly is what is called the process.

Processes need to be conducted efficiently. Tools have the potential to help on that,
if the tools are the right ones for their requested purpose. Tools and processes need to
be harmonized. Their combined effect has the potential to make the difference. If not
integrated, things might become worse than without tool support.

1.4.9 Investments into better product planning and decision processes
pay off

A study including one-to-one interviews with 14 senior marketers from brand-
name companies and a quantitative survey of product marketing professionals from a
wide range of industries [BPMForum] revealed significant pain points in the product
decision-making process:

* 70 percent of respondents classify their opinion of the quality of data being

conveyed between product marketing and other internal constituencies as
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being from average to very low.

e Despite the implementation of big-ticket technology infrastructures, up to
80 percent of respondents rely on internal data generated and communicated
through outdated spreadsheets.

*  Almost 70 percent express displeasure with the technologies they use for
product forecasting, pricing, product portfolio planning, and competitor
analysis.

1.4.10 Decisions need to be managed holistically at corporate level

Release planning decisions are one part of the whole chain of company decisions
to be made. Just improving on one of them will have low impact if the others remain
unchanged. Qualifying the roadmapping process needs to go hand in hand with
qualifying other organizational processes. The key need is to establish a holistic
enterprise strategic decision management infrastructure with the goal to align
roadmapping with systems engineering, business strategy, and (human) capability
management [[EEE ‘08].

1.5 WHO SHOULD READ THIS BOOK?

The development and selling of products is the scope of doing business. Products
are ultimately everywhere. There is the whole spectrum of software products (with all
the different categories such as business administration, enterprise resource planning
systems, databases, e-commerce, business intelligence, security, e-learning). But
the methods, tools and applications presented in this book are not at all limited to
software products. Examples of other products are:

*  Telecommunication products (mobile phones, faxes, modems, routers, voice

over IP products, communication devices, GPS devices)

*  Medical devices (hearing aid, diagnostic devices, monitoring devices)

»  Electronic devices (computers, home theaters, monitors, printers)

»  Transportation products (cars, trains, busses, airplanes)

*  Governments and municipalities (services)

The above list is not intended to be complete, but illustrative. The commonality
in all these product planning applications is the search for the best orchestration of
features in consideration of budget and resource capacities.

A situation similar to planning for product roadmaps can be found in the area of
composition of services. While services can differ in their content and nature, the
same question arises: Which blend of services is most attractive to be offered at
which point in time? As all the services consume some effort, the same prioritization
and selection challenge applies as for selection of the most attractive product features.

All product release, project portfolio and service managers are facing the same
challenge: To plan and organize for a process enabling the best business based upon
a sequence of product, project or service releases. In project management, the term
releases is often replaced by quarterly or annual milestones.
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The book is intended to attract readers from both academia and practice. This may
sound attractive, but it also incorporates a substantial risk. The risk is that none of
the two camps feels sufficiently satisfied in their needs and their way of thinking.
Both camps speak different languages, and there is sufficient evidence that they
don’t always understand each other [Kaindl el al ‘02]. Patience from the researcher’s
side is requested because (intentionally) not all the technical details are provided.
However, there are always scientific journal or conference publications to find
further technical details. Patience from the practitioner’s side is requested, as some
formalized descriptions, including formula’s, have been unavoidable

One way to mitigate the risk of a diverse readership is to provide different
pathways for reading the book. The assumption is that all groups of readers start
with Chapter 1 to receive an overview. Without being prescriptive, Table 1.1 offers
some suggestions for Who (classified according to roles and abbreviated by Rl to
RY) should read what?

Table 1.1 Suggestions for who should read what

Role # Recommended chapters

Executives (R1) | Ifthere is time for reading two chapters, then read
Chapters 10 and 14.

Product managers | (R2) | Ifthere is time for reading five chapters, then read
Chapters 3, 4, 10, at least one of {11,12,13}, and

14.

Practitioner (R3) | All chapters should provide some practical value.
The highest level of formality is in Chapters 5, 7,
and 8.

Researchers (R4) | Chapters 2 to 9.

Undergraduate (RS5) | Chapters 2, 3 and 4.

students

Main interest in (R6) | Chapters 11-14.

applications

Main interest in (R7) | Chapter 10.

tools

Project managers (R8) | Chapters 7, 8, 10, 12, and 14.
Marketing (R9) | Chapters 3 and 10.

and sales

representatives
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1.6 EXPECTED BENEFITS

In general, the expected benefits will depend on the background of the reader and
on how much time is spent with the book. The main benefits include the following:

*  Getting an overview of existing methods in product release planning.

*  Gaining detailed knowledge about the release planning method EVOLVE 1I.

*  Understanding of the foundations of making product release decisions.

*  Understanding of the application of the different methods from going through

different case studies.

*  Becoming skilled in the application of prioritization and planning tools.

*  Becoming skilled in adjusting to change.

*  Becoming skilled in performing voice-of-the-stakeholder analyses.

The expected benefits for the different readers are summarized in Table 1.2. It is
up to the reader to either confirm the projected outcome or to report other experience.
The reader is encouraged to take this journey and to communicate their learning
experience to the author. This helps to incorporate it later in editions of the book for
the benefit of future learners. The author can be reached at ruhe@ucalgary.ca.

Table 1.2 Potential benefits for the different groups of readers R1 to R9
Rl [R2 |R3 |R4 | R5 | R6 | R7 | R8 | R9

Getting an overview of ex-
isting methods in product X X X
release planning

Gaining detailed
knowledge about the
release planning method
EVOLVE II

Understanding of the
foundations of making X X X X
product release decisions

Understanding of the ap-
plication of the different X X X X
methods

Becoming skilled in the
application of prioritiza- X X
tion and planning tools

Becoming skilled in ad-
justing to change

Becoming skilled in
performing voice-of-the- X X
stakeholder analyses







