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Dato Tid Aktivitet

Wed. Feb 2 12:15-14:00 Introduction to relevant tools and frameworks

Strategy and Management tools : -
strategic context and frameworks - Designed for digital
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You must know:

The message from the following part of the course management frameworks) is not
"use these tools, and you will succeed"

What framework(s) should we use — if any at all — is one of the hard questions of IT
management and leadership.

The answers to this question depends both on the organizational structure, the people

within it, the problem at hand, and about you (as a manager). And often, multiple
approaches could work if implemented correctly.

Instead, the goal of these lectures is to help you understand what the frameworks are,
and to ensure you are better prepared for what you will meet out there.

We will, of course, also discuss which situations they might be applicable in — but
there is no real credible research regarding when to use which framework. \Which
means leaders and organizations are, to a large extent, on their own in this.
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From last lecture:
the result of a strategy process

Normally, the strategy is accompanied with an action plan

This action plan contains:

1. Activities to change or develop the current operation to meet strategic goals

2. Assigned responsibility for these activities

3. Expected ordering and timeframe for executing the activities (roadmap)

4. Estimates/budgets
* Note: in modern organizations, there is a huge debate regarding what level of
detailed planning one should perform. This can have a great impact on the action
plan with respect to the level of detail, e.g. whether the activities are detailed in
advance or simply outlined — and how precise the estimates are expected to be.

« However, it does not change the fundamental requirements for a working plan.

« Actions to implement strategic change could be projects, reorganizations or simply
other priorities in day-to-day operation.
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Different organizations

 C(Citizens

« Owners « Members  Politicians
 Board « Board « Board
____________________________ Séj}fg‘:@ Strategy j;;a‘.‘segm

Regardless of organization type or strategy, there is a set of expectations
from the surrounding stakeholders towards the Administration.
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Goodumbrellas Inc

- Production in Vietham
- Retailers all over the world

http://www.umbrella-heaven.com
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To achieve this, Goodumbrellas Inc must:

 Develop a web shop

 Establish their own warehouse with
capability of shipping small orders
on demand

« |Integrate with shipping providers to
allow users to track process of their
order

« Establish a capability for online
support and return to consumers




Legal

issues Time

Coordination

Risk
'S challenges
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Project Umbrella heaven

 The management of
Goodumbrellas Inc decides to
establish a project to ensure
the development and launch
of www.umbrella-heaven.com
Is as predictable and smooth
as desired

« The question is: how?



http://www.umbrella-heaven.com/
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What is a project?

"A projectis a
temporary
organization
established to deliver
one or more specified
results or products
within a specified
period."

02.02.2022
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Project
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Challenges of the project situation

* There are always expectations
behind every project

* Funding is granted based on
estimated costs and benefits — Production
which is again based on
assumptions

 In the presence of risk: how to
differentiate between

unrealistic expectations and
iIncompetent execution?

02.02.2022

Head
division
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Why Your IT Project May
Be Riskier Than You Think

(Based on Flyvbjerg & Budzier 2011)
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Levi Strauss

* Global corporation
110 countries
« Challenge

— Balkanized mix of
incompatible country-specific
systems

e Chosen solution

— Hire Deloitte

— Migrate to a single SAP
system

— Estimated budget: $5 mill.

02.02.2022
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Levi Strauss

Global corporation
110 countries
Challenge

— Balkanized mix of
incompatible country-specific
systems

Chosen solution

— Hire Deloitte

— Migrate to a single SAP
system

— Estimated budget: $5 mill.

Result

Underestimated requirements and
complexity

Massive delays

Q2 2008: $192,5 million charge
against earnings

CIlO resignation
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NAV modernization

 (Goal:

— Completely revamped IT-platform
— Multiple new services
— Estimated cost 2011: 3 300 MNOK

 Result:

— 2015: Estimated cost 4 800 MNOK
— Programme terminated

— Both the NAV CEO and CIO forced to
resign

02.02.2022

Trouble at NAV as tech boss resigns

= October 28, 2014

0O sHARE EY&E .

The top IT executive of state welfare agency NAV resigned on Monday, alleging
that she had been under “inhumane pressure” from her bosses to quit. Nina
Aulie had been tasked with modernizing the welfare giant’s complex web of
incompatible and sometimes antique computer systems.

A key reason behind
Aulie’s decision to
resign appears to be a
report by consultancy
McKinsey, which had
looked into NAV's
many tech troubles. In
an email to the
agency's IT staff

of more than 1,000
people, Aulie claimed
that the McKinsey
documents were

“based on errors and

insufficiencies”. More trouble at state welfare agency NAV as its IT director Nina Aulie quits.
PHOTO: nyebilder.no

“For this reason, I

have resigned from my position as IT director (IKT-direktor) of NAV,” Aulie wrote in the

email, a copy of which was quickly obtained by news websites Computerworld and Digi.no.

Source: https://www.newsinenglish.no/2014/10/28/more-trouble-at-nav-as-it-boss-resigns/
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Flyvbjerg & Budzier's study

# of projects 1471
Average cost overrun 27%
Average cost $167 million

Black swan

1/6 projects were a "black swan" projects — with
cost overrun averraging 200% on average, and
schedule overrun averaging almost 70%

02.02.2022 19
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Black swans:
High-impact events that are rare and unpredictable but
in retrospect seem not so improbable.

Origin:

"Black swan" used to be a metaphor of something
non-existant or impossible, until Dutch explorers in
1697 discovered black swans in Western Australia

Taleb, Nassim N. (2010). The black swan : the impact of the highly
improbable (Rev. ed., pp. XXXIIl, 444). Random House

02.02.2022

20



UiO ¢ University of Oslo

Probability of | Probability of throwing
Goodumbrellas Inc's a 2 in a single dice

project becoming a throw
complete disaster

-

© jontintinjordan - Flickr © waltjabsco - Flickr
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Framework examples
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« Goodumbrellas Inc decides to hire
a consultancy company to help
them in their endeavor towards
umbrella heaven.

« They get various offers, and many
of the consultants use fancy
acronyms to present their
knowledge. They know both
Prince2, TOGAF, ITIL and Scrum.

But what are Prince2, TOGAF, ITIL and Scrum?

And are they useful?

02.02.2022
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Examples of management frameworks

Framework
e

Prince 2

ITIL

TOGAF

Scrum

Intended
usage

Project governance
and management

IT Service
management

Enterprise
architecture

Custom software
delivery

UK government

UK Government

US defence

Research

Brief intro

What is PRINCE2?

What is ITIL?

How the TOGAF
Standard Serves
Enterprise Architecture

Scrum Development
Process

More depth

Managing Successful Projects with

PRINCE2
or
PRINCEZ2 for dummies (Graham, 2010)

Become ITIL® 4 Foundation Certified in 7
Days: Understand and Prepare for the ITIL
Foundation Exam with Real-Life Examples

TOGAF Library

A Scrum Book (Sutherland 2019)

Management frameworks usually prescribe processes and roles used to perform

some coordinated activity. They are uses for much more than projects.

02.02.2022

24


https://www.axelos.com/best-practice-solutions/prince2/what-is-prince2
https://bibsys-almaprimo.hosted.exlibrisgroup.com/primo-explore/fulldisplay?docid=TN_cdi_askewsholts_vlebooks_9780113315352&context=PC&vid=UIO&lang=no_NO&search_scope=default_scope&adaptor=primo_central_multiple_fe&tab=default_tab&query=any,contains,Managing%20Successful%20Projects%20with%20PRINCE2%20&mode=Basic
https://bibsys-almaprimo.hosted.exlibrisgroup.com/primo-explore/fulldisplay?docid=BIBSYS_ILS71524355360002201&context=L&vid=UIO&lang=no_NO&search_scope=default_scope&adaptor=Local%20Search%20Engine&isFrbr=true&tab=default_tab&query=any,contains,prince2&mode=Basic
https://www.cio.com/article/2439501/infrastructure-it-infrastructure-library-itil-definition-and-solutions.html
https://bibsys-almaprimo.hosted.exlibrisgroup.com/primo-explore/fulldisplay?docid=TN_cdi_safari_books_9781484263617&context=PC&vid=UIO&lang=no_NO&search_scope=default_scope&adaptor=primo_central_multiple_fe&tab=default_tab&query=any,contains,itil&mode=Basic
https://www.infoq.com/articles/TOGAF-enterprise-architecture/
https://publications.opengroup.org/togaf-library
http://jeffsutherland.com/oopsla/schwapub.pdf
https://bibsys-almaprimo.hosted.exlibrisgroup.com/primo-explore/fulldisplay?docid=TN_cdi_safari_books_1_9781680507577&context=PC&vid=UIO&lang=no_NO&search_scope=default_scope&adaptor=primo_central_multiple_fe&tab=default_tab&query=any,contains,scrum%20book&mode=Basic
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Examples of management frameworks

Framework Intended Origin Brief intro More depth
name usage
Prince 2 , and
htle
Caveat: For these (and similar) frameworks and methods, their 010
TIL usefulness and value is highly context-sensitive — and sometimes |,
disputed. the ITIL
kamples
TOGAF
ENLErprise Arcnieciure
Scrum Custom software Research Scrum Development A Scrum Book (Sutherland 2019)
delivery Process

Management frameworks usually prescribe processes and roles used to perform

some coordinated activity.

02.02.2022
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https://www.uio.no/english/for-employees/support/projects/project-management-framework/about/index.html
https://bibsys-almaprimo.hosted.exlibrisgroup.com/primo-explore/fulldisplay?docid=TN_cdi_askewsholts_vlebooks_9781787780620&context=PC&vid=UIO&lang=no_NO&search_scope=default_scope&adaptor=primo_central_multiple_fe&tab=default_tab&query=any,contains,prince2&mode=Basic
https://bibsys-almaprimo.hosted.exlibrisgroup.com/primo-explore/fulldisplay?docid=BIBSYS_ILS71524355360002201&context=L&vid=UIO&lang=no_NO&search_scope=default_scope&adaptor=Local%20Search%20Engine&isFrbr=true&tab=default_tab&query=any,contains,prince2&mode=Basic
https://www.cio.com/article/2439501/infrastructure-it-infrastructure-library-itil-definition-and-solutions.html
https://bibsys-almaprimo.hosted.exlibrisgroup.com/primo-explore/fulldisplay?docid=TN_cdi_safari_books_9781484263617&context=PC&vid=UIO&lang=no_NO&search_scope=default_scope&adaptor=primo_central_multiple_fe&tab=default_tab&query=any,contains,itil&mode=Basic
https://www.infoq.com/articles/TOGAF-enterprise-architecture/
https://publications.opengroup.org/togaf-library
http://jeffsutherland.com/oopsla/schwapub.pdf
https://bibsys-almaprimo.hosted.exlibrisgroup.com/primo-explore/fulldisplay?docid=TN_cdi_safari_books_1_9781680507577&context=PC&vid=UIO&lang=no_NO&search_scope=default_scope&adaptor=primo_central_multiple_fe&tab=default_tab&query=any,contains,scrum%20book&mode=Basic
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To learn more: EEER

All Topics
Searching the Internet for knowledge can be brilliant

— but the signal vs noise-ratio is much higher in - s &
editorial content. Business P

Career Development

e Hands-on
Data Designing Machine Leamning

U Se O' Re i I I Iea rn i n ' Data-Intensive it SCIKItL
y g H Applications Keras & TensorFiow
- =

Design

Hardware

Go to O'reilly Select "Not listed" in the drop-down e e i

I I B8 sook B8 soox
menu, and enter your UiO email. Other
Designing Data-Inten- Hands-On Machine
Security sive Applications Learning with Scikit-...
By Martin Kleppmann By Aurélien Géron
Topics You Follow 0= =
= I ...
livelessons® PYTHON

CRASH COURSE

Python

Fundamentals
Parts |0, W, IV, and V

Poul 1. Deitel

video
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https://www.oreilly.com/library/view/temporary-access/
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Prince 2

02.02.2022

Project environment

Progress Organization
PRINCE2 processes W

PRINCE2 themes

PRINCE2 principles
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PRINCE 2 principles

1. Continued business justification: there must be a justifiable reason to be
running and managing the project. If not, the project should be closed.

2. Learn from experience: PRINCEZ2 project teams should continually seek and
draw on lessons learned from previous work.

3. Defined roles and responsibilities: the PRINCE2 project team should have a
clear organizational structure and involve the right people in the right tasks.

4. Manage by stages: PRINCEZ2 projects should be planned, monitored and
controlled on a stage-by-stage basis.

5. Manage by exception: people working within the project should be given the
right amount of authority to effectively work within the environment.

6. Focus on products: PRINCEZ2 projects focus on the product definition,
delivery and quality requirements.

7. Tailor to suit the project environment: PRINCE2 must be tailored to suit the
project’s environment, size, complexity, importance, capability and risk.

05 022095 Source: https://www.axelos.com/best-practice-solutions/prince2/what-is-prince2
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PRINCE 2 themes

02.02.2022

Project environment

Progress Organization
PRINCEZ2 processes

PRINCE2 themes

PRINCE2 principles

29
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PRINCE 2 processes

N o ok od =

02.02.2022

Starting up a project "Each process
- - : provides checklists of
Dllrlec’Flng a prqject ecommended
Initiating a project activities, related
Controllina a stage responsibilities and
_ J J _ guidance about how to

Managing product delivery tailor to a specific
Managing stage boundaries environment.”

Closing a project

Source: https://www.axelos.com/best-practice-solutions/prince2/what-is-prince2
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Excerpt from the "Risk Theme"

"PRINCE2Z requires that two products are produced and maintained:

 Risk management approach. Describes how risk will be managed on the project.
This includes the specific processes, procedures, techniques, standards and
responsibilities to be applied.

« Risk register. Provides a record of identified risks relating to the project, including
their status and history. It is used to capture and maintain information on all the
identified threats and opportunities relating to the project.

The risk management approach should be reviewed and possibly updated at the
end of each management stage. The risk management approach will define how
and when the risk register is reviewed and updated.”

Source: Managing Successful Projects with PRINCE2® 6th Edition, AXELOS

02.02.2022

« Both of these products should be created during the "initiating a project process’
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The Agile Manifesto

Manifesto for Agile Software Development

We are uncovering better ways of developing
software by doing it and helping others do it.
Through this work we have come to value:

Individuals and interactions over processes and tools
Working software over comprehensive documentation
Customer collaboration over contract negotiation
Responding to change over following a plan

That is, while there is value in the items on
the right, we value the items on the left more.

Kent Beck James Grenning  Robert C. Martin
Mike Beedle Jim Highsmith Steve Mellor
Arie van Bennekum Andrew Hunt Ken Schwaber
Alistair Cockburn Ron Jeffries Jeff Sutherland
Ward Cunningham Jon Kern Dave Thomas
Martin Fowler Brian Marick

02.02.2022
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Scrum

Among the most common methods to organize agile
software development. Scrum is implemented in very
different ways.

Different certifications paths.

Self-organizing teams
Work is grouped in sprints
Tasks are prioritized by value

Key points: %m N

Scrum requires planning at the sprint level — less structured
work might mandate other methods like Kanban

02.02.2022
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Scrum - history

137

s
The new new Stop running
product development L e
game

Hirotaka Takeuchi and
Ikujiro Nonaka
In today’s fast-paced, fiercely competitive The rules of the game in new product
world of commercial new product develop speed devel are changing. Many ies have dis-
and flexibility are 1.C: ; are increas g covered that it takes more than the accepted basics
that the old, PP of high quality, low cost, and differentiation to excel in

ping
new products simply won't get the job done. Instead, com- today’s competitive market. It also takes speed and

panies in Japan and the United States are using a holistic flexibility.
method-as in rugby, the ball gets passed within the team 2 . .
as it moves as a unit up the field. 2 Th"_ change is reflected in the emphasis
This holistic approach has six ch P are phgm;on new products as a source of
tics: built-in instability, self-organizing project teams, new sales and profits. At 3M, for example, products less
) devel phases, “multil " subtle than five years old account for 25%: of sales. A 1981
control, and organizational transfer of learning. The six survey of 700 U.S. companies indicated that new prod-
pieces fit together like a jigsaw puzzle, forming a fast and ucts would account for one-third of all profits in the
flexible process for new product development. Just as im- 1980s, an increase from one-fifth in the 1970s."
Lourpariripent s Hoastoghegteamtdanireraitd — ek o am

By BobTheCorkDwarf's photos - Flickr, CC
BY 2.0, https://commons.wikimedia.org/w/index.php?curid=2142619

' ' In today’s fast-paced, fiercely competitive world of commercial new
product development, speed and flexibility are essential. Companies
are increasingly realizing that the old, sequential approach to
developing new products simply won'’t get the job done. Instead,
companies in Japan and the United States are using a holistic
method—as in rugby, the ball gets passed within the team as it moves
as a unit up the field.

02.02.2022
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Question for discussion

How do you think PRINCE2 and Scrum could interact?

Project environment

02.02.2022
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Why use management frameworks?

« First: very rarely are someone able to say that a given

practice is "best" — it always depends. On the people, Claim: with the right
the environment and the given strategy. compination of .

«  Still, the value of using frameworks is rarely disputed. GO NG CerTmUTEEIET
They can: and intelligence applying it, a

- prediction of almost any
— decrease the number of uncertainties when a new phenomenon established framework

is tackled

— support the achievement of organizational strategies and
prompt ‘intra-company connectedness’

— add to managers’ reputations by showing that a manager is
credible and capable of dealing with uncertainties in the future

— depict features of various phenomena
— compare and guide numerous organizational practices

adding value can become a
self-fulfilling prophecy.

Budler, Marko & Trkman, Peter. (2019). The Nature of Management Frameworks. Journal of Management & Organization

02.02.2022 36
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Are management frameworks "memes"?

« Meme: A meme can be thought of as a specific idea:
one with the capacity for copying itself from mind to
mind and from person to person

« Management framework: A management framework
is a combination of interlinked items that supports a
particular approach to a specific objective
(“Framework”, Business Dictionary). As such, a
management framework is nonfalsifiable. It is a set of
articulated memes.

« Management fashion: A management fashion is a
relatively transitory collective belief, disseminated by
management fashion-setters, e.g., a management
technique that drives rational management decision-
making (Abrahamson 1996). For the purpose of this
paper, management fashion can represent a
management framework that has reached a critical
mass and has become an intersubjective phenomenon.

02.02.2022
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' ' Adopting frameworks has become a craze because it allows
organizations to signal that they are progressive (Nohria & Berkley,
1994). A framework comes with benefits and drawbacks (Lambert et
al., 2005).

Because the alternatives, outcomes, and value of a framework are
often not considered, the adoption of a framework requires scant
effort and is easily facilitated (Secchi & Gullekson, 2015).

The adoption of a management framework is not mainly determined
by the rigor of developing frameworks (livari, 2007) but by other
determinants, such as interorganizational memetic pressures that
encourage managers to put a novel management framework into
practice (Lawton & Wholey, 1993).

After development, the framework’s widespread adoption is
dependent upon the network effect and its ability to self-reproduce
after it had become an intersubjective reality

Budler, Marko & Trkman, Peter. (2019). The Nature of

Management Frameworks. Journal of Management &
Organization

02.02.2022
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So what should our friends in Goodumbrellas Inc do?

« Goodumbrellas Inc decides to hire
a consultancy company to help
them in their endeavor towards
umbrella heaven.

« They get various offers, and many
of the consultants use fancy
acronyms to present their
knowledge. They know both
Prince2, TOGAF, ITIL and Scrum.

Any advice or opinions?

02.02.2022
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Summary

02.02.2022
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Summary

» Projects are ad-hoc organizations

» The risk of a given project failing big is \ |
uncomfortably high

« Management frameworks represent
interconnected ideas to solve a given problem
— both for project management and other
purposes

« That a given management framework is
applicable for a given problem is very rarely
based on research — frameworks become a
sort of fashion

« That does not mean they are not useful /

02.02.2022




