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Disclaimer!

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

Application Development - Requirements (JADrz D O1 T | OJADDERROBUI ET ¢ xBHOE OI AAA
sessions and their applicability to modern information technology system development projects.

The perspective of this document is that of the practitioner. It is based on the combined experience

of several people who have successfully completed a significant number of sessions (under this

name and many otherssh AEOEAO ET OEA OI 1T A T &£ OAOGOGEIT 1 AAAAO
AT A1 UOO j POAOETI 601 U OOAOEAAG6(QS

We do not anticipate that the reader will be able to successfully complete a JADr session based

solely on the information provided in this document. The process of Planning, preparing,

performing, publishing, and propagating a successful JADr session requires a combination of

people, techniques, and technology skills. Whereas there are many potential combinations of skills

that might work, finding your unique combination is a matter of judgment, guidance, and trial-and-

error. This document cannot aspire to provide all of the answers. It is much more designed to open

OEA OAAAAOS6O T ETA O OEA bi OOEAEI EOEAO OEAO AQGEOO
help the reader evaluate the potential inherent in the JADr approach.
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L. What is a JADr and Who Needs One, Anyway?

A. In the Beginning
4EA OAOI *!'$ EEOOO OEI xO OPb 100 Oi AAAOI AOU EI
| DPI EAAQET T $ A Q& dhly #n IBA LisAr grouh @ Wikifp@gnada. The idea was to
avoid the constant back and forth discussions between the business community and the developers
by getting everybody physically together so that they could agree to a common set of requirements
before developing the solution (granted, a novel concept). Meanwhile, JAD generally is interpreted
as Joint Application Development. It is a technique that is suitable for creating critical early project
deliverables quickly, assuming of course that you have access to the cross-functional expertise
needed. It can be used to define a project (in which case it is generally referred to as a planning
JAD), a business process, (as in business process improvement), or a software product, (which is
the use of the concept upon which this document is based0.

"AAE ET (bswerp sueh asna3hing success that many organizations went predictably
overboard and tried to use a JAD on every project and in every situation. Unfortunately, because of
their, many so-called JADs failed to deliver on their promise. One major failure cause was that the
business community was subjected to a barrage of technical jargon they did not understand. As a
result, many business users quit attending JADs.

This was particularly detrimental to business-centric applications where understanding what the
business community wants is of the utmost importance to the information technology department.

The concept of JADr evolved 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. Using the same session to 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 widespread, but we want to make sure that everyone knows that we mean
O02ANOEOAI AT 00 ' AGEAOEjAd * EBOhOKA OHAABEAA OADE

B. The Promised Benefits of JADr

1. Faster Delivery
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
activities of a JADr session focus on getting the early project deliverables (AS-IS 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 project is over.

2. Earlier Cancellation of 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 first JADr session [ personally
facilitated ended up in the customer cancelling the project on the 4th day of a 5-day session. At first,
I thought we had blown it, until I noticed how satisfied the customer was with the result. It was a
great idea that initiated the 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.

© Copyright 2008 by Requirements Solutions Group, LLC Page 6 of 39 Version 2.0
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3. Increased Business Community Buy-In
When we refer to increased business community buy-in, we are referring to the end-users and their
management. Whoever is going to use the solution when it is completed is much more likely to
embrace it if they were actually getting what they asked 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
iTOA Ui 6O EiI OOA OEAO 1TTA Ui O AOU OI £#£ OEA OEAI Ao h
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. Higher quality solution
The fact that you get a higher quality solution out of a process that focuses on compressing time
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. Projects that use JADr sessions 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
reliable solution.

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

meAT 1T 00 OOAAI & AOOOI I Adh 1 AAT ET QADxskowscéhdéle EO DPAUET
results within days or weeks as opposed to months or years, the customer is less insecure about

where the project is and what is going on. By meeting all of the other benefits, i.e., higher quality,

increased buy-in, etc., you can increase customer satisfaction without really trying.

5. Reduced SME Time Commitment
The next point, reduced time required of the subject matter experts, is a great selling point, but is it
true? Absolutely. Since the JADr approach is primarily about getting the various stakeholders
together in a room to present their perspective, you 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
EATA8 )1 AAAEOEITh Ui O OAOGA A 110 1T £ OOAI Pb
necessary when you are interrupting 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 can restart the activity, all of
which takes time. Multiply that times the number of people involved in the decision-making
process, and you start to recognize that it is a non-trivial number.

(@}
M
>
>

6. Reduced Rework Due To Bad Requirements
Finally, reducing the rework that 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. According to one
statistic, over 65% of all code that is developed on a typical IT project is recoded 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 number is verifiably larger. If you can reduce that
number, the costs associated with doing a JADr look like a very lucrative investment.

C. The Dark Side of JADr
5 1. You Gotta Do What You Gotta Do 3
3Th xEAO EO OEA 1 OEAO OEAA | £ OEA |Mipkotessibiit Ae ) 0860
would be unrealistic to expect there to be no down sides. First off, the JADr process does not
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eliminate any activities on the project that are needed for the project to succeed. It certainly does

TTO0 AT EIiET AOA OEA TAAA & O I AT ACETI ¢ OEA DPOT EAAON
need for good analysis; it allows 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 Do Not Get Something For Nothing.
If you consider the costs of a JADr, you have to involve a skilled facilitation 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 spot is off-
site, which adds accountable dollars. We call them accountable dollars because they are not buried
in the office space rental that covers what you pay for meeting rooms on-site. An otherwise
successful JADr could fail for lack of a few dollars in off-site rental.

3. Does Not Reduce Project Effort
Although it might seem obvious, it is important to point out that the JADr will not unrealistically
reduce the overall effort needed to get the job done. It does, however, significantly reduce calendar
time. Consider that during the session, you are consuming a tremendous amount of person-days.
91 0 AOA T AEEl ¢ AEEAAOEOA OOA 1T &£ AOGAOUITABO OEI A A
the largest savings in effort through the elimination of pick-up and put-down time between
activities mentioned earlier. Also, since the JADr session 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 a JADr
Well, now that you knowwhataJADrE Oh 1 AO8 O OJAlr REAIAMS. What we rireAnGvithA
that is, let us look inside the JADr to see what makes it different from the typical business analysis
meeting or requirements gathering interview. For starters, every JADr session actually consists of 5
distinct phases, each of which is critical to the success of the overall JADr process.

Phase Duration Deliverables

Planning 2 Z 6 hours Go/No-go Decision, Agenda and Content

Preparing 175(10)days | Prepared Facilities and Participants

Performing 175(10)days | Selected Artifacts, Documented Decisions

Publishing 17 3 weeks Completed Action Items, Resolved Issues

Propagating | 276 hours Closure and Lessons Learned, Propagation Plan

Table 1: JADr Phase Durations and Deliverables

The first phase, x EE AE xPAnniAgd h1l AAOA Ol E 1]AD6Is appropriate rQ spécific
project. If it appears to be a likely candidate, the first step is to schedule the pre-session planning
meeting. This is a critical decision-making meeting and the invited attendees typically include the
project sponsor, project manager/ leader, business analysts, systems analysts, and subject matter
experts for the project business domain. This meeting can last anywhere from two to six hours. The
primary outcome is a decision as to whether not a JADr will be scheduled. If so, the pre-session
meeting also delivers a preliminary agenda and identifies the artifacts (results) that the JADr
working session will attempt to deliver.

The next phase in the life of a typical JADr session is the (Preparingdphase, which can last
anywhere from 1 to 5 days z and could stretch to ten days under extreme circumstances. The

© Copyright 2008 by Requirements Solutions Group, LLC Page 8 of 39 Version 2.0
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primary purpose of this phase is to prepare participants for a productive JADr working session.
During this time, each participant is expected to network with his/her colleagues and to identify
potential problems that the project should solve as well as potential requirements that might be
right for this particular project.

The working session is called O0 A O £l . DHisEOCEEAO 11 OO 1 OCAT EUAGET T O 0y

(or, in our terminology, the JADr). It is in this phase that the actual JADr deliverables 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 reality, the
major caveat is that the preliminary agenda can and will be 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 meets the road.

®olishingd E O OE A in thdli# Of a BB ARsAs the follow-up phase which can be from one
to three weeks. During this phase, any open issues and/or action items identified during the
working session are addressed by participants and brought to resolution. This phase is as critical
to the success of the JADr as every other phase butisoftennA C1 AAOAA AO EO EO

4 E Rropagatingdphase of a JADr is another 2 7 6 hour meeting. It is necessary to ensure that all
identified action items are completed and all open issues are resolved. It also gives participants an

OA £OAC

opportunitytodi A OBIT OO0 11 OOAT 6 A OAI DAt forithEpreydetAlt OAT OA

is during this wrap-up meeting that we typically learn much more about how the JADr should have
run during the working session and this lesson can be invaluable for future sessions. The
overriding purpose of this phase is, however, determining how to propagate the use of the JADr
concept throughout your organization. We recognize that every organization is unique, every
project is unique, and every individual is unique. Figuring out how to increase the probability of
successfully implementing this exciting concept throughout your organization is your prime
directive.

)T 1 AOAO OAAOQGEIT Oh xA xEIT 1T £EAO0 AT 1 OEAAOCAAI U 1710

howé 1 £ A AAE -mlendFonélphlisesATA $et@hk stage for that, however, we first have to
take a look at who the potential players are and what is expected of each during the JADr sessions.

E. The People Perspective
To discuss how people interact during a JADr session, we need to define roles that are involved. A
role is not a job title, but a set of skills and responsibilities that individuals are assigned during the
JADr session. 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
world, trade-off decisions are possible but it is important to recognize that those trade-offs add a
dimension of risk to the session. We highly recommend paying attention to the people side because
JADr is a people-oriented process. One of the most significant risk factors is not getting the right
people to do the job.

1. The Facilitation Team
The first role we need to talk about here is that of the facilitation team. Most commonly, the

facilitation team consists of two members, one who is responsible for managing the session (and
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

© Copyright 2008 by Requirements Solutions Group, LLC Page 9 of 39 Version 2.0
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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 distinct and separate roles: session leader and session analyst.

M AAOI EAO UAAOOh xA OOAA Ofthese @OVhAréxs tirgeAA ET1 EOAOT 006
O&AAEI EOAOI 06 T ECEO AA APPOI POEAOA &£ O OEAO OI11 An
room in which 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:

9 solicits the information required to create the deliverables from all participants

9 ensures contribution from all participants based on their role

9 coordinates the efforts of multiple groups in a session

9 enforces the agenda and updates it as necessary

9 maintains momentum throughout the session

9 confirms the information captured by the session analyst

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

9 manages side issues so they do not delay the session

1 interacts with the session analyst

9 is responsible for involving the participants

9 ensures active participation by all, and

1 keeps the session moving toward the predefined objective.

7A Ai 1 OEAAO OEAOCA AAOEOEOEAO Oi AA OEA OO0AI PI Ad

The session analyst is responsible for transcribing the content and creating all of the physical A
artifacts that were defined in the JADr Preparing phase. Thisisthe 04 AOE6 AT I DI T AT O T £ C
This person:

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 turn-around of the session deliverables

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

= =4 =8 =4 -4 9

He (or she) is ultimately responsible for the quality of the deliverables. We generally refer to the job
of the session analyst as the Olympics of business analysis. 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 having fun!

For those aspiring to become JADr Facilitation Team members, we recommend that this be your
only responsibility during the session. That implies that the role of JADr Session Leader should not
be take on by the project leader and the role of the JADr Session Analyst should not be assumed by
the business analyst for the project. Running a JADr is a full-time job during the session. Being a

© Copyright 2008 by Requirements Solutions Group, LLC Page 10 of 39 Version 2.0
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project leader or a business analyst is also a full-time job during the session. You are much more

I EEAT U O OOAAAAA EA UI O AOOEGCT OEA AOOET AOGO AT Al
that he or she is asking the questions that need to be asked to get the requirements right. The same

is true of the project leader.

2. Representation from the Business 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 under discussion and the authority to
make decisions. They are the customers of the process. They:

deliver the business knowledge that the session is designed to capture;
explain what they are currently doing and what they need to do it better;
answer questions and validate assumptions concerning their needs; and
reach consensus and make decisions based on options and possible solutions.

= =8 =8 =4

Getting the right mix of both people with the authority to define the future and those who have
actual experience in the present system is challenging, yet it is important for the success of the JADr
that you get the right people ? and that they are aware of their roles.

3. Representation from the Technical Community
The job titles of those who depend on the input from the User 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 the JADr is to:

9 listen to the subject matter experts problems, process, and perspectives

9 ask questions to clarify what the business community wants and needs

1 solicit decisions from the business community regarding features, functions, facts and
behaviors

9 express the business needs in business requirements

9 avoid the use of technical jargon

9 ensure that they understand the artifacts being produced and that those artifacts form a
solid, understandable basis from which they 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 certain 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 find that a JADr session 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

EOT I OPAAEATI EOOOh OEEO EO xEAOA OEA OI1 A xA OAEAO
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4. Session Advisors 7 a Part-Time Job
Advisors are not expected to attend the session full-time, meaning they will be invited into the

session at a certain time, will provide the session with their responses to questions 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 full-time, ergo, they
cannot provide continuity. Their role is:

9 are usually part-time participants in a session on an as-needed basis
9 are on-call with very short response time during the working session
1 advise the group on topics specific to their area of expertise.

They are called in to provide their expert advice on specific topics to guide the Subject Matter
Experts and Decision Makers in the decision-making process and then get out of E A O iwéy®ut
OEAO xAUh EOGO0 11 x11TAAO OEAO AT Ax&OI 110 1T A& PAI
5. Observers and Tourists
Finally, 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 recommend limiting 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 what a JADr session is all about. We have also had situations in
which developers sat in on business 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 in the JADr concept, in particular when an

organization is trying the idea for the first time. On one occasion, the customer wanted so many

i ATACAOO Aobi OAA Oi OEA Al T AAPO OEAO xA AOAAOAA A
people who were allowed to join in on a session for a single period (1 Z 1% 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 during a break and, of course, they are subject to the same rules as the other

observers 7 to be seen and not heard.

F. Critical JADr Facilitation SKkills
As mentioned above, neither of the JADr Facilitation Team roles should be filled by people assigned
to the project! This tends to be contrary to how most organizations plan and execute the JADr
concepts, 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, what is their 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 project, 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.

YT OEAO OAETh 1 AOG8O OAEA A NOEAE IJADrskssichrtf®eEA AE AL
session to be successful.
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We analyzed the skills that are essential for the JADr Facilitation Team on a project during a JADr
session. Our goal was to determine how the project leader role and a business analyst role
compared to the session facilitator and session analyst roles. The basic question we were trying to

AT OxAO xAOh O7EEAE OT1 A 1 APBrEession? BVA ise th2 lFeRilltsiof OE A |
OEEO AT A1 UOEO AO Al AgAOAEOA EIT 100 OOAET ET ¢ OA

them against the results of our analysis.

The rules for the analysis were very simple. We
queried a series of experienced JADr Facilitation

. Effective Communication | 3 2 1 4
Teams and created a consensus of their responses. People Focus > 13 1 2
For each skill, we identified which of the four roles Anallvsis Techniques 4 3 1 >
needed that skill the most (1) during a JADr session [\, 0~ o= 5 oo 3| 4 5 1
and which role needed it the least (4). Then we Empowering Others 11 2 3 4
identified which other role needed the skill more Work with Tools 31 2 | 4 1
(2) and which needed is somewhat less (3). The Maintain Momentum 2 | 3 1 4
only caveat was that ties were not allowed - each Deliverable Focus 4 | 3 2 1
skill had to be assigned a 1, a 2, a 3, and a 4. Each
indvE AOAT OEEI 1 1 EOOAA ET OEA OAAI A EO 1ETEAA
evaluation.

Effective communication is our ability to communicate using visual, vocal, and verbal cues to get
concepts across. This skill is absolutely essential for the facilitator role to be able to run the session.
4EA OAOOEIT AT AI UOOGO POEI AoOu AiTii Ol EAAOQEII
and, 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
communication skills, 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.

The ability to work with people (or People Focus as we call it here) is the second skill we analyzed.
Once again, the JADr session facilitator won the prize as needing this skill the most during the JADrs
session. Without it, the session could easily be proceeding without progressing. On the other end

of the scale, the JADr session analyst is not required to associate with people during the session. As
a matter of fact, quite a few of the session analysts | know are downright people hostile when
OEAUGOA xT OEET C EI A OAOOEI T 8 4EA DPOT EAAOD
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 needs analysis sKkills the most? Surprisingly, we chose the JADr session facilitator. The
rationale being that this individual has to be able to not only perform the technique, but to explain
it to others and lead them through the process without getting bogged down in the detail. The JADr
session 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 compromised. The business 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
necessarily the analytical types and as a result end up at the end of our list.

When it comes to working under pressure, no 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 group works, the
entire session could be in jeopardy. The JADr session facilitator has to keep the group moving and

-
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only to that of the chat session analyst. Please note, we are referring to this skill during the JADr

session. The ability to work under pressure can be pretty much equally distributed between the

project leader and a business analyst but since we had been neglecting the project leader we

thought they should win this one.

The skill of empowering others is a critical skill for managers and project leaders. Although it

might seem that the JADr session facilitator needs this skill, all of our experienced, effective JAD

session facilitatorstenA OT EAOA OEA AOOEOOAAR Oi U xAU 10 OEA
leader who is basically empowering the JAD facilitation team to complete the session needs this

skill the most. The business analyst is also giving up a considerable amount of power to the JADr

session analyst during the session in exchange for his the business analyst ability to participate in

the session as a technical expert. The JADr session analysts that I know empower no one except

themselves.

Working with tools might seem to be a fairly common human ability, but in the context of a JADr
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 news is they need them the
least. The business analyst who will be taking the results of the session once it is complete has to
understand the tools well enough to be able to continue with the finalization of the deliverables that
were initiated during the session. Project leaders tend to fall close to the JADr session facilitators in
their need for working with tools.

One of the critical success factors for a JADrs session is momentum. If you lose momentum, the
session languishes and could fail. The role that is most responsible for maintaining momentum in
a JADr session is the facilitator. They can be assisted in this effort by the project leader who

CAT ACAT 1T U TAAAO A 110 1 £ OEE QADfsEsEdn br ndd AlgA OAT AOO 1

business analyst is of course involved somewhat in maintaining momentum just to get his/her job
done and the session analyst has the responsibility for maintaining the deliverables and not
inhibiting momentum .

That brings us to the Deliverables Focus, the skill to stick to a task until it is done. Here the session
analyst has to shine or the session could be wasted. The facilitator has to be very aware of where
the deliverables are to keep the group focused on completing them or the session analyst could be
wasted. The business analyst will take the results over and has to be on board with the deliverables.

This analysis is designed as food for thought, not to be confused with the truth, the wisdom and the
way. We have seen successful JADr sessions 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 successful sessions become.
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II. 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 organizafionajor factor to
consider is how your organization approachesiinfation technology projectg what is your
methodology?

1. What are Development Life Cycles?
7EAT xA OOAOO OAI EET ¢ AAT OO 1 AOGETAT1TTCEAORh T AT U B
Methodologies, also known as the application life cycles, 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
development 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 by no means a bad approach if the
project is right. Unfortunately, due to the nature of these projects, business requirements are
seldom defined which more-or-less negates the need for a JADr session and, as a result, we will not
consider chaotic development here.

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 planning, analysis, 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 successful
for many projects, 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
OEAA AEEAAOO OEAO OAT AAA O1 Oi OAAU OEAncfAOAOOG S8
reality and in the real world, many projects can not be clearly defined and analyzed before
development begins. There is therefore a need for some flexibility in the approach, but the waterfall
methodology is extremely well suited to the JADr approach. This is the era in which the JADr
concept was born.

b) Iterative, Incremental Methods
Since many projects failed using waterfall methodologies, it was realized in the seventies and
eighties that we needed a different approach for those projects. This was the birth of iterative
methodologies in which we cycle through the phases planning, analysis, design, development,
testing, and delivery several times before the product has reached its end state. At the end of each
cycle, the customer gets the latest release of the solution/system and the process begins over.
Rapid Prototyping /Evolutionary Development (RP/ED) methods were commonly associated with
the iterative approach. This methodology fits very well on projects where the requirements are
evolvingoOAO OEIT A AT A AOA AAOGAA DPOEI AOEI U 11 OEA OOAOS
time. As far as JADr is concerned, it is accepted practice to conduct an initial requirements gathering
session before the first iteration and, if the size of the project warrants it, additional JADr sessions
for each iteration.
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C) Agile Development
In the early years of this century (anno 2001 to be exact), a group of software developers skiing in
Park City, Utah decided to attempt to solve the woes of the world in terms of system development
AEAIT 1 AT CAOS 4EAU AOAAOAA A TAx AT TAADPO j AT AOi AT O
available on the Internet) and basically focused on the development process that deemphasized
non-critical activities 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 methodology revolves around
a daily stand-up 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
maintains an intense level of productivity to get a crash project done in an extremely short time
frame. Although this might not sound like a good candidate for a JADr session, it is not at all
uncommon to initiate the entire process with a major JADr session that sets the stage for a series of
Agile projects that run simultaneously. Actually, JADr is an agile approach for defining the business
requirements for your project Z assuming that your project is suitable.

2. Other Organizational Considerations
Beyond the methodology, there are other factors to consider in determining how likely the JADr
concept 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  Has a O O AJADr €ession ever been attempted within your organization?

1 Who would the key players be for the Planning phase (an organization chart is a
valuable tool here)?

1 How can you communicate the purpose and goal of the pre-session to all involved
parties?

9 Will all key players be made available for a session?
1 Canyou complete all planning and preparatory activities complete in time?
9 Is there a higher priority project that could reduce participant availability during the
session?
T Hi x xEIT AAAAI AOAOGEIT 1T &£ OEEO DPOI EAAOGO AAIl EC
9 Can the project team carry the momentum of the JADr session 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 candidate for using JADr session 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.

B. Profiling the Project

1. Project Considerations
Over the years, we have developed a profile to define projects that tend to be good JADr candidates.
Admittedly, project profiling is not a science (butatleAOO xA OEET E EO8 O 1 ACAIl qh |
have experienced projects that did not meet the profile where a JADr was very successful.
Nonetheless, the more of the following factors that a project violates, the more challenging the JADr
will be.
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Project Parameter JADr Recommended Range

Number of decision-makers 1 (ideal) or < 4 (available)

Probable duration < 9 months

Number of participants < 15 non-developers including business community
Need for speed Tight

Priority High

Executive Support High

Need for consensus High

Table 3: Profiling Criteria for JADr Project Suitability

Our first criterion is the number of decision-makers 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 ownership

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

ideas, weight pros and cons, and ultimately make a definitive decision about any feature of the

solution that needs to be defined. If we only have one decision-maker, the JADr contributors tend to

be direct reports to that individual and they are empowered to make decision up to a point.

/| AOET 601 Uh OEA EET Al ciho®DEEAGON ©BDAD KEBOEEDEAI EAA
implies, but the group can make a lot of headway towards that decision simply by virtue of how

xAl1 OEAU ETT x OEAEO OAlI 00638

This scenario is also, unfortunately, rare. More commonly we have projects in which there are 2 or
3 independent decision-makers who have to reach agreement on each requirement. This is nota
show-stopper, necessarily, but it changes the nature of the session. For this session to work, the
individual decision-makers 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 decision-makers to agree on common requirements, identify potential areas of
disagreement and deal with them.

If the project exceeds 3 decision-i AEAOOh UT &6 AOA CAT AOAIT 1 U ZEAAET C A
a 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 anything up
to 2 years, then 18 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 than 3 months,
the scope of the project may not be large enough to warrant a JADr session.

The number of people who need to be involved (both Business Community representatives and
Technical Community representatives) in the JADr session 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 low
end, we 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.

The need for speed is indeed a factor in deciding to do a JADr session. If getting the project done

quickly does not provide a significant advantage, it will prove difficult to get the support needed for
theJADrOAOGOEIT 1T O1 OOAAAAA8 )1 1T OEAO x1 OAOh E&£ UI O Al
JADr route.

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 the JADr approach. As a result of this, it has proven

impossible to pilot the JADr conceptonalow-OE OE D OI EAAO8 4EAO | AAT Oh EOQGSC

Qu
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there are no half measures here. This also means that it is very difficult to get experienced as a JADr
facilitation team unless you are willing to take significant risks and are very qualified or very, very
lucky.

Executive support- what 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 start the JADr process, it has to be
there throughout or you might as well pack up and go home.

Finally, there has to be a significant value to achieving consensus on the requirements. If it is just a
NOAOOETT T &£ CAOEAOEI ¢ A 1 EOO T £ OANOEOAI AT 6006 OE
rigor of a JADr session. You might be better off with a simple survey (and it is considerably
cheaper). One of the major selling points for the JADr concept is that it helps a group of qualified
contributors achieve consensus on the features, behaviors and attributes of a future technology
Ol 1 6OET 18 )& OEA AT 1 OAT OGe@wk@jabrdo 1T AAAOGOAOU
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That gives us some criteria to use to evaluate whether or not a specific project is a good JADr
candidate, but what about your methods or methodology? How does the JAD concept work in the
various system development life cycles currently in use?

2. Application Criteria: The Target Audience
Another characteristic that we pay attention to is where the solution that the project will deliver fits
into the grand scheme 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 inventory » ’«<<<
control, accounting, payroll, etc. These systems are Management\

h kbone of the organization, with hem :

the backbone of the organization, without them, - Middle \ «

the organization would rapidly disintegrate. One of
the common characteristics of systems at this level
is that they tend to deal with huge amounts of data - . \x\
that is very similar in nature. For instance, in O peratlons
accounting, an invoice is very similar regardless of \
whether it is a payable or a receivable, but you
might be dealing with tens of thousands or even millions of them. What we are getting at is that
operational 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.

Manageme nt

AEA TA@0 1 AOGAT xA AAZET A AO O-EAAT A - AT AcCAi AT 06
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 larger diversity. A lot of the information that these systems deal

with comes out of the operational systems but a non-trivial amount comes from other sources, such

as the Internet, newsletters, conferences and workshops, trade magazines and the like. What is

happening here 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
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project. These types of systems focus more on effectiveness than efficiency and they tend to change
more frequently than operational systems.

4EA O D 1 AOGAT xA EAOA OADBOA O Altlsledel oftld pytathid @nd- AT ACAT
to process very low volumes of data (due in part to our human trait of information overload) but

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.

| £ AT O600Ah OEA EAU NOAOOEI 1T EADAOATEIG(Gexd ATAAG hOE
levels of target audiences that we have represented here pose very different challenges from the

perspective of requirements gathering. For projects targeting changes or 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 great JADr candidates if the project is important enough to warrant the time

commitment.

10 xA 11 06A O6b OEA PUOAIT EAh OckEnken@allfEnfalleh dhseforAT ACAT AT O
individuality, so the requirements become much more personalized. A JADr for this group can 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, due to the relatively small target audience of decision-makers and the limited amount of
time they can make available to requirements gathering, JADr is not necessarily the best choice.
JADr sessions can be very effectively used to define the feeds into the Top Management types of
systems, but the actual systems themselves are usually best developed using prototypes, out-of-the-
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 a JADr session. What other factors should you consider? To increase
the probability of a successful JADr, try to ensure that:

C. Additional Project Criteria
As you can tell, not every project is a good candidate for JADr sessions. 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
acceptable time period. There is a tangible benefit for the early creation of required
deliverables or early project completion.

I Management commitment and support for the project is there and unlikely to go away in
the foreseeable future. That means that whoever has final make-or-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 can work exclusively
on the project for the entire session.

1 Few (i.e, less than 5) customer representatives have to reach consensus before a decision
can be made

9 Atight deadline is usually the major reason for considering acceleration. A JADr session can
save enough time to make meeting the deadline possible.
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9 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.

9 A people-oriented facilitator and task-oriented 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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III. Preparing the JADr

A. Session Site Considerations

The facilities for an effective JADr session should be off-site if possible. I can
hear the finance department screaming about cost savings already, but in
reality, if you try to save money on the facility, you will pay for in a reduction in
the quality of the results. First off, if you stay on-site, you will not be able to
avoid people being called out of the session or their jumping back to their desk =
Ol OAEAAE OEAEO Al AEIl 6 éofiaghdciate/andmBshdimpogtaAtl A h

discussion points that will come back and bite them in the end). I 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 way, just by this 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 deliverables. The
session room has to be available 24 hours a day and offer:

walls for taping or pinning up results
refreshments at all times

standard presentation supplies and equipment

=A =4 =4 =8 -4

hour access and a high-speed copier.

Stable (1) Flip Chart Stands Printing {
with Post-IT! Paper White \
Board \

LCD
Projector

Powerful PC/Laptop \
(with external =%
keyboard!) -

Presentation
Software @

agreement on sticky points.

a physical location away from the day-to-day workplace

no telephones in the room, cell phones off or silent

a support room in close proximity with a suitable hardware and software configuration, 24

Regarding the meeting room itself, we
recommend a room with windows (which
has proved to be a significant challenge 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 need
the have the sense of freedom that windows
give us to put us in the right frame of mind
for producing truly different ideas. The
natural light that windows provide opens
the mind and that makes it easier to reach

You also need comfortable chairs and round tables (round tables reduce confrontation), or what we
AATT A Oxi OECOi O6po OAOOP8 &I O OEA coOl 6p OI
materials like flip charts with pens that can write and be read, at least one white board (ideally, an
electronic printing white board), and walls that you can hang interim results that you want to have
ET &£01 10 T &£ AOGAOUTTA8O AUAO8 / AOGET 601 UhR UT O Al O1
is powerful enough to not keep the group waiting. Since a lot of the work in the session is visual, the
room 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
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analyst is going to be working on his/her computer for the 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. Pre-work Assignments
Like the calm before the storm, this phase is one of expectancy and growing anticipation. Be sure
to:

follow up on any assigned pre-work
maintain realistic expectations concerning the results of the working session
acquire access to the needed facilities and equipment

= =4 =4

C. Scheduling Considerations

1. Scheduling Concepts
The process of delivering an information system can be viewed as a manufacturing process. There
are 2 complimentary scheduling concepts that have proven themselves in the manufacturing
industry and are very useful tools for IT projects.

1 AJIT (Just In Time) 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.

9 JIC (Just In Case) scheduling mandates the start of a process early enough to assure delivery
of the product without risking the scheduled delivery date.
4EA AT T AETAGEIT 1T &£ OEA Oxi EO AAI T AA OaADr4ar*)#6 OA
scheduling.

2. Progress-Based Scheduling
Good scheduling can increase your chances of success. The following tips can help.

9 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.

1 Offset the working hours for the session analyst by 1 - 2 hours. This enables same-day 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.

1 Break when the group shows exhaustion.
9 Assign each break a specific length in time.
D. Deliverable (Artifact) Considerations
AEA TT A OxEAOGBO ET EO A& O 1 Ae pADrNe&bOWtmatély, tke® AAOOAI

answer, however, might leave much detail to be desired. The high-i AOAI AT OxAO EO OxEAO
decide you need to move your project to the next milestone or level. We have listed here a variety of

potential deliverables, but on any given JADr session, any or all of these might apply, or you might

decide that you need something not on our list at all. All we can say for certain is that the

deliverables are for you to define (during the pre-session meeting). If there is an outcome that

would benefit from synergistic work-group activities, meaning achieving consensus would
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significantly improve its quality, using the JADr to create it will most likely help. The table that
follows lists a variety of requirements-related artifacts that a JADr Session can deliver.

Artifact Description

Org Chart A representation of the authority of individuals within the hierarchy of an
organizational structure

ContextLevel Process A high-level diagram depicting the information exchange between various

Model organizational units or specific individuals within the organization

Work Flow Diagrams Any representation of how people do their jobs in particular focusing on their
interaction with or reliance upon information technology

Use Case Diagrams (UML) a picture of the interaction between users and the automated system

Entity/Relationship (Structured Technique) Represents data entities, key attributes, relationships

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

Domain Models (UML) Depicts the attributes, methods and relationships 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 for

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

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

EventResponse (Structured Technique) Represents business and/or system events with the related

Models responses as a way of delineating the system from its environment

Activity Diagrams (UML) Shows the control transfer between activities; often represented with
swimlanes

Information Usage A technique for capturing and documenting on a per deliverable basis how the

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 need to be resolved for the project to be successfully
completed

Question File A (preferably electronic) colAAQET 1T 1T £ EOATI O OEAO UT O
the project as well as items that you know you know based on answers 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 Descriptions (UML) A single interaction between the user (which may be a human or another
automated system) and the system in question depicting a basic course of events,
alternate and exception paths with other relevant information

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

Problem / A spreadsheet representation of the impact that meeting defined requirements

Requirement Matrix ~ would have on identified business problems

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

Business Requirement A document that captures a list of business needs and wants for project as a

Statements coherent set of single, simple English sentences

Performance A list of measures that will be used once the solution is in production to ensure that

Requirements it performs at acceptable levels
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Artifact Description

Constraining List of external factors that pose absolute limits on any solution
Requirements
Complexity / Volatily ~ Shows relative complexity (level of difficulty) versus volatility (likelihood for

Matrix change) of the individual functions of the business area in question

Functional A statement in verb-object form of a process, action, or step that any solution has to

Requirement support or do

Test Strategy A set of decisions regarding the approach or methodology, tools and techniques,
priorities and risks associated with the testing phase of project

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

List of Data Stores Alphabetized listing of all locations where information is kept over time

List of Data Flows Alphabetized listing of the all Data being transported from one location to another

within the scope of project
List of Data Elements Alphabetized listing of all pieces of Information that the represented application
creates, consumes, or stores
Informational Any requirement that identifies or quantifies data that the solution has to maintain
Requirements and/or track
Table 4: JADr Session Artifacts

This list of deliverables represents content that we have provided over the years for a variety of
customers around the world; it is not just a theoretical listing of concepts. As a side note, several of
these items are artifacts that originate in world of the UML (Unified Modeling Language). That
shows that the JADr approach can be just as successful in this object-oriented environment as it is
in a business process improvement project.

Any or all of these artifacts might show up in a Requirements Definition Document (RDD), a
Business Requirements Document (BRD), a System Specification Document (SSD), or a document-
by-any-other-name that defines the features, functions, facts, and behaviors that a future business
system must or should meet. That is a result of the focus of the JADr being on defining the business
requirements for information technology projects.
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E.

Session Planning Considerations 7 A Checklist

Category

Task

General

Determine objectives and assumptions

Define scope

Identify constraints

Artifacts

Define content

Determine form/format

Select technique

Choose media/tools

Participants

Identify groups to be represented

Identify participants from each group

Define the role of each participant (i.e., executive sponsor, client sponsor,
session leader, session analyst, decision makers, subject matter expert, advisor,
technical expert, etc.)

Determine participant availability

Secure participant and manager commitment

Scheduling

Select time for 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 room size

Choose location

Determine availability

Schedule room

List all equipment needs

Validate equipment functionality

Locate backup equipment

Develop equipment/facility contingency plan

Table 5: JADr Planning Checklist
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IV. Performing the JADr

A. Common Activities
The activities of a JADr session 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 discussing topics that do not
appear to have the least bit to do with your project. One of the most common activities we do it
during a JADr session is to either define or, if it has already been defined, confirm the project scope.
Without this critical activity, the JADr session would never have a basis to evaluate whether or not
it is staying on track.

Once we know the scope of the project, we typically identify and analyze problems that the business
community has reported that might be within 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 a prioritization of the problems and potentially a list of possible solutions.

If the project is going to significantly affect or even redesign a business process, defining, modeling,
and analyzing the business processes is a very common activity for the JADr session. This requires
the appropriate modeling tools and techniques (which implies that the facilitation team is current
in the use of whichever tool or technique is selected). If any of the problems have to do with
business data inconsistencies or irregularities (and they quite often do), creating a model of the
business data and analyzing the business data usage are typical steps of a JADr session.

These activities typically flush out preliminary business requirements and help the business
community think about what other business requirements for the new solution should be. Once we
have completed this awareness-building and analysis segment of the JADr session, you can start to
capture the business requirements. Once the requirements list becomes relatively stable, you can
then write well-structured business requirements for the use of the project after the JADr session.

To truly test our understanding as to whether or not the requirement sentences make sense, we
might spend time decompose them into categories such as functional versus non-functional,
informational, performance, constraints, etc.

Unless the project consists of requirements that are all mandated, a significant activity during a
JADr session is the prioritization of the requirements. Prioritized requirements enable us to make
better decisions on which components will be implemented in which sequence and which are
optional.

Assuming that the project is of a suitable size and that the JADr session 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 document, it is also most often developed outside the JADr session.

The closing tasks during a typical JADr working session consist of assigning action items to be
completed post-session and scheduling the wrap-up session. These are consistently the final critical
activities in a normal working session.

Project Manager/Leader Tips:
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Let the facilitator run the session. Your role in the process is to:

1 meet with the facilitation team at the end of each day to discuss progress, resolve any
ATTAARAOT O AT A AOGAI OAOA OEA TA@O AAUBO ACAT AA
9 stayin touch with the mood of the participants and pass any important observations on to
the facilitator
9 reevaluate your assumptions about the project daily

Session Leader Tips
This process is time dependent, therefore:

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

1 Manage group sessions to ensure topics are of concern to all participants. Use breakout

sessions for topics specific to small groups of participants.

Beware of overwhelming the session analyst (see Scheduling a JADr session, Section 9).

Use Open Issues and Question Lists to hold issues and questions that cannot be resolved

immediately in the session. Keep them on the wall in the session room to prevent non-

productive discussions from reoccurring.

=A =4

The working session is a major project activity. Since it requires several scheduling and
coordinating decisions, be especially sensitive to late completion of pre-work 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.

B. Helpful Facilitation Techniques

1 Always establish explicit time limits and stay to them

9 Create a list and agree on top 3 (prioritizing and filtering)

I Use one list to create another.

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

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

9 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.

1 Postlists in a permanent place to create a visible group memory.

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

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

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

1 Quick decision making combining brainstorming, prioritizing and justifications.

9 Use an affinity matrix to see how two variables are related.

1 Create room locations for each group to meet in.

1 Choose by use of both positive and negative options.

9 Individuals create a shortlist. The facilitator places the information on a flip chart and gets
ACOAAT AT O 11 x1 OAET ¢ ATA A AT O1T O T £ EEDOS 7EA
their list.
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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 risks that have to be mitigated before and/or during the JADr session. Ignoring them is
a sure recipe for disaster.

1. Bad decisions due to speed.

2. JADr Process not conducive to some styles.

3. Not having the right people support/buy in.

4. Missed information or requirements (possible big impact down stream).
5. Not enough time (in the JADr).

6. Group think (not real).

7. Not clear or inaccurate documentation.

8. Poor quality of the development.

9. Loss of focus (people, EQ).

10. The development is not agreed upon (management of tasks in a short time frame).
11. Follow-up.

12. Wrong time (loss of investment).

13. Missing connections to other projects.

14. People with different needs in the same session.
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Risk Possible Causes Recommended actions

Sessions Lack of technical Get help from an internal or external consultant. If
deteriorate into expertise or people none are available, stop the session and rethink
non-productive skills on the part of the approach.

meetings or the facilitator
debates.
Deliverables not | [nadequate support [2 AT & OEA 1T AAAOOAOU ANO
available in time | equipment failed session.
Inexperienced Bring in an experienced session analyst
session analyst immediately.
Too much Plan over-time, schedule a facilitation team day or
information consider assigning 2 support people (with the
produced necessary equipment).
Wrong decision- | The person needed | Reschedule the session when the right decision-
maker(s) has conflicting maker is available.
priorities
Group-think Reaching consensus | Challenge any agreement reached without
without considering | dissenting opinions. Evaluate the impact of the
all factors decisions on extreme situations or from a negative
perspective. PlaU OEA AAOEI 80 A
Deliverables Wrong people at Improve your participant selection process and
rejected by non- | session ensure that validation of deliverables by non-
participants participants is part of the Quality Assurance
process.
No communication Present the deliverables of a JADr session in a
between session formal presentation as opposed to simply
participants and their | distributing it through normal channels.
peers
Pelivlerables are | No follow-up, no Schedule or repeat a post-session meeting with all
invalid or finalization, and/or participants. Re-evaluate the overall accelerated
outdated no on-going updates | process, identify where problems occurred and

to the deliverables of | how to avoid them in the future.
a JADr session.

Table 6: JADr Risks, Causes, and Recommendations

We list these risks because 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 will enable your organization to take advantage of JADr
sessions very quickly. Above all, the best selling point for JADr sessions in an organization is a high-profile,
professional, productive first session.

D. Session Support Choices

] 1. IpstapocA ZAIn-Ses,sionADocymeptatiorl ] ] A L
Lyaul520u ONBIFUGSAa UKS R20dzYSyuldAz2zy ¢gKATS U0KS 3INER
analyst sit in on the session and capture thsults of the discussion in real time. There are obviously
pros and cons to having the session analyst in the fold during the session.
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Pros Cons
1. 4EA OAOOEITT AT Al UOO EA 1. Thisrequiresasession analyst who is willing to
contributions first hand and is better able to help do analysis in public.
the session leader guide the group.
2. The participants see what the session analyst is 2. The contributors can become distracted by
capturing while they are discussing it. observing the antics of the session analyst while
he/she is capturing the results of their
contributions.
3. The contributors automatically perform quality 3. The only results that the group sees are what is
control on the deliverable. projected.
4. The artifact is documented as soon as the 4,
discussion is over.
5 5
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 (typicallychartipor
electronic white board) and them turns the hamditten version over to the session analyst who
transfers it into the computer.

Pros Cons

1. The session analyst has time to perform an in- 1. The session analyst often has to work hours after
depth analysis of the results before returning the session is over to prepare the documents for
them to the group. OEA T A0 AAUBO OAOOEIT I

2. 4EA CcOT Ob 111U OAAO OEF 2 Thegroup has toreview each deliverable to
interim deliverable (they are not distracted by catch transcription errors.
trivial errata)

3. 3. The deliverable is not available immediately at

the end of the session.
4.
5.
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V.  Polishing the JADr Results

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

assigned open issues. They should also involve peers who were not in the session by sharing the session
deliverables and discussion potential problems. Adagrthat the session was successful, those who
O2yiNROGdzE SR aK2dZ R 6S02YS YolaalR2NAR F2N dKS Ozy
I OKAS@PSR IyR K2g®d ¢KAA ag2NR 2F Y2dzikKé OF YLI A3y O
implementation ofJADracross the organization than any other methdthere is no more powerful

proponent of a product than a satisfied customer.

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

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

track progress of unresolved issues and other assigned tasks

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

schedule quality assurance reviews with Faarticipants

keepall involved parties abreast of egping developments

=A =4 =4 =8 =9

NOTE: NEEDS TO BE EXPANDED
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VI. Propagating the JADr

A. The Post-Session Wrap-Up Meeting
The postsession wrapup meeting is the beginning of the future dADrfor your organization. This
meeting is critical, especially for the eall§kDrsessions. Our postessions follow a reasonably fixed
script (whereby individual facilitation teams have taken liberties withdhder and the priorities of
individual items, skipping some and adding others as the situation dictated). The duties assigned to the
individual roles during this meeting are designed to maintain the synergy that the session generated but
atthesametimdi 2 NBX SadlofAakK GKS ay2NXIf LISO1TAy3 2NRSNE

The roles and their duties:
Session Facilitator:

1 Complete all assignment lists.
1 Follow-up call or visit to Project Leader.
Project Leader:

91 Follow-up on outstanding items.
9 Draft/revise and issue project plan.
9 Produce status report (time).

JADr Team Members:

1 External i follow-up
1 Internal i follow-up
1 Complete their tasks with Project Leader.

B. JADr Implementation Steps
A good facilitation team is essential to successfully implement JADr sessions within any organization.
The following steps will get an in-house facilitation team up to speed quickly and set the stage for using
JADr sessions. The steps are expanded after the table.

1. Build a Facilitation Team
A facilitation team needs exper i enc e, but they arenét born with it.
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 instruments available
from us
9 conduct a first session together with an experienced facilitation team
9 solicit and evaluate constructive criticism from all participants of the session
2. Plan the First JADr
Plan the first session carefully. Choose a project that has high visibility. Use everything at your disposal
to make sure this first session is a success. Communicate the desired results of the session and state
upfront what will make this session a success.
evaluate what might possibly go wrong. Plan a course of action for each scenario. Manage any other
risks you can identify. Use a team facilitation approach.
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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 team. Record everything in the session that can be improved upon. If the
facilitation team is open to it, these can be discussed daily.

4. Prepare an On-Going Improvement Program
If your organization decides to use JADr sessions as a routine part of systems delivery, 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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VII. Critical Success Factors for the JADr

So in the end, what are the critical success factors that it takes to make a successful JADr session?

A. Right project
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 your JADr session fail, you could
even ruin the concept for others within your organization. If the JADrT AT A AAAT 1 AO OEOOO

/

i AAOET ¢o 1T Oh xT OOA UAOh A OAAET ENOA OEA OEOOO AT A

technique. Because making sure the first JADr is successful is critical for the organization as well as
the project, make sure you try it on the right project.

B. Executive support
Secondly, you need executive support from the beginning of the session to the end (ideally, to the
end of the project). If you lose executive support, your session will be wasted and your project
endangered. A big part of maintaining the support of the executives is communications. Make sure
that they know what the JADr is about, why the project is critical to the organization, and what you
expect to get out of the JADr process. You should consider daily updates on the progress of the
session to keep your project on their minds, even if it is just through an email or a phone call that
goes onto the answering machine.

C. Achievable goals

It just makes sense that the goals of the JADr have to be achievable. If the expectations are

Ol OAAT EOOEAh EO AT AOI 80 1 AOOAO Eix CilT A OEA OAOOE

that your goals 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 I just mentioned.

D. Informed, empowered participants
Next, informed and empowered participants provide the energy that the JADr runs on. Informed
implies that they are aware of their needs (and those of their peers) and empowered implies that
they are capable of making decisions that will not be overthrown by whoever-they-report-to as
soon as the meeting is over.

E. Knowledgeable, effective facilitation
Knowledgeable, effective facilitation and efficient knowledge capture more or less dictate having a
team who has experience in facilitating JADr sessions and documenting the results. This of course
begs the question, how can you get experienced teams the first time around? Actually, what we
recommend for building a successful JADr team starts with training in the basics (such as our

AT OOOA 11 O(1Tx O 0OAPAOA AT A &AAEI EOAOA A 30AAAO

participating in one or two JADr sessions as an observer. They are then qualified to team facilitate
(working with an experienced team and taking on parts of a real session) and, finally, they should
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. Suitable facilities and tools
Finally, suitable facilities and tools is a statement that if you try to save money by 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 high-powered tools (i.e., fast computer, quality projector, color
printer, etc.) for 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 send a strong message to all projects
throughout the organization that you now have a powerful, flexible and cost-effective tool for
getting to better business requirements faster and (in the end) cheaper.
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VIII. e-JADr: Myth or Miracle?

A. What is e-JADr?
With the proliferation of teleconferencing, the Internet, and collaborative environments, transitioning
the classic facéo-face JAD1to the new modes of communication almost seerke ki nebrainer. The
people are more widely distributed than ever before and the cost of travel has increased. Does it hot
make sense to exploit the new media that allows each contributor to sit at his/her worképabeme)
and participate with others aund the planet?

Being amongst those who pioneered the original JAD concepts, we felt it imperative to maintain our
pioneering spirit and be amongst the first to test our tradd-true methods forJADrsessionsn the
electronic environmentOur requirenents for the test were simple and straightforward:

The electronic meeting toahould

9 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
91 Allow for breakout sessions where suffroups could work on their owtleliverable
o The facilitation tearrhadto be abletod 6 Y RSNE 0 S8 @alpsi KS o6 NB I |
o Each group had to be able to summon the facilitation team
o Each group had to ba&ble to present its results to the entire session audience
o It had to be possible tassimilatiorthe workof each groupnto amain document
1 Be able to record the audio portion of the main session and each fetgroup

B. The Good, The Bad, and The Funny 7 Some Lessons Learned

1. Benefits of e-JADr
Ability to facilitate session from the office drastically reduced stress on facilitation team
Cost savings (although the actual saving was considerably reduced due to the communication
costs for the teleconferenng line).
9 Electronic distribution of the results immediately following each session gave the participants
the option of reviewing the outcome while the session was still fresh on their minds
9 Electronic capture of individual diagrams expedited the prepanadf the final deliverable.

=a =

2. The Down Side of e-JADr
Not asproductive as lifeJADr
Technology dependency caused loss of continuity
Scheduling algorithm limited synergy building
Lack of visual communication dimension led to anticipated increased depeyan verbal and
vocal dimension whereby loss was actually greater than anticipated. (NOTE: Our initial tests with
a simple webcam showed limited value aoliol and the deterioration in the quality of the sound
due to the heavier load on our Internet corct®n sealed the deaj no video.)
I Difficult to maintain enthusiasm levels

= =4 =4 =N
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The lack of visual communication between participants made it more difficult to dispel doubts.
It was difficult to keep people from inadvertently talking at the same time.

=A =4

3. The Weird, Wacky, and Just Plain Different Side
1 Facilitation team had to establish nartrusive mode of vocal communication (chat function
proved to be to taxing on facilitator) to be able to exchange signals without distracting the
contributors.
1 The only way taliffuse tense situations with humor was audio. In the past, we have used humor
in aJADrsession. This proved considerably more challenging than anticipated due to the people
not being able to see each other.

C. Untried Solutions
For reasons stated aboyénancial) we have not yet experimented with fuditreaming,duplex video
capabilitiesdueto the costs involved. Based on our experience with live sessions, waetidipate that
the video dimension would add value to asd&Dr but until we find a astomer that has the capability
or is willing to finance it for a session, we wik be able to establish how much it adds
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IX. Is]JADr Right For You?

Now that you have a better idea as to what JADr sessions are all about, you should be in a better
position to determine whether you want to try a JADr (or an e-JADr). We know that JADr sessions
are not a magic pill and that they will not succeed in every organization or even on every project.
You have to make the decision as to whether or not they are right for you, for your project, and for
your organization. However you decide, we hope that our contribution through this paper helps
you make the right decision.
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