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How could you possibly improve?

Chances are, you are already good at what you do
and so is your team.

Your company is at the forefront of technology,
selling to impressive clients or developing its own products.

Every day, you find yourself fortunate enough to work on
breakthrough products, pushing your industry to the next
level.

So how could you improve?

The improvement this short book champions
can tremendously influence the way you work,
the way your development team works,

or your entire company.

By significantly cutting cost
while unleashing the creative potential of your team,
you can become an even bigger player in your industry.

Simply by doing what you are already good at,
but with an entirely new approach.




Timing Change

A DEVELOPMENT PROCESS IS SIMPLY
ALONG SERIES OF CHANGES.
THE WAY WE STRING THESE CHANGES

TOGETHER IS WHAT MAKES THE DIFFERENCE.
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In goes the idea, out comes the product
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initial idea

«

finished product

As you know, everything that happens in between the initial
idea and the finished product we’ve come to call the develop-
ment process.

Many companies focus solely on building the product.

They are too busy to cleverly craft their process. Because of
that, their path consists of how they are used to doing things.
It is habitual, not rational. As the company grows and chang-
es, these habits can choke a company’s potential.

But what if you could alter your process so significantly that it
reduces your cost, while unleashing creativity?

Turns out, you can!

FEW COMPANIES CLEVERLY DESIGN
THEIR DEVELOPMENT PROCESS
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The road to the finished product

series of changes P>

initial idea
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finished product

In essence, a development process is no more than a long
series of changes:

First, you and your colleagues have a hunge. This hunge takes
shape in your minds, changing into a product idea. As you
discuss and apply reality, the idea keeps evolving.

As you put it on paper, you think of something else and it
changes again. Next, you ask experts of different fields to
consult. The idea will keep changing until a first prototype

is built. The prototype changes into technical drawings for
developers. The developers bump into technical issues and ask
you for another set of changes. Need I go on?

In actuality, leading development is no different than manag-
ing change, because a development process is a long series

of changes. The way we string these changes together alters
the process’ length and cost tremendously. These strings of
changes either stifle or unleash creativity. They will cut cost or
encourage spending.
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Changes are not created equal

Changes have to be applied otherwise an idea stays just that;
an idea.

Unfortunately, every change has a price-tag.

Every tweak costs time, effort and resources. How can we
maintain control? The answer is both simple and complicated:
the development process needs to change.

The first step is knowing which changes cost the most and

which cost the least. This brings us to the following simple,
yet universal truth:

Q

initial idea

| CHANGES THAT ARE MADE EARLY IN THE |
| PROCESS COST LESS THAN CHANGES 1
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| 1
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The lanes of change
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The road from idea to product gathers more lanes as time pro-
gresses. We call these the “lanes of change”.

Think about your last project. Early on, as you were fleshing
out your idea, there weren’t as many people involved. You
kept changing and sharpening your idea to make it better.

Yet, as you were nearing completion, you were leading multi-
ple programmers, designers and marketers. You had to defend
a budget to your boss. Other companies were contracted to
work on specific parts. Deadlines were set, supervisors ex-
pected results...

At this point, applying one single change means driving back a
couple blocks with your team. Not only is it financially costly,
it also postpones deadlines and changes the “to do” lists of the
people involved.

It is wise to know the route before you travel.
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Expensive changes tend to multiply

There’s another universal truth to add to the mix.

In the early stages - when the idea is still mind work - there
are two advantages connected to applying change. First, the
cost of change is zero. After all, it all happens in your head.
Second, a change doesn’t spark another change.

When a developer applies change halfway through the de-
velopment phase, two things happen. First - as we discussed
before - the change is more expensive. Second, this change
requires other changes to be made. It attracts more decisions.
Why? Because late changes are less isolated.

Bosses need to be notified of a late change: they’ll add their
own opinion. Budgets need to change and this process involves
other decision makers. Code needs to change and results in
contract adaptations, quotes and sometimes even restaffing.

This is why the “cost of change” curve does not grow in a lin-
ear fashion. It grows exponentially as time progresses.

LATE CHANGES CAUSE
MANY MORE LATE CHANGES
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Out of control

You can’t eliminate all change.

Often times, change is out of your control.

Your boss wants you to include another screen in the web app
at the last moment.

The technology turned out not to be able to hold a huge data-
base after all.

The board decides your software should be multilingual.

The best of planners can’t stop this from happening.

Even though change isn’t entirely stoppable, it’s manageable.
Knowing how to handle certain changes in your development
process makes a confident leader.

In the next chapter, I will show you a development process
that can handle the blows of change.

It helps you when to say yes and when to say no.

It helps you to successfully communicate your process from
the very start so everyone is on the same page.

It helps you tunnel the unforeseen changes without having to
drive back a couple blocks of “change lanes”.

* = The pronouns “I” and “we” are used interchangeable in this book. “I” will
refer to the writer’s thoughts, “we” refers to the team at the companies the
writer has founded.
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The solution

The key is to not try and eliminate change altogether. You
can’t function without it. Also, forcing your boss and co-
workers with “lock down agreements” has a very short lifes-
pan.

Instead, the key is to move change to the beginning of the
process. There are a couple of ways to do this, but it starts by
defining your development process.

Often developers and entrepreneurs feel they can’t possibly
know what changes lay ahead since a project is ever evolving,.
This is only partly true. You can radically limit the changes
you need to make later on by applying the right kind of
change at the start.

Now it’s time to get practical.
In the next chapter, let me guide you through a simple, yet
powerful development process you can use.

APPLYING THE RIGHT KIND OF CHANGE
STEERS YOUR PROJECT'S EVOLUTION

WHAT’S NEXT?

The rest of the book features a couple
of breakthrough ideas, like...

The four phases of development
Why techies and UX-Designers argue
3 Breakthrough techniques
[Endvisioning, Techbalancing,
and Magnetic Prototyping]
Dealing with ever-changing clients
The way of The Unplugged

You can get it right here:

www.guimags.com/unplugged




