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Good Planning

use of integrat-
ed computer- .
aided software
engineering
tools.

Most informa-
tion-systems (IS)
executives are under pressure to keep
their core applications running and
maintain existing systems that are criti-
cal to the business. This tends to con-

sume so much of their time and energy

that they can barely consider a major
change in the IS development culture.
They don’t have any spare staff with
which to take risks: |

Because IS has slow development cy-

cles and because maintenance of the old

systems is difficult, there are large ap-
plication backlogs. An IS department
with backlogs
figure (at right) severely damages the
ability of a corporation to adopt new
computerized business procedures. To
compete effectively, it's critical that a
RAD life cycle be introduced. |

Rather than attempt to change the en-

tire IS organization, the best way to in-
troduce RAD techniques is to start

small. A small group should be responsi-

ble for selecting the tools and life-cycle
techniques for fast development. Small,

specialized construction teams should be

established, and their members should
be well-trained to use the
techniques. |~ . ik -
A goal should be to make the
brightest and most capable developers
as skilled as possible with the most
powerful tools. These special teams of

two, three or four people should be put

m_'a?'ork on pilot projects that are non-

like those shown in the -

new tools and
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PPLICATION DEVELOPMENT

opting a “work-to-rule” attitude, in
:vdhigh t%e new methodology and tools
are forced to conform to older, much
less productive developm ent rulef:-..

The low-productivity figures with
CASE tools in many organizations are
the result of developers not wanting to
use them. These people are comIortab{e
only with existing techniques and don't

~want to climb a new learning curve.

A skilled and well-motivated construc-
tion team can demonstrate the value of
the RAD life cycle and can tune the
methodology to make it as effective as
possible. Once a team has proven the
value of the new development process,
more teams can be added.

APPLIED INTELLIGENGE

Means Success in Implem

The problem may be an ina_,l?pl:opnate
choice of a tool. In this case, it's impor-
tant to find a tool set that does what 1S
required and switch to it. Managers
should seek out integrated com uter-aid-
od software engineering (CASE) tools
that are capable of generating 1_00 per-
cent of the code for an application from

ign specifications.
de#grepaerce many unfortunate examples
of IS organizations becoming committed
to an inadequate tool set, such as a non-
integrated CASE tool. These tools re-
quire hand-generation of the application
from design specifications and should be
avoided. The switch to a differer_lt tool
set is painful; but if it's needed, it
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Of Application-Development Backlogs
Use of Rapid Application Development
Technology, Tools, Can i ot
Cut Backlogs

The teams should use a computerized
methodology customized to the corpora-

tion and its chosen tool set. As the team

gains experience, the methodology can
be enhanced to reflect what the devel-
opers think works best.

Some organizations have set up high-

productivity groups in an otherwise

portant to measure the results from
such a group. The goal is to achieve a

productivity and cycle time dramatical-
ly better than the rest of IS, while creat-

mgsystemoﬂughqualjty.lftmsls
achieved, the high-productivity group

should describe their successes and train

others to use the same techniques.

It's important to choose members of
think -
tively am.:i are excited about bemm
skilled with advanced tools. People who

the development team who

are firmly wedded to old techniques

Reluctant developers can all too easily
demonstrate that new tools don't work.

They can scuttle new methodologies by -
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The brightest, most capable

~ Productivity, cycle time and quality
are measured, and the teams are com-

pared with other developers using older

methodologies. It should be made clear
that pay raises and promotions relate to
measured achievements.

Somﬂnmaﬁrmﬂuemptatm;
despite positive attitudes about the T
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developers should be made as

| sld'uedaspossiblewiththemostpowerﬁdtoolsandputto

work on non-critical but strategically important pilot projects.
low-productivity IS department. It's im. | _ et

should be done as early as possible. be-
fore many people have climbed I:hta:,r
mung curve with the inadequate

Simpl
developers with adva.ncel:l m?;itil:id

them to become profj
with the new technology inpa shcé{::;“;)eﬂ.

od of time is insufficient. Th
€ commit-
ment to good training is vital, and the
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enting RAD

training should be oriented to fast devel-
opment.

lications
the tool set. They should be app
that can be accomplished by one small,

skilled construction team in three |
months or so. Within these constragnts,
the applications should be appropriately
complex—between 500 and 1,000 func-

‘ ' first
tion points. A purpose o_f the
project is not only to build systems but

to demonstrate that the methodology

works well. o _
To develop systems fast, 1t's essential

to bypass bureaucratic delays. _As its
victims know, bureaucracy iIl?lStS on
formal procedures. It emphasizes filling

in the right forms, going througl_1 the
right channels and getting the right ap-
provals, rather than finding out how to

get the job done as quickly and effec-
tively as possible.

Buﬁ'eaucracy is the enemy of speed.
Indeed, it's the enemy of the three main
goals of RAD—higher quality, lower
cost and rapid development. Many at-
tempts to create new computer applica-

tions have quickly ground to a halt be-
cause of career bureaucrats or managers

motivated by politics rather than effi-
ciency.

Know Your Enemy

In a healthy competitive corporation,
the enemy is on the outside. In a bu-
reaucratic organization, however, the en-
emy tends to be internal, in other de-
partments.

This is one reason why successful en-
trepreneurs have difficulty transferring
their executive skills to large organiza-
tions. They expect loyalty from a staff
seeking common goals for the enterprise;
instead, they find that predominant
goals relate to internal politics. Instead
of hostile external forces, they find hos-
tile internal forces.

The operation of small, specialized
construction teams, with good measure-
ments, can bypass the bureaucratic ten-
dencies in IS organizations. The execu-
tive owner and his IS counterpart must
agree that rapid action is essential in
the user community as well.

If bureaucracy threatens to interfere
with the process, the executive owner
must be responsible for cutting the red
tape. As in IS, the players from the user
community should be determined to
take action quickly to make the new
system work.

In the final article in this series, I wi
summarize the factors that lead tE) s::::]}l
Cess In the introduction of new develop-
ment life cycles. §
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The concepts embodied in RAD are de
scribed in a new volume in the James
Martin Report Series. For more infor-
mation on this volume, call (800) 242.
1240. For information on seminars,
contact (in the United States and Can-
ada) Technology Transfer Institute,

741 10th Santa Monica, Calif
}S«‘;) 394'83 05 Iﬁaﬁ'um;){;, CcOon-
tact Savant, 2 New St Carnforth,

Lancs, LA5 9BX United Kinaders
(0524) 734 505. g




