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ASSUMPTIONS

· The Consultants (me) are from Site_B Consultants™

· Site_B™ has had experience with the methodologies listed

· Site_B™ was founded and is owned by programmers
· This report is to discuss and recommend a methodology for the project

· This report is to be presented to the client
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Introduction


Here at Site_B™ Consultants we have been developing information systems for a number of years. We have completed both large and small projects. Originally we employed a fly-by-the-seat-of-your-pants sort of method. We did not follow any guidelines; we just did the projects the way that seemed best at the time. This allowed a lot of flexibility and adaptation for each situation, but often resulted in poor quality products. It also prevented accurate estimation of the time a project would take and resulted in budget overruns.

To rectify this situation, we adopted a methodology that would allow us to follow some set guidelines in order to be able to produce better products within an estimated timeframe. We experimented with a number of the available methodologies, but found most of them were very strict and over-bearing, and ended up slowing productivity down by demanding a number of steps that were often superfluous to certain situations. We have come to adopt two different methodologies, Extreme Programming, and ETHICs. We will present these to you here, along with our recommendation for your situation. Both have inherent positives and negatives.
We will initially just explain the concepts of the methodologies, and then apply them to the situation. That way you can understand the theory of the methodologies, so when we apply them to the situation, it will make sense.

Intro to Extreme Programming


Extreme Programming – or XP, is a fairly new methodology. Although its name may conjure up images of programmers skydiving with laptops while coding – it is actually a very disciplined approach to Information System projects. 

This methodology came about as a reaction to other methodologies. In the early days of computer systems, projects were developed in a very individual manner. This meant that they did not follow any common standards, and it was very difficult to use work from one project with another. It also meant that the quality of the products were often lacking. To overcome this, methodologies were developed. These were lists of steps and rules to govern projects. Initially these showed much promise, and projects started to improve. Many people thought that with enough formal rules and steps, projects could be managed perfectly. This lead to the development of a number of ‘heavy-weight’ methodologies. Unfortunately, as noted by Don Wells (1999) these methodologies began to get over-bloated and strict. Instead of improving performance, they began to add overheads themselves. 

In answer to this, extreme programming was developed. Its goals were to be simple and effective. The idea was to have just enough rules to produce good quality projects, and no more.


Although it is simple, it requires a lot of discipline. Programmers work in pairs (2 to each computer) which means that they can be checking each other’s work, both for coding mistakes, as well as errors when compared to the ‘big picture’. 

Another important aspect that requires discipline is the “test-first” approach. Before any code is written, tests must be produced that will determine if the code functions correctly. In more traditional approaches, testing is often left to the end of the project. In Extreme Programming, this is turned around. By designing the tests before the actual program, not only will errors be picked up earlier, but there will be fewer errors, as the developers will have already thought about them and accommodated them.

Each pair will have tasks to complete within a phase (between 1 and 3 weeks). At the end of each of these phases, the system will be presented to the client, and the tasks for the next phase will be decided. The regular outputs of this method allow for feedback from the client and will enable the progress of the project to be monitored very easily. All deadlines are taken seriously, as if it was the final deadline. If a task can not be met by the deadline, it is not included in the ‘release’ that will be given to the client. There is no such thing as a task being 90% complete. It is either complete or it isn’t. 
This system of ‘releases’ means that the client will have a working system every few weeks. It is up to the client to decide when a release is functional enough to be considered the final product. When each release is handed over, the project team meets with the client and discusses the tasks for the next few weeks. This means that new functionality can be considered and added easily. The parameters of the project are set and adjusted by the client, as the methodology requires the programmers to keep it simple and include only the functionality requested by the client.

This approach produces quality products, but is only truly suited for smaller to mid-size projects. It is recommended that no more than 12 programmers work on an Extreme Programming project, although success can be obtained with larger numbers in some cases. (Brewer, 2001)
Intro to ETHICS

ETHICS stands for Effective Technical and Human Implementation of Computer-based Systems, although it is often said that the abbreviation better describes the method than the full name. Ethics was designed to be ethical in its approach to information systems development. None of the others were designed to be un-ethical, but ETHICS was specifically designed with ethics in mind.

ETHICS is a people-intensive methodology. It declares that all people who will be affected by the system should be included in its development. It acknowledges that the people who are the best experts for designing a system are the people who will have to use it. 


By including all these people as such an integral part of the process, it is good at designing systems that will meet the requirements of the client. Some other methodologies can make quality products, but they don’t always meet the requirements of the client.

An example of this could be the construction of a bridge. The construction team could build a perfect bridge, one that will stand the test of time for many years. This is an example of a quality output, but not necessarily an outcome. The bridge may never be used, because the tourists prefer to take the ferry which is the reason they came in the first place. That would be an example of a poor outcome, with a good output. The two things do not always go together.


ETHICS is designed to make sure that the outputs will ensure a good outcome as well. To do this, it considers job satisfaction to be an important measure of success. Job satisfaction is defined as “the attainment of a good ‘fit’ between what the employee is seeking from his work – his job needs, expectations and aspirations – and what he is required to do in his job – the organizational job requirements which mould his experience”. (Mumford and Weir, 1979)


By using job satisfaction as a measure for success, the ETHICS methodology seeks to ensure that the product will be suitable to the work situation. Other methodologies simply measure success in economic or technical measures. Even an apparent economically successful project, can be negative for the company in question if the users find their job satisfaction has diminished significantly, as this can result in less efficiency and higher staff turn-over, which will mean constant recruiting and training overheads.

Here at SiteB™ we recommend ETHICS for projects that we consider to be too large or complex for extreme programming. Extreme programming contains some of the same aspects as ETHICS, such as user participation, but some projects are just too large or complex for an efficient extreme programming project.

Extreme Programming applied to case study


Extreme Programming is a favored methodology with SiteB™. We believe it offers the best outcome for small to mid-size projects. It works best where the problem is fairly small or fairly simple.

The situation at the Greenvale Hospital is not ideal for this approach. It would be feasible to use Extreme Programming methods, but we will not be recommending it for this project.


The GMaint (maintenance arm of Greenvale Hospital) Project may be classed as a mid-size project, but it is more complicated than extreme programming prefers. There are too many different aspects, and therefore, too many people to be involved to make an effective XP project. XP projects, by nature, work best when they are kept simple.

The GMaint Project also involves legacy systems, which are ill-suited to be incorporated into an XP project. 


An XP project would satisfy the conditions of time deadlines, and the need for the final product to be stable and functional enough to continue to be used for a number of years. However, we believe we can better meet all the requirements through our other methodology, ETHICS.

ETHICS applied to case study


ETHICS is a methodology that requires a lot of interaction with people from all levels of the client organization. This includes both management and the users who will use the final system. In a situation, such as the Greenvale Hospital, this can be more effective than other methodologies that have more limited user interaction. The high amount of user feedback will enable the final system to better meet the needs of the organization.

The situation at Greenvale is fairly complex. The system needs to be able remain stable and useful for a number of years. This means that the project needs to identify all the functionality that will be required. Because of the amount of participation of the users, the ETHICS methodology will ensure that the maximum functionality will be identified and incorporated in the system.

The ETHICS methodology is also well suited to obtain feedback from a number of different groups. This can include the different departments of the Greenvale Maintenance department, and the managers etc. Some other approaches will only concentrate on the desires of management, and therefore miss a lot of useful functionality that the actual users could have identified.


In a large system it is impossible to consult every user and stakeholder. ETHICS recognizes this and allows the use of a group of representatives to represent the whole system. These representatives can be chosen by management, but it is preferred that they are elected by the users they will represent. 


As a company founded by programmers, SiteB™ prefers Extreme Programming for smaller tasks, but we would recommend ETHICS for a task of this size and nature.
Conclusion/ Recommendations


We at SiteB™ have two methodologies that we regularly recommend for implement in information system projects. These are ETHICS and Extreme Programming. We have described both methodologies and applied them to the situation at Greenvale. After undertaking this research, we have made our recommendation of ETHICS. 

SiteB™ recommends the use of the ETHICS methodology for this project. ETHICS is well suited for the size and nature of this project. With its emphasis on interaction with the users of the system, it will ensure that the project meets the requirements of the organization. The use of another methodology may have missed some of the functionality that will be required, while ETHICS will be more effective at catching it all. We believe that using ETHICS will result in the best possible outcome for the project.
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Executive Summary





This report was prepared to be presented to the Greenvale Hospital management. It is designed to explain the two methodologies used by the SiteB™ consultants. These methodologies are Extreme Programming and ETHICS.


	These methodologies will be briefly explained. Each will then be applied to the situation at Greenvale, to assist in identification of the most beneficial for use in the Information System Development Project at Greenvale Hospital.


	SiteB™ has used Extreme Programming many times in a number of successful projects. However, for this situation they feel it would be ill-advised to use Extreme Programming, as this is better suited for small and less complex projects.


	SiteB™ recommends using the ETHICS methodology for this project. ETHICS involves and lot of participation from the users of the system as well as the management. This will ensure that the project identifies as much necessary functionality as possible, which will mean the system will remain useable for many years to come. The full details of the recommendations are included in the report.








