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Definitions (boring but necessary)

� Uncertainty is an external state of a task in a project:
– Time duration required to accomplish a task, involv ing new 

or unfamiliar technology 
– Many requirement changes – is objectively uncertain

� Risk is the penalty (actual or perceived/expected) an 
individual or group may pay for not performing up t o individual or group may pay for not performing up t o 
expectations

� Accountability is defined as the willingness of an 
individual or group to pay the penalty of not 
performing a task that involves uncertainty accordi ng 
to expectations – willingness to assume the risk
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Why should programmers 
assume risks?

� The default solution for an individual or 
group, in typical risk-averse behaviour, is 
to assume zero risk – zero accountability

In order to change this rational behaviour, it 
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� In order to change this rational behaviour, it 
is necessary to change the equation , by 
– Reducing/mitigating risk
– Introducing rewards for assuming risks 

and accountability . 



� Action: 
Create environment in which the 
perceived uncertainly is reduced .

Accountability-friendly 
environment

� Result: 
Increased project total productivity, as 
risks are reduced via accountability-
sharing by all project stakeholders
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3 ways to reduce uncertainty

� Quantification – Quantify the uncertainty

� Publicity – Sharing uncertainty metrics with 
the entire group of project stake -holders, the entire group of project stake -holders, 
including both engineers and management

� Ongoing Follow-up – follow uncertainty 
metrics as they change over time. 
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Quantification - practice

� Low level of granularity: .

– Frequent measurements – weekly
– Personal measurement – for each 

stake holder, including each stake holder, including each 
development engineer

� Result: 
Risks are encountered and act-upon 
typically before they grow out of control
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“Carpet” Report
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Publicity – Practice

� At project beginning, all stake-holders agree on pl an:
– The accountability generated at the beginning of th e 

project must be maintained

� For developers it is hard to share attention on bot h 
carpet/Gantt and actual programming: carpet/Gantt and actual programming: 
– Developers need assistance in keeping commitments

� Solution: Last week – next week weekly meetings 
– with ALL developers and project manager. 
– The meeting is focused on short-schedule issues and  

all the relevant projects are discussed
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last week – next week 
weekly meeting



The case study projects results

� The results showed improvements in the overall 
projects success rates, and that could be manifeste d 
in several major factors such as projects quality, 
personnel perception of projects success, and 
employee general satisfaction.

� This set of tools, fully integrated into the daily life of 
a 30-people R&D organization, reduces the sense of 
risk, enhances the level of control, and consequent ly 
seems to enhance stake-holders willingness to take 
accountability for their tasks in view of the group  
and the company goals.
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Quality factors for projects 
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An Employee Survey results
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Discussion

1. Better projects happen when software 
professionals assume accountability

2. Why should software professionals assume 
risks? "What's in it for me?"

3. The equation:     Reward - Risk3. The equation:     Reward - Risk
– Reduce the risk
– Ensure rewards

4. Solving the equation - the tools:
– Quantify, publicly, sharing...
– Self-transcendence through achievement 

(Maslow's hierarchy of needs)



Thank you for your 

attention!
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attention!

Hilli.Balzer@gmail.com


