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Abstract
The purpose of this whitepaper is to provide insight into Engagement Management best practices 
used by HeleCloud teams to successfully deliver Cloud Infrastructure Projects. The information is 
based on our best practices and experience from tens of successful engagements over the last two 
years.

The paper provides an overview of 1) HeleCloud best practices for project roadmap and definition 
of phases and timelines of all expected deliverables; 2) Structure and responsibilities of HeleCloud 
stable teams; as well as 3) Project Management best practices derived from Scrum and Kanban 
Agile Methodologies allowing for efficient, dynamic and flexible delivery. Last, but not least, lessons 
learned, recommendations, and topics for further consideration are also shared with the reader.
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1. Introduction
Founded in September 2016, HeleCloud provides strategic technology consultancy, engineering, and 
Cloud-based managed services. In the course of the last two years, HeleCloud has delivered tens of 
successfully projects and taken customers on a complete journey into the Cloud. Right through from 
vision to implementation, HeleCloud helps organisations’ transitions into the Cloud future.

This whitepaper shares the Engagement Management best practices used by HeleCloud teams for 
the organisation and execution of HeleCloud Cloud Infrastructure Projects.

2. The Agile Nature of HeleCloud Engagements 
In less than two years, the HeleCloud team has had the opportunity to carry out varying in scope 
and activities consulting and engineering projects. We delivered successfully to over 20 + happy 
customers. 

HeleCloud engagements are unique in a number of aspects. Each is characterised with different 
nature, dynamics, timelines, size, industry, geographic location. We tailor the agile delivery approach 
for each customer, combining it with effective internal (to our consultancy) and external (with the 
customer) communication. We find these alterations key for a successful delivery. The approach 
allows us to meet the needs of our customers, build the right solution, and provide the right service 
for every organisation in every industry.

The Cloud infrastructure projects we run are far from a ‘typical’ consulting and engineering 
engagement. We use best practices from Scrum or Kanban, which are common in the software 
development industry. Still, unlike an independent (often undisturbed by external factors) software 
development team, every member of the HeleCloud team works closely with key stakeholders from 
the customer side. This is how we establish a stronger working relationship with the customer 
throughout the whole engagement and become one team.

In HeleCloud, we incorporate aspects of our customers’ best practices throughout the engagement to 
ensure compliance with their internal processes, policies, and industry standards. If an engagement 
needs to align with a parallel running customer project or programme, we also adapt the approach 
as needed. 

We factor all key aspects to reach the end goal and meet the objectives of the engagement in line 
with the customer expectations. In this way we deliver the best long-term fit for purpose solution.

The above brings up the following elements of  HeleCloud (infrastructure) projects to always be 
addressed with Agile in mind:
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2.1. Roadmap and Phases, Timelines and Deliverables
There are number of phases that a Cloud infrastructure project can go through.  An engagement 
does not necessarily comprise of all the phases below, nor they necessarily take place in the outlined 
order. 

For a project to be successful, it is key for HeleCloud to provide a sound project structure, which 
allows us to convert the customer’s vision into a Cloud strategy while establishing the right business 
and technology governance for Cloud. This results in a tailored Cloud Roadmap for each of our 
customers with a focus on specific to the project milestones and cadence optimising their time to 
Cloud results. 

In HeleCloud, a Roadmap of a Cloud infrastructure project could be characterised with one, few or 
all of the below described phases:

Vision and Strategy Workshop
Some of HeleCloud customers might already have a Cloud Vision and Strategy in place. If, however,  
they do not and their organisation’s Cloud journey needs to be defined, this phase needs to take place 
at the start of the engagement. The timeframe of the phase can vary depending on the complexity 
of the engagement. It usually spans across 2-10 days.

Note that the Vision and Strategy Workshop could be the only phase of an engagement followed by a 
presentation to the customer. It is characterised by a series of training and brainstorming sessions 
with the business and technology stakeholders from the customer side. They are designed to raise 
awareness of Public Cloud capabilities and business benefits. The workshop helps the business to 
establish a high-level vision for Cloud, facilitate discussions between stakeholders for making key 
business governance decisions, and determine tactical aspects for the execution of the vision.

All information collected during the Vision and Strategy Workshop is captured and summarised, 
as well as all datapoints analysed by HeleCloud consultants. Then, over another 2-5 days, a high-
level vision and strategy for the customer is produced. It is comprised of at least two alternative 
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strategies for achieving the defined vision. The choices are presented to the customer to decide on 
the most suitable approach for their Cloud journey.

The purpose of the Cloud vision is to provide visibility and buy in from the customer’s leadership for 
the Cloud platform and set the business governance requirements for it.  It will also allow for the 
foundation of the wider business communication plan to be put in place.

Discovery
With Discovery, in dedicated workshop sessions with the customer’s technical and other key stakeholders, 
HeleCloud consultants gather information on customer’s existing infrastructure, platforms, applications, 
and data. Also, all existing design and implementation collateral, reference architectures, and standards 
in use are collect from HeleCloud consultants for review. 

Occasionally, if a customer is in a preparation for building a Business Case, our consultants often 
combine discovery and analysis phases. Discovery is known as the phase that paves the way for every 
analysis that follows. 

Gap Analysis
After the collection and review of all evidence during Discovery, with Gap Analysis (phase), HeleCloud 
consultants identify gaps and omissions in the existing implementation and design of the customer 
solution against stakeholder needs (business, partners, external stakeholders), against AWS CAF, Well-
architected and Best Practices recommendations, as well as against the customer’s own infrastructure, 
security standards, and compliance requirements. A document summarising the state of the current 
solution is provided to the customer together with recommendations for improvements to meet all 
business and industry needs and standards. Based on the complexity of the solution, the whole phase 
could take between 3-10 days.  

Total Cost of Ownership, Cost-Benefit Analysis and Return on 
Investment model
During this stage, our consultants review the costs and features for up to five selected workloads running on 
the customer premises, or in a hosted for them environments. The consultants then transpose the feature 
set and the functional specification of the environment to an equivalent Cloud-based solution, and prepare a 
TCO1  model. Based on the costs and features of existing and future solutions, HeleCloud consultants prepare 
a Cost-Benefit Analysis for both, provide a comparison and analysis, as well as a Return on Investment model, 
based on the Cloud solution. Again, as for Gap Analysis, this phase could take between 3-10 days. 

Note that a Business Case for Cloud Adoption always takes into consideration the vision and the Cost-Benefits 
Analysis, and provides detailed information about the hard and soft benefits of Cloud in the context of the 
customer.
1  Total Cost of Ownership
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Cloud Roadmap
Whether the customer has already a defined strategy or it has been defined as part of the Vision 
and Strategy phase, our consultants create and finalise the Vision and Strategy documents for the 
Cloud initiative, as well as a document called Cloud Centre of Excellence design. Once these are 
completed, HeleCloud consultants put together a high-level project plan that outlines the milestones 
for the implementation of the Cloud vision from a business and technology perspective. This phase 
could take up to 20 days 

Migration, Implementation or Coexistence
Depending on the nature of the engagement (with duration that could get to more than 90+ days), 
this phase is dedicated to the execution against the Cloud roadmap. During this phase, the HeleCloud 
team carries out the activities to achieve the end goal of the project. These activities could be 
related to migration to Cloud, implementations, configurations, or all of them to achieve the target 
architecture and governance model outlined in the Vision and Strategy document. 

Handover to Operations and Project Closure
The handover to operations has two aspects: 1) final review of the Cloud estate performed by the 
customer together with the HeleCloud consulting team; as well as 2) transition to HeleCloud Managed 
services or to the customer’s Operations team to manage. This happens most often in a DevOps 
fashion but alternative management approaches, such as ITIL or Bi-modal IT are also common.

The team also carries out a post mortem for the project and identifies strengths, areas for 
improvement, and collects user and technical team feedback with a view of improving processes 
and deliverables in follow-up engagements.
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2.2. The Team
Based on the engagement specifics and availability to commence work on the project within the 
timeframes confirmed by the customer, a project team is selected on the basis of their knowledge, 
experience, and qualifications. 

The projects HeleCloud runs have stable2 teams and (as a guideline) they may consist of the following 
roles:

Role Responsibilities
Partner/Practice Manager Lead business level and wider stakeholder discussions;

Overall responsibility for vision, strategy, and risk deliverables;

Responsible for TCO3 /CBA4 /RoI5 

Senior Consultant Leads technology discussions

Responsible for technical strategy

Engineer Discovery

Design, architecture and implementation

TCO/CBA

Engagement Manager Effective communication;

Delivery within project constraints: budget, timelines, features;

Visibility, transparency, reporting.

At the start of an engagement, the newly formed project team gets directly involved with the 
customer. Introductions take place at a dedicated onsite Kick-off Meeting allowing a smooth 
transition to the first phase of the engagement straight after - the Vision and Strategy Workshop.  

2.3. Using Best Practices from the Agile Methodologies  
in HeleCloud Engagements

In HeleCloud, we aim to ensure customer-centricity when defining the structure of an engagement. 
We find it essential to understand the problems of our customers whilst designing quickly and cost-
effectively what is needed. This is key to the success of everything we deliver. 

Best Practices from Agile Methodologies (both Kanban and Scrum) are used for the management of 
the projects HeleCloud takes on. Agile allows our teams to be quick and flexible in their work with 
less a process and more a way of thinking. 

2 Teams that last longer that the life of a single project.¬
3 Total Cost of Ownership
4 Cost-Benefit Analysis
5 Return on Investment
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Deciding on the Methodology and Its Components
Prior to a kick-off of an engagement, a decision on the structure of the project is made. The choice 
of methodology is based on the previously mentioned various aspects an engagement can be 
characterised with – nature, dynamics, timelines, size, industry, even geographic location. 

In HeleCloud we aim to tailor a fit for purpose engagement. The decision on methodology and its 
accompanying components is also driven by three main goals. These are: 1) eliminate complexity; 2) 
enable the team focus on collaboration and coordination internally and with the customer; as well 
as 3)  achieve performance gains. 

With their incremental and iterative delivery, both Scrum and Kanban methodologies provide the 
needed level of agility to meet these three goals. Moreover, they help the team to reduce and 
manage risks related to delivery timelines and scope, while ensuring the delivered solution is the 
right one for our customer.

From Kanban to Scrum and then Back
Often throughout an engagement, with the transition from one phase to another, the team also can 
switch from one methodology to another (from Kanban to Scrum, for example). The benefit of this 
change is related to establishing the most suitable cadence for the stage of the engagement. This 
not only allows the team to meet customer needs, timelines in line with dependencies easier, but 
also to set the right expectations with everyone related to the engagement.

Recently, HeleCloud consultants and engineers performed a short PoC6  for a customer, which was 
followed by 30+ days Implementation Phase. For the PoC, the team decided to follow best practices from 
Kanban with all activities having defined due dates. Once successfully completed, the Implementation 
phase was performed following 2-weekly Scrum Sprints. In this example, adapting the methodology 
to the needs of the phase ensured a smooth transition and efficiency from one phase to another.   

2.4. Ceremonies 
Following Scrum and Kanban best practices, we define the rhythm of the project ceremonies (the 
cadence) in use. While Scrum has set cadences, with Kanban we have the freedom to decouple and 
have them when needed. Here in HeleCloud we follow the Seven HeleCloud Cadences: 

Daily Stand-up Meeting
Standup is the most frequent meeting, and it serves to keep the team (both HeleCloud and key 
stakeholders from the customer’s side) on the same page about the state of affairs in the project. It 
addresses questions like who’s working on what, who needs help, and if any tasks are blocked.

 6 Proof of Concept
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Weekly Replenishment Meetings
During this meeting, we decide which are the next tasks that will be worked upon. In Scrum terms, 
this is the Sprint Planning Meeting. Also, these take place once a week or every other week depending 
on what we decide in terms of Sprint length.

As part of HeleCloud’s best practices, every week the Senior Cloud Consultant/Technical Design 
Authority together with the Engagement Manager spend 30 minutes to prepare (or groom, as we call 
it) the work backlog for the Replenishment Meeting. This, as a result, eliminates the need for long 
time-consuming Sprint planning. In HeleCloud we spend less than an hour to plan for the following 
week or two.

Similarly, with Kanban the backlog is groomed on a weekly basis, the priority of the backlog is 
reviewed and updated at the end of every week for up to 30 minutes. It is followed by a Replenishment 
meeting with the team.  

Delivery Planning Meeting
During Delivery Planning, together with the customer we decide how, when and what is going to be 
delivered. We take into account any risks that arose in risk assessment and in the daily Standup and 
look at what is ready to deliver and what is likely to be ready to deliver soon.

Service Delivery Review
During Service Delivery, we review the work that has been delivered, considering scope, quality, SLAs, 
and any other success criteria with the clients. 

By exception, disregarding Kanban or Scrum, Service Delivery Review is performed with its own 
cadence (when the deliverable is ready) as part of the Definition of Done7  for the project. Once 
validated and signed off by the customer, we consider a deliverable completed.

Retrospectives
Retrospectives are used to give the team the opportunity to pause and reflect on how things have 
been going and then, based on those reflections, identify the improvements they want to make. 

These take place at the end of the project and throughout the project with every key milestone.

7  Throughout the project the HeleCloud team of consultants and engineers adhere to an agreed with the customer Definition 
of Done, tailored for the needs of the project. It is characterised by a clear and concise list of requirements to consider a 
deliverable done. 
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Risk Review
A risk review can happen at any level of the organisation on an ad-hoc basis. In HeleCloud we use it 
to manage the course of the project, the dependencies and the unknowns that may arise throughout 
the engagement.

When a risk is identified, it is captured in a Risk Register. If of high priority, a dedicated Risk Review 
session is organised with all relevant stakeholders from the customer side at first possible instance. 
If of a low priority, together with the other low priority risks it is picked up at the next planned Risk 
Review session. The focus of the review session is to discuss risk exposure, probability, impact, 
mitigation, and contingency as next possible step(s). In the meantime, the team, being aware of all 
risks and their causes, is actively working towards eliminating them. 

Strategy Review
At a Strategy Review meeting, we examine any changes in the customer organisation, market conditions, 
competitor landscape, or other relevant to the current operational goals factors. This is how we ensure 
the project goals are aligned with all conditions and serve the needs of the customer.

An example from a recent engagement, an urgent Strategy Review meeting was initiated to discuss 
and decide on an alternative for an automated discovery tool. As to the company offering the current 
tool in use was acquired by a main competitor of the customer, their tool was no longer available to 
use for the needs of the project. 

2.5. Tools in use
Delivery 
In support of the described project structure that HeleCloud Cloud infrastructure project may 
have, we use a Cloud software development tool to plan, track, release and report throughout each 
engagement. 

To put in place the best practices of both Kanban and Scrum methodologies, we use an online 
software development tool throughout the engagement. This tool is also very useful when we switch 
between methodologies for the different phases allowing the team to slickly master the backlog of 
requirements and the project cadence. 

Content
For content, we use a Cloud collaboration tool to create, share and collaborate in one place.  

In addition to the access granted to the HeleCloud project team, we also ensure full access to a 
content project space to all relevant stakeholders from customer’s side for the duration of the 
engagement. This is how we ensure efficient collaboration, visibility, and full transparency. 



12

A dedicated space in the content collaboration tool is the where all project registers live and are 
edited by the HeleCloud team and all respective stakeholders from the customer side. This is the 
location where the decision log, risk register, and the change log live. Other documents, together 
with all meeting notes are also stored in this space.

Using the benefits of the inline editing, the team and the customer often capture information, 
decisions, risks and actions in the online space while in a project meeting, workshop, research 
session, or a conference call. This is how we eliminate duplication of notes capturing and sharing, 
copy/pasting of information, or consolidation of information effort. 

Often with the onsite kick-off of a customer engagement, HeleCloud runs Vision and Strategy 
Workshop and Discovery Workshop. Most of the time, for these phases, we have the HeleCloud 
engineering team on the phone instead of physically onsite. This creates a need for using the 
above described collaboration methods. We capture, make available and keep log of decisions, 
risks, and actions as soon as they occur, as well as share information, meeting notes and 
whiteboard diagrams in real-time.

2.6. Internal & External Communication 
Ongoing communication is key for every Cloud infrastructure project HeleCloud takes on. 

The Communication Plan
With every new engagement HeleCloud team and the customer tailor a Project Communication 
plan to establish the most efficient communication for the engagement. 

The Communication Plan defines 1) the roles of all involved parties in the project (examples: 
Project Sponsor, Business Sponsor, Technical Architects, Engineers, Steering Committee); 2) the 
proposed communication channels, their purpose, frequency of use; as well as, 3) the methods/
types of communication from beginning to the end of the project. 

Due to technical restrictions and/or security and compliance requirements, some customers 
might be restricted from using certain channels or tools. This creates a need for the HeleCloud 
team to find and use channels and tools suitable for the involved members in the engagement. 
A most recent example is a restricted video conferencing and communications tool for which we 
needed to make available an alternative for instant communication.

Instant Communication Channel and Cloud Tools
In HeleCloud we break boundaries to the extend where we often do not make a difference 
between ‘internal’ and ‘external’ communication of the engagement. The team, amalgamated from 
HeleCloud consultants and engineers, and customer stakeholders, benefit from a dedicated project 
communication channel which enables ongoing, daily communication, and exchange of key information.  
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In addition, with the Cloud tools we use, information is accessible by all at any time. Information 
updated or communicated through the Cloud software development tool and content space is 
automatically flagged to all relevant people in real-time without the need of communication via 
email or withholding information until the next daily Standup. 

Project Updates
As mentioned previously, in HeleCloud we follow seven cadences. They allow us to effectively provide 
daily, planning updates, set expectations internally with the business and customer, communicate 
risks and outstanding decisions, perform project audit, financial analysis, or revisit of the current 
strategy. There are, however, other methods that are used – reporting which are described in details 
in the next section.

2.7. Reporting
There are number of established reporting channels to get updates on project status to date.

One way is by attending the daily Standup. Both team and stakeholders get granular/detailed 
information on delivery for the sprint, current week and day. The dedicated project board (in the 
Cloud software development tool we use) gives the latest snapshot of all work in progress, blocked, 
for peer review, for customer review prior to sign off, or simply done (in line with the tailored project 
DoD8). 

An engagement also benefits from a dedicated Dashboard that shares information on the overall 
health of the project in real-time. Users benefit from information such as percentage split of 
completed work, work in progress, or work that still has not been started. A summary of involved 
team members, a split of the work between them, and their current status is also captured there. 

In addition to the above two reporting methods, at the end of every work week, a status update is 
sent out to the business, project sponsors, as well as steering committee of the engagement. The 
document provides a summary on decisions that need to be made, achievements for the period, 
planned work for the following week, potential risks together with active blockers that need to be 
tackled. The update also contains high-level financial information capturing actuals vs. budgeted to 
date, and analysis of the earned value for the project to date.  

Ad-hoc or on demand meetings are also planned and accounted for reporting purposes.

Our experience with customer engagements to date shows that all of the above reporting methods 
can be used as a foundation to define the reporting method and information to meet the needs 
of each customer. In other words, these should be adapted accordingly for the purpose of the 
engagement.   

8 Definition of Done 
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3. Lessons Learned, Recommendations and 
Topics for Further Consideration

In HeleCloud, we have witnessed a strong need for agility and tailored delivery approach throughout 
an engagement to provide the right solution and the right service for every organisation in every 
industry. We believe that having a customised Cloud infrastructure project structure for every 
engagement (with particular milestones and cadence), brings the benefit of shorter time to Cloud 
realisation.  

To reduce complexity while increasing the focus on collaboration and coordination between the 
HeleCloud team and the customer, we pick the best from Agile (Scrum and Kanban) methodologies. 
HeleCloud Cloud infrastructure projects benefit from: 

1) quick and flexible delivery with less a process and more a way of thinking; 

2) incremental and iterative delivery which reduces the risks related to delays in delivery, scope 
changes, and providing a solution that might not be fit for purpose; 

3) ability to establish the most suitable cadence for an engagement and its phases to meet the 
customer needs and timelines (in line with dependencies).

In HeleCloud we adapt Scrum and Kanban Agile methodologies to the needs of the engagement to 
ensure efficiency with each phase throughout a project.

Last but not least, all reporting and communication needs of an engagement are taken into account 
and met accordingly via suitable for the customer channels and deliverables.

4. Summary 
In HeleCloud, the Engagement Management activities for Cloud Infrastructure Projects follow best 
practices for project roadmap and definition of phases used to meet the timelines of expected 
deliverables. The structure and responsibilities of HeleCloud stable teams, as well as best practices 
depicted from Scrum and Kanban Agile Methodologies are also followed to ensure quick and flexible 
delivery. This paper shares lessons learned, recommendations, and topics for further consideration 
from the HeleCloud journey to date.


