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Kendra Charbonneau
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An  e xp e rie n c e d  Le a d  So ft w a re  En g in e e r w it h  21 ye a rs  o f 
e xp e rie n c e  w o rk in g  in  BES a s  a  g o ve rn m e n t  Ch ie f 
En t e rp rise  Arc h it e c t , P ro g ra m  En g in e e r, a n d  Le a d  
Sys t e m s  En g in e e r. Sh e  h a s  e xt e n s ive  kn o w le d g e  o f 
so ft w a re  a p p lic a t io n  a c q u is it io n , a s  w e ll a s  a g ile  c o a c h in g  
a n d  im p le m e n t a t io n . 

Delali Dzirasa
CEO, Fearless

Th e  CEO a n d  fo u n d e r o f Fe a rle s s , a  fu ll s t a c k  
d ig it a l s e rvic e s  firm  w it h  a  m iss io n  t o  b u ild  
so ft w a re  w it h  a  so u l. De la li is  a lso  t h e  fo u n d e r o f 
Hu t c h  a  d ig it a l s e rvic e s  in c u b a t o r w it h  20  
c o m p a n ie s . De la li h a s  o ve r 18  ye a rs  o f e xp e rie n c e  
le a d in g  a g ile  so ft w a re  t e a m s  a n d  p ro g ra m s .   



Hi, we’re F earl ess. 

We build software with a soul. Our vision is 
to create a world where good software 
powers the things that matter. 

W e 're  se rio u s  a b o u t  c re a t in g  so ft w a re  t h a t  
m a ke s  t h e  w o rld  a  b e t t e r p la ce . W e  w a n t  t o  
b u ild  t o o ls  t h a t  e m p o w e r co m m u n it ie s  a n d  
m a ke  a  d iffe re n ce , so  w e  t a ke  o n  p ro je c t s  t h a t  
h a ve  a  la s t in g  im p a c t . 



We’ve worked with 
government for 13+ years.
Fearless’ customers include: 
● De p a rt m e n t  o f t h e  Air Fo rce  (USAF)
● Ke sse l Ru n  (USAF)
● BESP IN (USAF)
● De p a rt m e n t  o f t h e  Arm y
● De fe n ce  In t e llig e n ce  Ag e n cy (DIA)
● Na t io n a l Se cu rit y Ag e n cy (NSA)
● US Cit ize n sh ip  a n d  Im m ig ra t io n  Se rvice s  (USCIS)
● Na t io n a l Arch ive s  a n d  Re co rd s  Ad m in is t ra t io n  (NARA)
● Ce n t e rs  fo r Dise a se  Co n t ro l (CDC) 
● Ce n t e rs  fo r Me d ica re  a n d  Me d ica id  (CMS)
● Ge n e ra l Se rvice s  Ad m in is t ra t io n  (GSA)
● US De p a rt m e n t  o f Ag ricu lt u re  (USDA)
● Office  o f P e rso n n e l Ma n a g e m e n t  (OP M)
● De p a rt m e n t  o f Ve t e ra n s  Affa irs  (VA) 
● Na t io n a l In s t it u t e  o f He a lt h  (NIH) / Na t io n a l Ce n t e r fo r 

Bio t e ch n o lo g y In fo rm a t io n  (NCBI)
● Sm it h so n ia n  In s t it u t e
● Sm a ll Bu s in e ss  Ad m in is t ra t io n  (SBA)
● St a t e  o f Ma ryla n d
● St a t e  o f Ne w  Je rse y
● St a t e  o f Co n n e c t icu t  
● St a t e  o f Flo rid a
● Exe lo n
● Ma ryla n d  Fo o d  Ba n k
● Ne w  Yo rk  Ha rb o r Fo u n d a t io n
● NFL

St a t e  o f Ma ryla n d

St a t e  o f Ne w  J e rse y

St a t e  o f Co n n e c t ic u t  

St a t e  o f Flo rid a St a t e  o f Virg in ia



FAILUREDelays

1

FAILURESchedule slip

2

FAILUREScope creep

3

FAILURECost overrun

4

In that time, we’ve 
seen some problems 
come up over and over.
And all of these problems increase the 
risk of project failure. 



The old guard.

Steady does it.

● Ch a n g e  in t ro d u ce s  risk .
● Do  w h a t 's  p ro ve n  t o  w o rk .
● Miss io n  c rit ic a l sys t e m  m u s t  b e  

re lia b le .
● Ne w  a p p ro a ch e s  se e n  a s  t h re a t e n in g  

t o  jo b  se cu rit y.

The new guard.

Innovate or die.

● Ch a n g e  is  co n s t a n t .
● Co n s is t e n t ly it e ra t e  a n d  t ry n e w  t h in g s .
● Ma ke  t h in g s  b e t t e r o ve r t im e .
● Old  a p p ro a ch e s  se e n  a s  t h re a t e n in g  t o  

su cce ss fu l d e live ry.

Dual perspectives.



The Yvonne and 
Charlie effect.



Yvonne

“I want to create new opportunities to enable technology 
discovery and collaboration with industry to identify and 
deliver leading -edge solutions across the government.”

Motivated Innovator

• Cares deeply fo r t h e  p ro g ra m  
a n d  m iss io n .

• Focused on outcomes; if 
s e rvice s  a n d  p ro d u c t s  d o n ’t  
su cce e d , h e r re p u t a t io n  is  o n  t h e  
lin e .

• Be lie ve s  new technologies and 
workflows are needed a t  sca le  
a c ro ss  g o ve rn m e n t . 

• Fe e ls  t h a t  w e  n e e d  t o  d o  
b u s in e ss  d iffe re n t ly t o  disrupt 
the status quo o f g o ve rn m e n t  
se rvice s .

• Ha s  in n o va t ive  id e a s , b u t  limited 
buying authority and budget.

• Fin d s  it  hard to scale innovation 
w h e n  fig h t in g  fo r fu n d in g .

• Ne e d s  a g ile  p a rt n e rs  w h o  
u n d e rs t a n d  h o w  t o  deliver 
results a n d  re t u rn  o n  
in ve s t m e n t .

• It ’s  n o t  ju s t  a b o u t  co o l n e w  
t e ch n o lo g y o r w o rkflo w s , its 
about balanced innovation to 
enhance capabilities long -term.



Charlie

“I believe that government serves the people. I’ve seen 
services change over the years and want to help the public 
by ensuring that government makes judicious changes. ”

Stalwart Gov -Lifer 

• Ha s  b e e n  w o rk in g  in  g o vt  fo r 
ye a rs  a n d  knows how to get 
things done in  h is  a g e n cy.

• Ove rse e s  a  p o rt fo lio  o f la rg e  
co n t ra c t s  a n d  doesn’t have time 
to learn all the newest trends.

• W a n t s  t o  provide the continuity 
t h a t  ke e p s  t h e  g o ve rn m e n t  
ru n n in g .

• Fe e ls  t h a t  h e  can’t afford to be a 
guinea pig; n e e d s  p ro ve n  
so lu t io n s  h e  ca n  u n d e rs t a n d . 

• Is  co m fo rt a b le  in  h is  ro le  a n d  fin d s  it  
hard to unlearn ingrained 
methodologies like  w a t e rfa ll. 

• Needs new frameworks t o  a s se ss  
risk  a n d  p e rfo rm a n ce  d iffe re n t ly.

• W o rrie s  t h a t  in n o va t ive  d ig it a l 
se rvice s  co m p a n ie s  a re  risky; wants 
proof that digital transformation 
has staying power.

• Ne e d s  t o  understand the security 
and bottom -line value o f n e w  
so lu t io n s  a n d  co m p a n ie s .



Wants:
To  a vo id  

fa ilu re
To  m a ke  a n  

im p a c t
W h a t ’s  b e s t  

fo r u se rs  
a n d  

cu s t o m e rs

The new guard.The old guard.

These two groups share some common goals. 
But they often end up working against each other.



Use case #1: Sabotage.

● Yvo n n e  w a n t s  t o  b u ild  in n o va t ive  n e w  
t e c h n o lo g ie s .

● Ch a rlie  t h in ks  t h a t ’s  risky a n d  actively 
blocks Yvonne from moving forward. 



Use case #2: Outflanking.

● Yvo n n e  w a n t s  t o  b u ild  in n o va t ive  n e w  
t e c h n o lo g ie s .

● Ch a rlie  t h in ks  t h a t ’s  risky a n d  a c t ive ly 
b lo c ks  Yvo n n e  fro m  m o vin g  fo rw a rd . 

● Yvo n n e  g o e s  a ro u n d  h im , a n d  Charlie is 
forced to adopt changes he doesn’t 
believe in. 



Use case #3: Shiny object 
syndrome.

● Yvo n n e  is  a b le  t o  in n o va t e  a n d  b u ild s  
so m e  c u t t in g -e d g e  p ro t o t yp e s . 

● Bu t  Yvo n n e  d o e sn ’t  u n d e rs t a n d  t h e  
w h o le  e c o sys t e m , so  sh e ’s  not able to 
scale them and integrate them into 
the ecosystem. 



CHANGEUse case #4: If it ain’t broke don’t fix it 
syndrome.

● Ch a rlie  is  w o rrie d  a b o u t  b re a k in g  sys t e m s , 
a n d  b e lie ve s  t h a t  t h e  o ld  w a ys  w o rk  fin e . 

● He  d o e sn ’t  a d o p t  n e w  a p p ro a c h e s  o r 
t e c h n o lo g ie s  t h a t  c o u ld  im p ro ve  t h e  
t e c h n o lo g y in  h is  p o rt fo lio . 

● Th is  m e a n s  t h a t  he can’t field new 
features or capabilities quickly. 



ARMS 
case 
study

Modernizing the 
Aviation Resource 
Management System 
(ARMS) so flight and 
jump supervisors can 
make informed 
resource allocation 
decisions.



ARMS 
case study

The problem.

● ARMS Program Office under -delivered or failed to 
deliver new capabilities for the past 15 years. 

● New capability was developed several times in the past 
and unable to integrate to the legacy application.

● Current development effort was more than 18 months 
behind schedule and the likelihood of successful 
integration was low. 

● Recently delivered capability had also failed to 
integrate.



ARMS 
case study

The results of the problem.

● A3 Customer and field users lost confidence in the 
ARMS Program Office’s ability to deliver new 
capability. Because of this, they continued to cut its 
budget. 

● A3 customers found other ways to meet requirements 
outside of the ARMS system. 

● This resulted in manual rework, additional effort on the 
part of the ARMS Program Office, and d uplicated data
through multiple systems.



Original ARMS application.



ARMS 
case study

What we did.
Fearless was tapped to help solve these problems. But we 
didn’t know what we didn’t know, and we ran into issues 
early on.

To make real progress, we had to bring together the old 
guard and the new. We began modernizing ARMS 
collaboratively with USAF developers, providing software 
development coaching as we went. We also worked to shift 
from a waterfall to agile approach.



Discovery session.

Discovery session.



Root cause analysis findings.

● La c k  o f re q u ire d  sk ill se t s  o r m iss in g  c rit ic a l 
sk ill se t s .

● La c k  o f d e fin e d  p ro c e sse s  o r w e ll d isc ip lin e d  
d e ve lo p m e n t  p ro c e sse s .

● Co m p le x t e c h  s t a c k .
● Hig h  t e c h n ic a l d e b t .
● La c k  o f P ro d u c t  Ow n e r e n g a g e m e n t .
● Silo e d  t e a m s fo r n e w  c a p a b ilit y a n d  

su s t a in m e n t  a c t ivit ie s .

The key factor we found was that the 
program was substantially underfunded for 
the legacy application. 



What we tried.
● En g a g e d  w it h  c o n t ra c t o r t e a m  t o  d isc u ss  

c h a lle n g e s .
● De vise d  a  c o h e s ive  s t ra t e g y t o  w o rk  a s  a  

s in g le  t e a m  t o  d e live r c a p a b ilit y.
● Co m m u n ic a t e d  p la n  w it h  P ro d u c t  Ow n e r 

a n d  h a d  t h e m  p rio rit ize  t h e  w o rk  t o  b e  
c o m p le t e d .

● In t e g ra t e d  n e w  c a p a b ilit y t e a m  a n d  
su s t a in m e n t  t e a m  t o  w o rk  a s  a  s in g le  
t e a m .

● He ld  Big  Ro o m  P la n n in g  se ss io n s  in -
p e rso n .

● Ad d e d  sk ill se t s  t o  t h e  t e a m .
● Im p le m e n t e d  a  d isc ip lin e d  a g ile  a p p ro a c h  

a d h e rin g  t o  Sc ru m  fra m e w o rk .



A one -team approach.

We built a trusting relationship with our customer, who ensured that everyone 
was marching to the beat of the same drum. 

● W e  in it ia lly fa c e d  so m e  c h a lle n g e s  a ro u n d  
d iffe re n t  t e c h  s t a c ks , s ilo s , a n d  t e c h n o lo g ie s  u se d  
b y t e a m s a c ro ss  o u r c u s t o m e r’s  P MO.

● Ou r c u s t o m e r w a s  c rit ic a l in  t a c k lin g  t h is  p ro b le m , 
a n d  t h e y o p e n e d  d o o rs , p ro vid e d  t ra n sp a re n cy, 
a n d  u n it e d  t h e se  t e a m s a ro u n d  a  c o m m o n  
m iss io n . 

● Th is p ro vid e d  in s ig h t  in t o  p ro g ra m  re q u ire m e n t s
t h a t  m a y h a ve  n o t  b e e n  fu lly u n c o ve re d  in  a  s ilo e d  
e n viro n m e n t . 

● It  a lso  c re a t e d  a  m o re  c o h e s ive  t e a m  a n d  
a llo w e d  u s  t o  a lig n  a n d  im p ro ve  a g ile  p ra c t ic e s .
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Collaborative development.



Current state of ARMS: High -fidelity. 



Current state of 
ARMS: Low -fidelity.



Outcomes.

● Mig ra t e d  t h e  a p p lic a t io n s  d e v a n d  t e s t  
e n viro n m e n t  t o  t h e  Clo u d  o n  t im e .

● Au t o m a t e d  Ia C fo r t h e  d e v a n d  t e s t  e n viro n m e n t s .
● De live re d  c rit ic a l fixe s .
● Ca n  d e p lo y a s  n e e d e d , b u t  h a ve  d e m o n s t ra t e d  2 

w e e k  d e ve lo p m e n t  a n d  d e live ry c yc le s . 
● Su s t a in m e n t  t e a m  c a n  su p p o rt  c lo u d  

e n viro n m e n t s , h a s  g a in e d  a g ile  kn o w le d g e , a n d  is  
w o rk in g  c o h e s ive ly w it h  t h e  n e w  c a p a b ilit ie s  t e a m . 

● Fu n d in g  h a s  b e e n  a d d e d  fo r t h e  
su s t a in m e n t  o f ARMS fo r t h e  firs t  t im e  
in  15 ye a rs ; ARMS h a d  b e e n  fu n d e d  a t  
1.3M (w it h  o n ly 4 0 0 K d e ve lo p m e n t ), a n d  
n o w  w e ’re  fu n d e d  a t  a p p ro xim a t e ly 
$4 .3M (a n d  p ro je c t e d  $6M).



What we learned.

● Agile principles must be 
followed in their entirety fo r t h e  
m a xim u m  b e n e fit .

● A “one team” approach is 
critical. Th e  P ro d u c t  Ow n e r, 
d e ve lo p m e n t  t e a m , a n d  
p ro g ra m  m a n a g e m e n t  le a d e rs  
h a ve  t o  b e  u n it e d  a ro u n d  t h e  
sa m e  vis io n  a n d  p ro b le m fo r 
t ru e  a g ilit y. 

● New capability can’t be built 
independently of sustainment 
work. Th a t ’s  w h a t  m a ke s  
De vOp s  p rin c ip le s so  im p o rt a n t . 

● An agile contract and contractor are 
critical t o  e n su rin g  n e w  p rio rit ie s  c a n  b e  
a c h ie ve d  fo r t h e  e n d  u se r.

● Understanding users , building to meet 
their needs , and measuring 
satisfaction is  e s se n t ia l t o  a g ile  
d e ve lo p m e n t .

● Team members get easily frustrated 
with too much chaos, a n d  h ig h ly sk ille d  
d e ve lo p e rs  w ill m o ve  o n  w h e n  t h e re  is  
t o o  m u c h  d o w n  t im e  a n d  c h u rn .

● Collaborative toolsets are 
critical to remote teams, a n d  
t h e y e n a b le  t ra n sp a re n c y a n d  
c re a t ivit y.

● Ag ile  c o n t ra c t in g  e n a b le s  
c o n t ra c t o rs  t o  swap resources 
out as needed to better meet 
user needs.

● Operational Modernization is  a  
fu t u re -fo rw a rd  a p p ro a c h  t h a t  
fo c u se s  o n  u se r n e e d s , a s  
o p p o se d  t o  su s t a in m e n t  
c o n t ra c t s  t h a t  fo c u s  o n  ke e p in g  
t h e  lig h t s  o n .

https://fearless.tech/playbooks/agile
https://fearless.tech/playbooks/product
https://fearless.tech/playbooks/devops
https://fearless.tech/playbooks/user-personas
https://fearless.tech/playbooks/user-personas
https://fearless.tech/playbooks/user-experience-design


Fearl ess resources.
● Ag ile  p la yb o o k
● Sc ru m  p la yb o o k
● Use r s t o rie s  p la yb o o k
● P ro d u c t  m a n a g e m e n t  p la yb o o k
● De vOp s  p la yb o o k
● Co n t e xt -d rive n  t e s t in g  p la yb o o k
● Use r p e rso n a s  p la yb o o k
● Use r e xp e rie n c e  d e s ig n  p la yb o o k
● Fin d  m o re  a t  fe a rle ss .t e c h /p la yb o o ks

https://fearless.tech/playbooks/agile
https://fearless.tech/playbooks/scrum
https://fearless.tech/playbooks/scrum
https://fearless.tech/playbooks/user-stories
https://fearless.tech/playbooks/product
https://fearless.tech/playbooks/devops
https://fearless.tech/playbooks/context-driven-testing
https://fearless.tech/playbooks/user-personas
https://fearless.tech/playbooks/user-experience-design
https://fearless.tech/playbooks


Questions?



fearless.tech

@fearlessbmore
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