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Mentor's Message:
Exploring Project
Management

Project management isa mass of contradictions.You haveto cre-
ate a comprehensive and detailed plan but at the same time be
flexibleenough to dedl with the unexpected. Yau haveto keepthe
big-pictureview —focused on that final god —while takingcareof
the small but critical details that keep everything on track. And
you need the compassion and energy to inspireyour team and the
courageto chalengeyour supervisor when necessary.

As a project manager, youll need people skills, communica-
tions skills, planning skills, vision, and common sense. Luckily,
you probably already possesssome or all of the skillsyou need to
manageyour next project. And even if you think you've never run
aproject before, chancesareyou have.

If youve worked in avery project-driven area such as product
development, architecture, or video production, you are accus-
tomed to workingon projectsevenif you've never run one. Youve



met deadlines and stayed within budgets. You understand how to
adapt to unexpected problems and events. You have the skills you
need to be a team player, and you're probably very aware of the
pitfallsto beavoided.
If youwork in asupport or servicearea, you probably routinely
run projects, too, evenif those activitiesgo by another name.
You're running aproject if you're:

« acustomer-support person preparing for aproduct upgrade
« ahomeowner renovatingakitchen

- afacilitiesmanager supervisingachangein the phone
system

+ ahuman resources person implementing and communi cat-
ing achangein benefits

+ acoach takingateam onatrip
« aresearcher preparing for agrants administrator's audit
* acar owner shopping for anew car

« abride planning awedding

This guide will help you build on your strengths, identify and
fill in gapsin skills,and giveyou aclear and organized path tofol-
lov—a must for every project manager. It also provides practical
tips for dealing with commonly occurring challengesand pitfalls
aswdl astoolsyou can usein managing projectslarge and small.
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Please join me in exploring project management and in dis-
covering how you can become a better, more confident project
manager.

Mary Grace Duffy, Mentor

Mary GraceDuffy, Ed.D., isfoundingpartner of CambridgeHill Part-
ners, Inc., amanagement consultingfirm, aswel as an adjunct faculty
member of the Harvard University Extension School and Simmons
GraduatesSchool of Management. She hasmorethan thirty years ex-
perience" multi-tasking" as both aline manager and a consultant. She
hascondensed thisexpertiseinto practical techniquesfor managing
tasksand peopl e, planningand decision making,and movingcom-
plex projectsthrough to completion.

Mentor's Message xi
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The Rewards
of Project
Management




roject managers discover different rewards in their work.

For some, it's the pleasureof solvingabig problemand the
acknowledgment of an achievement. For others, theexcitement of
makingsomethingout of nothing isthe big payoff. And for others,
working with different kinds of people and developing profes-
sional relationshipsprovidethe deepest satisfaction.

Why bother?
Here, project managersspeak openly of their experiences.

The good ... Therewardsof managingaprojectareasvaried and
excitingasthekindsof projectsand thetypesaof people.

"What's rewarding to me is making the client happy— exceeding
their expectations and providing value."
—Beth Chapman, engagement manager

“In the processof the job, it'sthe people that | hiretowork with me.
| takegreatpridein thepeoplethat | surround myself with.”
— Jennifer Sargent, film and video producer

" Trying to make something that wasn't there before—to me, that's
interesting."”
—Timothy O’Meara, director of new and technical services
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Thebad ... Thepersona rewardsmay vary from project manager
to project manager, but the downsideis almost awaysthe same—
the annoyingdetailsthat demand one's constant attention.

" least like the tedium of the job. You have to know every nut and

balt. You haveto read pagesand pagesof specificationsabout every

single part of the building— everynail, every screw, every gutter,

every shingle, and every brick—and the warrantiesand howit can be

used and how it hasto beinstalled. It's like reading the phone book."
—Victor Ortale, project designer/project architect

"There's 0 much attention to detail, and that's not my favorite. But it

is really important becauseif you don't doit, you will fail. You haveto

pay attention to the detailsor everything starts breaking doan.”
—Beth Chapman

The real . . . Project management is complex and challenging,

creative and tedious, a process with unlimited potential and yet
predictable patterns.

The Rewards of Project Management 5
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“A project isa problem scheduled to be solved.”
—Dr. J. M. Juran

'+ eoften hear the words project or project management,
but their meanings may be understood in different
ways by different people. For example, project can mean a plan or
proposal or an undertaking--or it can literally mean a movement
forward. So what exactly do we mean when we use theseterms?

What is project management?

A project isajob that hasto get done. It has an identifiable end-
point. Typicaly,in business, aproject refersto aset of interrelated
activities, usualy involvingagroup of peopleworkingtogether on
aone-timetask for a period of oneto eighteen months.

For example,designinganew car isaproject.A group of people
collaborateson design, building, testing, and modification. Once
the new car goesinto production, the project ends. The responsi-
bility for producingthe car is given to an ongoing department or
businessunit.

NOTE: When the project ends and ongoing production begins, a
manager will still use many of the same project management skills
to keep the production process going.

8 Managing Projects



What are the phases of a project's life cycle?

Whether you're in charge of designinganew car, devel opingaWeb
site, moving acompany, monitoringan externa audit,launchinga
gpace shuttle, cleaning up adisaster site, updating an information
system, or any one of hundredsdf other kinds of projects, youll
still go through the same phases.

The life cyde of a typica project comprises four distinct
phases.

1. Planning.
2. Build-up.
3. Implementation.

4. Phase-out.

Each phase hasits own set of objectives, activities, tools, and
skills. The project manager needs to recognize those obgjctives,
prepare for the activities, and use each set of tools and skills as
needed.

Overlapping activities and skills. Even though the phases may
have digtinct qualities, the mgjor tasks and activities of the four
phases often overlap and are iterative. For example, you typicaly
begin the planning phase with a ballpark figure for your budget
and an estimated completion date for the project. Onceyoure in
the build-up phase, you begin to define the details of the project
plan. Thesedetailsgiveyou new information,so you return to the
planning phaseto revisebudget and schedule.

What IsaProject? 9
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Returning to theactivitiesand tasks of an earlier phasein this
way does not mean you are moving backward; it smply means
that you are incor por ating new knowledge and information into
theoverall plan—viewing thebig picture.

What IsaProject? 11
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Plan a Project




el ithin each phase, therearefurther predictableelements
in the processof managing a project.
For the planning stage, these stepsare:;

1 Definingthered problem.
2. Identifying the stakehol ders.
3. Setting the objectives.

4. Preparingfor trade-offs.

5. Definingtheactivities.

Definethereal problem

Beforeyou begin, taketimeto determinethered problemtheproj-
ectistryingto solve. It's not dwaysso cbvious.

Definingthered problemisacritical step. Too often,in the de-
sireto get something done—rdeaseanew product or deliver aso-
[ution to a perceived problem—you can legp to the sol ution before
completely understandingwhat the problemis

EXAMPLE: Asked to develop a new database and data entry sys-
tem, an 1T manager could jump right into it. After all, he's been
waiting for the go-ahead to move the system from bleeding edge
to leading edge. But will that solve his company's problem? To in-

14 Managing Projects



crease his chance of a successful project, the | T manager needs to
go beyond the symptoms of the problem —"Wecan't get the data
out fast enough" and" | have to sift throughfour different reports
just to compile an update on my clients'recent activity” — to find
the underlying problems and needs. Before designing the data-
base, he may ask what type of data is needed, what is going to be
done with it, how soon a "fix" is needed, and so on.

Without understanding the real underlying problem, you run
the risk of wastingtime and money by designingasolution that is
either too smplistic, too complicated, too late, or that doesn't do
what the usersneed it to do.

To uncover the red needsof a project,answer thesequestions:

What isthe perceived need or purposefor what wearetry-
ingtodo?

What caused peopleto seethisasa problem that needssolving?
Who hasastake in the solution or outcome?
How do thevariousstakeholders godsfor the project differ?

What criteriaare peoplegoingto useto judgethisproject a
success?

STAKEHOLDER n 1: anyone who has a vested interest in the out-
come of your project. Contributors, customers, managers, and fi-
nancial people are all stakeholders; they are the people who will
judge the success or failure of the project.

How to Plan a Project 15



\What Would YOU Do?

The Wvong Tool fov the Job

Eun Soon's boss reacted immediately to the dismal quar-

=terly revenue results."This has to be fixed and it has to be
fixed now No, not now, yesterday! 1 want a new incentive plan,
and I want it on my desk ASAP!" He always talked like that, want-
ing things "ASAP and "last week." As a hotel manager, Eun Soon
was excited to be assigned to her first companywide project. But
even though she could understand why her boss had focused on a
new incentive plan, she knew incentives weren't going to be
enough. Most employees wanted to do a good job and serve cus-
tomers well, but the hotel's internal processes and systems were
getting in the way. The company never put enough time into train-
ing new recruits, and it showed. And there were problems with
the registration system. Incentives weren't going to solve the rev-
enue problem, but how could Eun Soon tell that to her boss? She
didn't want to question the project's merits since this was such a
big opportunity for her. On the other hand, she did not want to set
herself up to fail.
What would YOU do? The mentor will suggest a solution in
What you COULD do.
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Identify the stakeholders
To helpyou identify dl the stakeholdersin a project,consider:

+ What functionsor people might be affected by the project's
activitiesor outcomes?

+ Who contributes resources—people, space, time, tools, and
money —to the project?

+ Who ultimately will useand benefit from the output of your
project?

Once you have identified the stakeholders, work with them to
spdll out exactly what success on the project meansfor them. It's
useful to have them actually sign off on what they expect at the
end of the projectand what they arewillingto contributeto it. Be-
cause stakeholders interestsvary, their definitionsof successare
likely to differ. One of your critical tasks in this phaseisto meld
stakeholders expectationsinto a coherent and managegble set o
project objectives.

What if the stakeholders changein the middle of the project?
Thissituation is not unusual. Be prepared not only to respond to
the new stakeholder but aso to include dl the other stakeholders
in any decisionto redirect the project.

“If a newplayer isthrown at you, you haveto find out what their is-
suesare, how legitimate theissuesare, and how you can convince
everyoneto be reasonable. You say,"Well, we could go back and
rewirethewholebuilding, but up until aweek ago you were fine
with theway itwas, and it wasdone perfectlyto code’ ”

—Victor Ortale

Hwto HanaPget 17



Get support from above. Whether you're managingaprojectina
corporation or working asan independent consultant for aclient,
it's critical to havethesupport of the peopleyou're working for.

All too often, a client or person in upper management has a
blue-sky view of what can be accomplished, by when, and for how
much. They may expect an enormous amount of work to be done
within an unrealistic time period, with an unrealistic budget, or
with inadequate resources or staff. The requirements and the re-
sourceshaveto line up fairly evenly, or you asthe project manager
could be settingyoursdlf up for failure.

Often, it takes some renegotiating to bring the requirements
into line with the resources, but in an environment of reasonable
people, thisis usudly possible.

Unfortunately, in some organizations, setting unrealistic goals
is standard operating procedure. At a certain point, a manager
who's constantly put in this position must decideif it's worth the
effort. There's apoint at which you haveto cut your lossesand get
out —withdraw from the project, ask to be transferred to another
area of the company, or even leave the company. The earlier, the
better —you should know at this stage whether or not the project
hasachancefor success.

" Thesuccessof theinitiativeisquantified with measurable goals. In
those goals, | highlight thewaysin which [thesupport of] executive
management isrequired for successof the project. If thereisn't execu-
tive sponsorship, there are timeswhen wewon't take the job."

—Beth Chapman
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Set project objectives

The successof aproject will be defined by how well you meet your
objectives. The more explicitly you state your objectivesat the out-
set, the less disagreement there will be at the end about whether
you have met them. In the planning phase, however, much is still
in flux. Be prepared to revise your objectivesasyou gather infor-
mation about what you need to achieve.

When defining an objective, think SMART. In other words, an

objectiveshould be

Specific
Measurable
Action-oriented
Redistic
Time-limited

EXAMPLE: Over the next four months, the health-care benefits
task force of the HR department will come up with a new benefits
plan.1ts SMART objectives are:

1. To survey <action-oriented>at least six <measurable>
providers that meet the department's minimum threshold criteria
for service quality.

2. Recommend <action-oriented>, at the June <time-limited>
board of directors' meeting, the three <specific> that offer
the best and broadest coverage at a cost that is at least 10%
<realistic> less than the company's current per-employee
contribution.

How to Plan a Project 19



PROJECT MANAGEMENT TOOLS

Definng Your Project

Uncover the issuer andparameters at the core ofyourproject

The" Real" Project

What isthe perceived need or pur posefor what weare trying todo?
W& need t o migrate Web servers and databasesto a hew data center.

What caused peopleto seethisas a problem that needed solving3
The present location has reached its capacity and will not allow for anticipated future growth
Additionally, the architecture of the new datacenter is more efficlent, robust, and redundant.

‘What criteria are peoplegoing touseto judge this project asuccess?
« Minimaidowntimetoboth the Web servers and the databases.
¢ Minimalimpact tothe Web users.

e Cleanrestartand testd all cruclal processes.

* Qutages contained withintheir work windows.

- - The Stakeholders

"Who has a stake in the solution or outcome?
Webmastersladministrators and database administrators.
Datacenter managerand employees.

How do the various stakeholders’ goals for the project differ?
The Web administrators are primarily concerned with Web content and access to Web sites for users.
Database administrators am chiefty concerned with database content, access and integrity. Data
center personnel want a smooth transition from the old sitetothe newone.

| Whst functions or people might the project’s activities or outcomes affect! -

Ifthe Web sites am down, particularly for an extended period of time, therewiil be agreater-than-
anticipated lossof Web traffic.

If the databasesdo not transition cleanly or if data is lost from the databases, financialscould
be affected.

Server, Web, and database adminigtrators.
Additional Web and database servers to create “mirrored” sites.
Additional physical space within the newdata center.

SkillsRequired for the Project

Skill Needed Possible TeamMember
TS&:\BP adm':n.fs';:a'ﬂior'. N 1. Molly

2 Website administration N 2 Rafael

3 Database administration 3 Peter

4. MsterrL bs.:‘hm:lans ) 4. Phil. Carmen
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Kegp in mind the following aspects of the project as you set
your objectives:

* Quality. ldentify quality standardsrelevantto the project,
and determine how to measureand satisfy them.

+ Organization. ldentify project roles,assignments,and rela-
tionships,and make sureyou have the right people assigned
tothe project.

. Communication. Determinewhat information each stake-
holder needsand how to ddliver it.

* Risk. Determinetheriskslikely to affect the project and
evaluate possible responses.

Prepare for trade-offs

Time, cost, and quality are the three related variablesthat most
often determinewhat it is possiblefor you to achieve. Thesimple
formulais

Quality = Time + Cost

Change any one of these variablesand you change your out-
come. Thus, if you shorten the amount of timeyou have to com-
pletethe project, you either have to increasethe cost or lower the

quality.
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EXAMPLE: A large insurance and financial services company
wants to develop a software system to support their disability
coverage. Software developers work directly with users through-
out the process so that the most appropriate trade-offs can be
made. Lead software designers meet regularly with nurses, claims
analysts, and accountants to discuss functionality, budget, and
timelines.

Of course, changesin the equation often occur in the middle of
aproject. If your timeframefor developinga new database man-
agement systemissuddenly cut in half, you will need either to em-
ploy twice the number of people or ese be willing to be satisfied
with asystem that isn't asrobust asoriginally planned.

Remember, however, alower-quality product is not necessarily
abad thing: thekey isto establishaleve of quality that meetsyour
needs. So, if the lack of a database system is impairing mission-
critical activities,it may bethat your stakeholders just need some-
thing that works; they may be more concerned about gettingit up
and running than makingsureit hasall possible bellsand whistles.

Knowing from the start which of these three variablesis most
important to each of the stakeholders will help you make the
changes needed asthey occur.

"It's give and take. Everybody understands budgeting. They will be
willing to give up functionality in exchangefor a reduced budget or
speedier delivery. They havea fed for what they haveto sacrifice to
get something else.Wishful thinking should be suppressed.”
—Susanna Erlikh, softwar edevel opment pr oj ect manager
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Decidinghow to maketrade-offs between time, cost, and qual-
ity—this isthe stuff of project management. It's your responsibil-
ity to keep dl stakeholders informed of any changes in your
project's objectives—and what the consequencesof those changes
will bein termsof time, cost,and quality.

"It'sintuitive to understand that thelarger theprojectgets, the more
complex theinteractivity gets. The job of a good project manager is
to keep the actual work beingdone onagranular enough level tore-
duce the complexity as much as posshle”

—Matt Hotle, senior analyst

Definethe activities

Many projectsfail either because asignificant part of thework has
been overlookedor because thetime and money required to com-
plete it have been grossdy underestimated. One tool that many
project managersfind helpful in planningisthe Work Breakdown
Structure.

s

1232 When to stop subdividing?Stop when you
reach the point at which the work will take an amount of
time equal to smallest unit of time you want to schedule.
Thus, if you want to schedule to the nearest day, break
down the work to the point at which each task
takes a day to perform.

How to Plan aProject 23



Tips: Estimating Effort and Duration

Base estimates on experience, using the average expected
time to perform atask.

. Estimatesare not guarantees. Don't let them become firm
commitmentsat this phase.

« When presenting estimates to stakeholders, make sure
they are aware of all the assumptionsand variables built
into them.

Use the Work Breakdown Structure. The Work Breakdown
Structure (WBS)isatool for devel oping estimates, assigning per-
sonnel, tracking progress,and showing the scope of project work.
The underlying concept is to subdivide a complex activity into
smaller tasks, continuing until the activity can nolonger be subdi-
vided. At that point, you have defined each task in its smadlest —
and most manageable—unit.
TocresteaWBS

« A, "What will haveto bedonein order to accomplishX?"

+ Continueto ask thisquestion until your answer isbroken
downintocomponentsor tasksthat cannot be subdivided
further.

« Estimatehow longit will take to completeeach of these
tasksand how much each will costin termsof dollarsand
person-hours.
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Work Breakdown Structure

DevelopaWork Breakdown Structure (WBS) to ensurethat you do not overlook a sigrificant part of a complex
activity or underestimate the time and money needed to complete thework. Use 74ftiple pager as needed.

Describethe overall project:

The overali proiect will migrate 3 Web servers and 2 databases to a new physical data center. The pmject requiresthat 5 new
€ENErs PE Pre. 7 Inea ¢ The new dald Jenter: tnese eeners will mirror the eroduct Or servers #xof g N The 99 AALA center, Tre
rea BErVErE W B8 C. L TC Che GAMe spe lons ae the old ones, theyw  ron tre eame app camion and ra.r tre same sontent
Once implemented the new euummant wiil be tested to confirm functionality. The sites will have a cutover and "go live” data.
Finally, the old equipmentwill be decommissioned and reabsorbedinto ihventory.

Level 1 Level 2 Level 2
Major Task Sb Tasks Sb Tasks Sb Tak Duration
Obtain equiptent. | Purchase 3 Web servers and 2 Cut PO and order servers, 5 days
databases.
Ship equipment to new datacenter. | Alert data center thatequipment iz 2 days
slated for arrival.
Provision and Physically install hardware. Rack and cable new equipment in data 2days
implement center and ensure physical and network
eduipment. connectivity.
Load operating systems Load base-level operating systems for | days
Web and database servers
Load applications Load application level software, includ- | 2days

I Web server software, database ap-

ploations, and_an quired dependencles,_
Ti— s

Mirror content to rew servers. Copy configurations from production ] Sdays
sites, transferles to new servers, and
load appropriately. B |
Test equipment. Testmachines. Ensurs network connactiity , s wtll asWeb |2days
and database access functionality, and
intearity
Go live with new Cutover to new production size Switch Web and database access to new [ day
equipment. sites. | ——
Data and content Run a series of predétermingd Tosts To 1 ey
integrity check. ensure that data is accurate and that

any updates since mirroring have been
captured and applied a5 necessary.

Test again, Let ites burn in for 24 houre and Run seriee of testonce more toensure that | 1 days
intearity once sasin updates and loaging |é"~.r:-v,§.o-=-r|&.a"cct.3f.

Decommiasion ola Remaove squipment from datacenter
equipment. content

sprent, erase softwars and 1 day

| Reabeorb equipment for future use. Shio eauioment back toinventory. | 1 day
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What You COULD Do.

Let's go back to Eun Soon's planning problem.

The mentor suggests this solution:

Eun Soon needsto help her boss articulate the real goals of the
project. Given his "ready, fire, aim" style, she will have to act quickly
and prepare a presentation of compelling data to support her ap-
proach. She can approach her boss, saying, "I am operating on the
assumption that at the end of this project, what you want is a
strategy for increasing revenue. You want something that really
works. ISthat right?" Once she has agreement on the desired out-
come, she can shave some data. For example, first, even when
used properly, the registration and checltout system is cumber-
some and generates customer complaints, and second, the finance
office reports an increased number of uncollectible bills because
data was not entered properly. Eun Soon can use this information
to negotiate an opportunity to fully define the causes of the prob-
lem before beginning to invest time, money, and resources in an
approach that may not work.
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“I'm considereda good planner, but I don't enjoy planning. 1doit be-

cause after having experiencedwhat happenswhen you don'tplan, |

know what the consequenceswill be. The farther you getinto a proj-

ect, theworseitgets. And, sincel hatea mess, | know to plan early"
—Susanna Erlikh

A WBStypically consistsof threeto six levelsof subdivided ac-
tivities. The more complex the project, the morelevelsit will have.
Asageneral rule, no project should have more than 20levds—and
only an enormous project would havethat many.

Herein the planning phase, don't worry about the sequencein
which activitiesare performed. You will take care of schedulingin
the build-up phase. Use the WBS during the planning phase to
help you build the framework that youll fill in once you have a
better senseof your staff, budget, and time constraints.

Padding estimatesis an acceptable way to reducerisk, but doit
openly and communicate your reasonsfor doing so to the stake-
holders. For example, if your estimateisbased on receivingcertain
productswithin atwo-week period, make sure that expectationis
clear so that the stakeholdersknow there is a chance those prod-
ucts may not arrivein time—and let them know what the conse-
guencesof alatearrival would be.

The result of thoughtful planning will be a rough estimate of
how many people—with what skills—youll need for the project.
Youll aso have agood ideaof how long the project will take. The
planisthefoundation for the build-up phase.
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“If you driveyour project around without a map
or ignoretheorientationclues, you aremissing themain
features of the project plan. Mark those milestoneswall.”
—Martin Nemzow, high-tech consultant and author

B

5 ith your plan in place, it's time to get going. In the
build-up phase, your high-level plan turnsinto action.

Your time estimates become schedules. Activities are sequenced

into a critical path. Cost estimates become budgets. You bring

your team together. Yau gather your resources. Yau get commit-

mentsand you makethem.

Thus, the critica stepsin the build-up phaseinclude:
1 Assemblingyour team.
2. Settingthe schedule.

3. Developing abudget.

Assemble your team

Thebuild-up phasebeginswith an assessment of the skillsneeded
for the project. This assessment flows directly from your work on
the Work Breakdown Structure during the planning phase, in
which you developedyour best estimate of the necessary tasksand
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activities. Depending on this assessment, your current team may
not have certain requisite skills, and so you may need to recruit
peoplewho have them. Be prepared to fight to bring in people—
either temporary workersor employeesfrom within the organiza-
tion—who havetheadditional skills the project needs.

"Picking a good teamisabout picking qualified peoplewho like
workinginagroup. And | like givingpeople chances, breaking them
into new jobs. | seethe potential i nthe peopleand help them move
up theladder. A lot of people in my position seethepotential but
they don't want to taketherisk. But I'm willing to"

— Jennifer Sargent

In certain cases, a project manager chooses some or all of his
team members. Or a project manager may be assigned a team. If
your team isassigned, then, as project manager, you need to assess
your team members' skills. Make assignments according to the
best matches between skill and task. You may need to provide
training for people who need additional skills. Don't forget to
budget time and money for any training you or your team may
need to cover theseskill gaps.

"Intheold days, maybe you'd have enough peopleunder you that
you could do majorprojects i n your own organization, but now you
haveto go out into the company and select the peoplein thecom-
pany who have the right knowledge. You have to useinfluence. And
if you find you don't havethe knowledge basein-house, you haveto
gointo theconsultingworld to get to it

—Timothy O’Meara,
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Short Circuit

en he first launched the company's new public rela-
i tions program, Brett had enjoyed the constant com-

motion. It was great to feel the air charged with creative energy.
But now, three months into the project, the only electricity was
static. Kelly and Joe kept designing speeches and press briefings
that didn't seem to fit together. They kept asking him for lists of
speakers, and when he asked them to line up the speakers them-
selves, they said they had too much other work to do. The public
relations people were demanding information that Brett didn't
have, and worst of all, Brett's boss had just asked if the division
head could come and get a progress update. How far along were
they? When would they begin to see the results of their efforts?
How should Brett know? He was only the guy in charge. What
was he doing wrong? And how could he get the project back on
track before someone pulled the plug on it?
What would YOU do?
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In today's world, its common to encounter cross-functional
teams, teams created by people from severd organizations, or
teams made up of groups of people who have never worked to-
gether before. As the project manager, you need to pull together
the right knowledge base, but each team member also has to un-
derstand how to managehispart of the project,and havethe will-
ingnessto work asagroup.

Assign people to tasks. If youve built your own team, youve
probably already decided who will dowhat. Or, if you're simply as-
signed ateam, but you have worked with these people beforeand
know them wdl enough, make the assignmentsyourself.

But if a new, unfamiliar group is assignedto you, get to know
them beforeassigning peopleto tasks.

One method of dealing with new team assignments is the
following:

1. Lig dl the peoplewho are part of the project team.
2. Lig al theskillsthat arerequired.

3. Tdk to eachteam member about her own skill set.

4. Match peopleto the skillsand tasksrequired.

This method starts the process of team communication and
cohesion. For example,if the project cdlsfor askill no oneon the
team possesses, team members may know someonedsewho does
have that kill. Or you can plan to haveateam member trained in
that skill.
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"f you can't build ateamand build that trust, then you can't do the
job. There hasto be synergy and respect. People on a new team com-
ing together don't always know how to work together, but everyone
hasto bewilling, and dedicated to finding a way todoiit quick.”

—Beth Chepman

Plan a kick-off meeting. Once you've assembled your team, get
theminvolvedimmediately at akick-off meeting. Go over the plan
and the project's abjectiveswith them in as much detail as possi-
ble. Review the proposed schedule.

Besureto discussclearly their rolesand responsibilities.

» How will they work together?
 Canthey all commit to the plan?

+ Canthey al commit to the schedule?

Encourage peopleto point out spotswherethey see problems
may occur and where improvements could be made. Take dl sug-
gestions serioudy —especidly in areas where the team members
have more experience than you do—and adjust your estimates
and activitiesaccordingly.

Set the schedule

It would be nice to be able to say," With the resourceswe have, the
project will need this much time" The reality is that most projects
come with fixed beginning and end dates, regardless of available
resources. For exampl e, although you wouldliketo get started im-
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mediately, the people or materials may not be ready for another
two weeks. Scheduling is a universal task. Every project has a
schedule,and every project manager must be ableto set one.

"Thingsalwaystake moretimethan you think they will."
—Ken Bél, producer

11252 Working with a Team

« Evenif you are familiar with all the parts of the project,
chances are you have not worked on them as recently as
some of your team members. Listen to those with special
experience, knowledge, or skills. | f you insistthat yoursis
the only way to do something, you will be cutting yourself
off from important sources of experience and wisdom,
and the project will suffer.

« Share the "big picture" information with the team. | f they
truly understand the intent and purpose of the project,

they will be better able to contribute and participate.

How to create a project schedule.

Start by looking at a " drop-dead" date—a date that cannot be
changed. The date could be a trade show or the ddivery of an
audit to aregulatory agency. Work backwardsfrom the drop-dead
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dateto seewhen deliverables must be reedy. If an annual report is
due for the shareholder's meeting and you know it takes the
printer two weeks then al the final art and copy for the report
must be ready to go to the printer two weeks before the meeting.
Working backwards,or " back-chaining™isan excel lentway to cre-
atearealisticschedule.

Tips: Schedulinga Project

* Know which deadlines are hard and fast and which have
some flexibility.

» No task should last longer than four to six weeks. When
tasks approach that time frame, they need to be broken
down further.

» Don't schedule more detail than you yourself can actu-
ally oversee.

» Develop schedules according to what is logically possi-
ble. Resource allocation should be done later.

* Recordall time segments in the same increments, such
as in days or weeks.

+ Do not schedule a project so that overtime is needed to
meet original target dates; this doesn't leave any flexibility
for handling problems that might occur later.
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Steps for Creating the Project Schedule

1

Use the Work Breakdown Structure or a similar outline to de-
velop alist of specific activities or tasks.
Assigna delivetable to each activity —forinstance, "rough draft of
survey guestions™ or "'prototype for test market" or "beta version."
Use deliverablesas a basis for creating a project schedule with
realistic milestonesand due dates.
Identify bottlenecksthat could upset the schedule.

Determine ways to remove bottlenecks, or build in extratime to
get around them.

Establish control and communication systems for updating and
revising the schedule.

Keep everyone —all the stakeholders —involved in and informed
of the project's progressand any schedule modifications.

Steps for Developing a Critical Path

1
2
3

(S IEPN IO B R

List all the activities and give a brief descriptionof each.
Determine the expected duration of each activity.

List the activities that must be completed prior to each activ-
ity's start.

Draw the critical path diagram. (See page 39.)

Compute the earliest start times for each activity.

Compute the earliest finish times for each activity.

Identify the critical path.

Estimate the expected duration of the entire project.
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Following the Critical Path Method. The Critical Path Method
(CPM)isatool for scheduling project activities. Using the results
of theWork Breakdown Structure (WBS),you can now takethose
individual activitiesand plot asegquenceof activitiesfrom the pro-
jet's start to finish. Some activities can move along simultane-
oudy, but other activities must be completed beforethe next ones
can begin. The CPM helpsyou plan for this process.

The critical activitiesare the ones that determine the total proj-
ect time—those activitiesthat must be completed on time for the
project to meet itsdeadlines. Identifying which activitiesarecritical
dlowsyouto allocateyour resourcesmost efficiently.

For example, consider aproject involving six activitieswith the
following requirements and time expectations:

Activity Requirement Timeto Complete
A 5 days
B 3 davs
Cc A and B completed 4 days
D B completed 7 days
E A completed 6 days
F C completed 4 days

Thecritical path (figurel) can be diagrammed using circlesto
indicatetheactivity.

The diagram tells you that the earliest you can complete the
projectisin 11 days. You also seethat activitiesA and E are critical
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FIGURE 1

Critical path diagram

Days 0 1 2 3 4 3 6 7 - 9 10 1 12

Estimated
Start
0 days

Estimated
Finish
11 days

for the project to meet that deadline. Using this information, you
may want to readjust your resources and put more toward these
critical activities.

Severa software programs are availableto help you construct
more complex versionsof thecritical path.

Monitoring with the PERT chart. There are two other widely ac-
cepted toolsfor schedulingand monitoring projects—flow charts
such asthe PerformanceEval uationand Review Technique (PERT)
and bar charts such asthe Gantt chart (seefigures2 and 3).

The PERT chart is similar to the CPM. The CPM’s primary
purposeisto establish what the critical path is—what the essential
tasks ae—d the start of the project, so that the project manager
can plan carefully for these critical tasks. The PERT chart, on the
other hand, showsthe progressof each task or the entire project,
and is used more asamonitoring tool.
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FIGURE 2

Project Phoenix PERT chart

Alert data center (1] Mearibired bases repres

] seuential and concurrent Lasks
=== Dotted lines indicate downtime while concurrent task is in process

Flow charts, such as PERT charts, show the following:
« when every project task within a phase should begin

+ how much timeisscheduled for each task (andwhenit
should be compl ete)

« dl tasksin progressat agiventime

« dl the dependenciesbetween outcomes, tasks, and events

Using the Gantt chart. A Gantt chart illustrates the duration
and chronological order of tasks or activities (seefigure 3). Un-
likeaflow chart, however, aGantt chart does NOT show task de-
pendencies—that is, which task must be completed before another
begins.
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FIGURE 3

Gantt chart for Project Phoenix

Task or Activities | d/i-4/14 154721 Afa-aa 429-55 | 5642 | 513-5n9 | 5/20-5(26

Install newservers
Obtain equipment

Implement equipment |
Test equipment
Colive with new equipment |

Repeattesting __-
Decommision ald equipment

Evaluate process

Bar charts, such as Gantt charts, show the following:
+  datusof project

* egtimated project duration

+  egdimated task duration

+ task sequences

“A Gantt chart helpsyou seethebigpicture. It can really help people
fromother divisions and from outside the company see how you do
things. lalso use a Gantt chart to show clients the high-level mile-
stones, so we can talk about the process, and everyonecan seeit. It's a
very useful tool, but don't letit run the project. Don't ignore oppor-
tunitiesthat come up unexpectedly just becausethey don’t fir into
the Gantt chart.”

—Beth Chapman
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Steps for Building a Gantt Chart

The word building when creating a Gantt chart is an accurate de-
scription of the process. You are constructing the visual framework
of the project. Here's how:;

L Listphasesof project, from firstto last, down left side of page.

2 Addtime scale across the top or bottom from beginningto

10.

42

deadline.

Draw a blank rectangle for phase one from phase start date to
estimated completiondate.

Draw rectangles for each remaining phase; make sure depend-
ent phases start on or after the date that any earlier, dependent
phases finish.

For independentphases, draw time-estimate rectangles accord-
ing to preferences of people doing and supervisingthe work.

Adjust phase-time estimates as needed so that the entire proj-
ect finishes on or before deadline.

Add a milestone legend as appropriate.

Use graphicsto indicate which stakeholder group has responsi-
bility for completinga particular activity.

Present the chart to stakeholdersand team members for
feedback.

Adjust as needed
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Choosing the scheduling system that's best for you and your
project. Indl likelihood you will wind up using both bar charts
and flow chartsat different times. Both these scheduling methods
help you visuaize what hasto be done, how long a particular ac-
tivity will take, in what order each activity hasto happen, and who
isresponsiblefor each activity.

Bar chartsarevery good for showingstakeholdersand end users’
how the project is progressing. Use a flow chart to manage closdy
and communicate detailed information to supervisorsand people
doing the work. This is an especialy powerful tool in networked
computer environmentswhere everyonecan keep track of changes
to the scheduleasthey occur.

NOTE: Compare the two scheduling methods

Flow charts (CPM or PERT):

Pro:  Allow much greater knowledge of all parts and interde-
pendencies of a project.

Con:  Complex and not quickly mastered.

Bar charts (Gantt):

Pros: Simple to construct; easy to read; an effective way to com-
municate with stakeholders what needs to be done ina
giventime frame.

Cons: Difficult to assess the impact of a change in one area on the

rest of the project; difficult to keep constantly updated as the

project getsinto full swing.
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However, the best method for scheduling a project istheone
you are comfortablewith and worksfor you. Don't belured
into using something just because" everyone elsedoes' or be-
cause"it's cutting edge."

To assesswhat method suitsyou best, use your experiencefirst.
Look at the system you use for tracking your own work and see
how satisfied you arewith it. That may beaguidefor you to decide
whether to stay with your current systemor try some new ones.

Using softwarefor project planning. For complex projects,
most project managers use software programsto helpwith proj-
ect planning and management. To determinewhich softwareis
best for you, get as much information about your softwareop-
tionsaspossible. Check theInternet for information. Get recom-
mendationsfrom other people; comparetheir work habitsagainst
your own to seeif it's agood fit. Unlessyou arealready familiar
with the software, make sureyou can get reliabletraining and
technical support for it.

NOTE: Remember— software is not infallible. It won't be able to
check for faulty logic when putting together a schedule. Review
the schedule carefully with another team member or stakeholder
before finalizing it.

Develop abudget

A budgetisthefinancia blueprint or action plan for the project. It
is the trandation of plansinto measurable quantitiesthat denote
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the cogts of the resources required and anticipated returns over a
certain period of time. Not all budgetsarethesame.

M ost project managershave some"wiggle room™ in their
budgets. However, in someindustries (such asgrant-spon-
sored nonprofits),abudget islessflexiblethan in others. In
these cases, the budget isa contract, and money allocatedfor
onelineitem cannot be spent on another lineitem without

preapproval.

o ps: Selecting
Project-Management Software

Any project-planning software should:

handle development of and changes to Gantt charts and
flow charts, including PERT diagrams and calculations of
critical paths

provide on-screenviewing of information before printing
produce schedule and budgets

integrate project schedules with a calendar allowing for
weekends and holidays

let you create different scenarios for contingency planning

and updating
warn of overscheduling of individuals and groups
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"Oncel createa budget and put alimit on how much can be spent, |
break it down into categories. | try to stay within that amountin
each category.But if I begin to creep over in one category, aslongas|
comein under inanother category—aslongas the overall amountis
gtill belowwhen I've actualized —then that’s fine.”

—Jennifer Sargent

Determinelineitems. A budget isnot only alistof all thecoststo
executethe project, but also alook at whether the project's benefits
judtify itscosts.

Thefirst question to ask when developingabudget is. " What is
it goingto taketo actually do the project?’

Todetermineaproject's costs, break it down into thefollowing
categories.

- Personnel. Thisistypically thelargest part of your budget.
Haveyouincluded the costsfor both your current employ-
eesand any contract workersyou may need to add?

- Travel. Iseveryoneonsite, or will employeeshaveto be
brought in from other locations?

« Training. Doeseveryoneknow how to useall the equi pment
needed to accomplishthe project?Do the members of your
team possessdl the required skillsAWill training takeplace
onsite or will it involvetravel ?

- Supplies. In addition to the usual computers, pens, papers,
software, and so on, isthere any particular or unusual equip-
ment that will be needed?
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* Space. Do peoplehaveto berelocatedfrom their current
space?How much room will be required and at what cost?

+ Research. Will you haveto buy studiesor datato support this
project?How much research will your team haveto perform
itself?At what cost?

+ Capital expenditures. What more expensiveequipment or
technical upgradeswill be necessary to do the job?Will any
capital expenditures pay for themselves,and how?

* Overhead.What isyour projected overhead expense?Be
sureitisinlinewith your company's standard overhead
percentage.

Once the figuresfrom these standard categorieshave been en-
tered into the budget, ask yoursdlf what you forgot.
Didyou overlook. . .

- training coststo bring team members up to speed?

« training costsat the back end to teach usersto implement
your project?

+ ongoing personnel costs?

ongoing maintenance costsfor new spaces?
« costsfor insurance?
- licensingfees?

+ costsfor outside support such aslega or accounting?
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"Fully fund aproject or do not start it.”
—Norman R. Augustine,
former chairman and CEO, Lockheed Martin

A budget, no matter how carefully planned, is still just your
best guess. Be prepared for actual numbers to deviate from your
origina estimates, and stay asflexibleas possiblewithinyour lim-
itations of time, quality demands, and total money available.

" [ Say] a project comes from marketing. They get detailed input from
thefinancial folksand the techno-geeks. They answer the rigorous fi-
nancial questions, the capital stuff over time, the expenses, the head-
count, the revenue. And these cross-functional teams make the plan
look asgood asit can look. Can | tell that it will succeed?There'sdue
diligence, butit still could fail--or it might be moresuccessful than
you ever dreamed. It'sthe future and you still don't know."
— Timothy O’Meara

Ti 27 1f you work for a consulting or services firm such
as an architectural company or ad agency, you and your
client may have different assumptions about how flexible a
budget can be. Avoid misunderstandings down the line by
clarifying your perceptions of what a budget is early on.

48 Managing Projects




\What You COULD Do.

Let's return to Brett's problem.

" The mentor suggests this solution:

Brett probably feels as though he is leading the project from
hell. He will continue to feel this way unless he can bring some
goals, organization, and structure to the project. He needs to meet
immediately with all of the stakeholders of the project (not just his
boss) and determine what they want the project to accomplish.Then
he needs to meet with his project team and develop a concrete
planthatincludes milestones, key deliverables, priorities, and so on.
Even if his team resists, Brett needs to engage them in creating a
WBS that truly reflects the goals and activities of the project. Once
the WBS is completed, the group needs to determine who will do
what and when it will be done. He needs to break the cycle of the
group delegating to him and plan for the project as a whole.
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How to Manage
the Project




“A project manager nesdsthe motivationd an
optimistand the caution of apessirnig.”
—Anne Briggs, product dir ector

me#  Utting the plan into action is the beginning of the imple-

mentation phase. For many project managers, this is the

most enjoyable part of the job becausethework isactualy getting

done—progress can be seen. Bt this phase can dso be the most

frustrating becausethe detail scan seem tediousand, at times, even

overwhelming. Staying on top of these detailsis essential, how-
ever, so that you can enjoy therest of the process.

Stay on the critical path

Onceyou're moving along the path from start to finish, makesure
you stay on thecritical path, even though at timesit may not seem
to bethe straightest path.

"By critical path, | mean the shortest distance between the project's
start and thefinish line. Unfortunately, many peopleon the critical
path— namely, project managers and development teams—seethis
path asthe only route. But thepathfiomstart to finish is flexible—
shortcuts and bushwhacking are usually feashble."

—Martin Nemzow
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Be prepared to delegate

“Fifteen percent of the budget on a classroombuilding was for
audiovisual wiringand equipment. | just couldn't keep upwith it.
Itsawholedisciplineinand of itself; and it’s a rapidly changing
field. | delegated that job to one personon the team. That's along
with having hired an AV consultant! But | had to delegatethat piece
or | couldn't haverunthe job"

—Victor Ortale

Effectiveproject managersspend up-front time planning work as-
signments and organizing resources to achieve business goasin
the most productiveway possible. Part of this processoccurswhen
you assemble your team and assign responsibilitiesto each team
member.

As the project proceeds, however, you may find that you need
to delegate more tasks than originaly anticipated. Be flexible
enough to recognizethe need to delegatetasks or functionswhen-
ever necessary.

Remember, though, that as project manager you havethe final
responsibility and are accountablefor the overall project, so don't
delegatetasksthat only you can perform.

Deciding what (and what not) to delegate. First, determine
which tasks you want to delegate, and what skills and capabilities
will be required in order to completeeach assignment successfully.
Then, match the assignment with the most appropriate member
of theteam.
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Delegate—and then trust your team members. Once youve
decided how you will assign tasksto team members, giveeach per-
son the information and resources needed to succeed. Then back
off and let your team membersdo their jobs.

Monitor the project's progress

"Every project has milestonesalongthecritical path. Milestonesare,
simplyput, thepoints at which something should have been accom-
plished, with direconsequencesif it hasn't been. The responsibilityfor
meeting milestonesmay be someonedse's, but the failureto meet them
reflectshadly on you and your team. As project manager, you areac-
countable for failuresinaproject even if you didn't causethem.”

— Martin Nemzow

Whether you have aformal project control systemin placeor you
do your own regular checking up on progress, try to maintain a
big-picture perspectiveso that you don't become engulfed by de-
tailsand petty problems.

Choose the right monitoring system for you and your project.
No single monitoring sysemworksfor dl projects. A systemthat's
right for alarge project can easly swamp asmall one with paper-
work, whereas a system that works for small projects won't have
enough musclefor abigone.

Dependingon theszeand complexity of your project, you may
want to use a system that youve developed through experience
and fed comfortablewith. But for larger projects, you'll probably
need to ingtall a project-monitoring software system. There are
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many different typesof software programsavailable. Youll haveto
do some research and make inquiries beforeyou make a decision
about which oneto implement.

Focus on what's important. When you find yourself immersed
in the detailsof a project, it's easy to be diverted from the critical
path to aside path that wastesyour time. Keep asking yourself the
following questions:

+ What isimportant to the successof the project?
« What areweattemptingto do?

- Which partsof the project are the most critical to track and
control ?

« What aretheessential pointsat which controls need to be
placed?

Emphasize timely information. You need to receiveinformation
in areasonably fast manner for your responsesto do any good at
al. The best-case scenario is to get information on a real-time
basis. In most cases, though, weekly updateswill befine.

Enable corrective action. Beresponsiveto changesin dataor in-
formation. You need to be alert to early signsof problems. Be pre-
pared to initiate correctiveaction; otherwise, dl you are doing is
monitoring, not exercising control. But be careful not to jump in
too quickly —alow your team members to work out small prob-
lemson their own.
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Monitor the project's budget

Oneof the most important responsibilitiesof aproject manager is
monitoring the budget. Youve planned the project carefully; now
you need to watch the numbers to ensure that rea costs are
matching the budgeted amounts. It's often difficult to predict fu-
ture costs with complete accuracy, but you do need to have your
project stay within the overall budgeted limits--or be ready to ex-
plain why extra costsare unavoidable.

When monitoring actual costs against your estimates, watch
out for these common contingenciesthat can send your project
over budget:

unexpectedinflation during long-term projects

failuretofactor in currency exchangeratesor to predict un-
expectedfluctuationsin exchangerates

not getting firm pricesfrom suppliersand subcontractors

estimatesbased on different costing methods; for example,
hoursversusdollars

* unplanned personnel costs used to keep project on schedule,

including increasedovertime
unexpected space needs
unexpected training costs

consultant feesto resolve unforeseen problems

Most of these contingenciescould not have been predicted be-
forethe project began. That's why you need to stay alert to the redl
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numbersasthey comein. Watch for significantdeviationsfromthe
budgeted amounts. Then find out the reasonfor the differences.

Tips: Choosing What to Delegate
= Assessyour own workload and identify those tasks or func-
tions that require your specific set of skills and authority.
« ldentify routine tasks, specific activities, or complete func-

tions that could easily be done by other team members or
outside resources.

« ldentify those tasks or functions that could be completed

by team members if additional training or coaching were
provided by yourself or one of your peers.

« ldentify tasks or functions that may require expertise or

skills from outside your department or organization.

Not al budget news is bad. When you monitor your budget
against rea costs, you may find some more encouraging data
emerging. The following are some of the contingenciesthat can
contribute to costsbeing under budget:

. capitd expendituresnot made as planned
« interest rateslower than expected
. daff not allocatedas planned
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Tips: Delegating Effectively

. Recognize the capabilities of your team.

. Trustyour team's ability to get the job done.

. Focus on results—let go of your need to get involvedin
how tasks are accomplished.

. Consider delegation as a way to develop the skills of your
team.

« Always delegate to the lowest possible level to make the
best use of staff resources.

« Explainassignments clearly and provide resources needed
for successful completion.

= Deflect reverse delegation —do not automatically solve
problems or make decisions for your staff members.
Focus on generating alternatives together.

" Invideo production, it never goesas planned, S you haveto
learntoroll withit. For alongtime | wanted to control every-
thing, and itwasvery hard and very frustrating. Once | accepted
that there are thingsthat are out of my control, | could deal with
it. I can't control weather; | can't control reallybad acneonan
actor. Nowifsomething happens, | get out of the'blame’ mode
and get into the ‘fix” mode. Now | ask,"How we can solve the prob-
lem? becausethe bottomlineis!|'m runninga million-dollar
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music video and it's going to get made one way or the other. Get-
ting angry or upset doesn't help."
—Jennifer Sargent

Ensure quality control

Quality assurance dso plays a mgjor role in the success of any
project. The last thing a project manager needs is a client, cus-
tomer, supervisor, or other stakeholder who isdissatisfiedwith the
end result.

A few guidelines can help you achieve
high-quality productsand results:

- Don't rush quality checksto meet deadlines. The cost of fi x
ing problems after thefact isusually far greater than the cost
of confronting and solving problemsbeforethey spin out of
control.

+ Determine quality benchmarksin the planning phase. Teke
into account thingssuch asthe quality policy of the organi-
zation, stakehol der requirements, the scopeof the project,
and any external regulationsor rules.

« Inspect deliverablesusing the most appropriatetoals, for ex-
ample, detailed inspections, checklists, or statistical sampling.

« Accept or reject deliverablesbased on previouslydefined
measures. Rgected deliverablescan bereturned or re-
worked, depending on costs.
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Report progress to stakeholders

Communicating the project's progress to the stakeholdersis an-
other critical part of the project manager's job. Agreein the plan-
ning phase how and when you will present your reports.

" Thebiggest pitfall is not communicating clearlywith your client.
With someclients, you haveto call and say that you sent the e-mail.
And alwaystake notes, even when you're having casual phonecalls
90 you can track what was agreed upon, what isleft outstanding,
and who'sresponsible, s you can followup on it

—Beth Chapman

Establish a sound stakeholder communication system. Steke-
holders generally want continuous updates, and project status and
progress reports. Know what they want and keep them informed.
As the project progresses, consult with stakeholdersto see if the
amount of information issufficient and theformat of theinforma-
tion useful. Your journey down the critical path will be smoother
without unhappy stakeholdersdemanding moreinformation.

Be honest. Don't hide or downplay problemsasthey come up, or
you can easily transform a problem into a aigss—e that istwice
as hig asit would have been if you had aerted stakeholdersto the
difficultyin thefirst place. If youve kept them informed, they may
even turn out to be resources,offering help when problemsdo arise.
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"Onceaproject starts, it becomesorganic. I gets extremely intense.
If you thought you could plan for everything, you should probably
belocked up. You haveto beaware, attuned to what'shappening,
what'schanging-and part of thatis beingobsessive, beingon top of
the details. You haveto be awareof change 0 you can utilize what-
ever itisthat just changed, becauseit might bean opportunity. And
you haveto monitor changeso you can avoid risk downstream."
—Timothy O’Meara
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How to Manage
the Problems




" Focuson the problem, not on fault-finding."
— Anonynous

‘ " ne of the exciting aspects of project management is deal-

bl ing with the unexpected. Most surprises can be handled
quickly and effectively. Too often, however, a project manager is
confrontedwith problemsthat can threaten the very successof the

project.

Manage "mission creep"

In addition to unpredictablechange, project managers often face
internal pressure to change the scope of the project. When stake-
holders ask for changes, it's your job to communicate clearly to
them how these changeswill affect the cost, time, or quality of the
project.

On some projects, " mission creep” is an ongoing battlefor the
project manager. (In software circles, this phenomenon is some-
timescalled" featurecregp.”) After specific milestonesand budgets
have been agreed upon, people may begin to see more that could
be achieved. Don't get caught up in trying to solve problemsthat
lie beyond the established scope of your project--even problems
that your company urgently needsto address.
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" When your client wants something unreasonable, you have to keep
your senseof humor. You spell out the consequences, make the alter-
nativesreally clear. You'vegot to have common sense. I'm always
saying in meetings, doesit really make sense to do this?"

—Victor Ortale

Manage the time slippage problem

The most common problem in project management is when a
project beginsto fall behind schedule. Delaysmay be unavoidable,
but more often than not there are actionsyou can teke to rem-
edy--or at least improve—the situation. Thefirst stepisto recog-
nizethe problem. If you've been monitoringthe project's progress
carefully, youll quickly notice when schedules are being read-
justed to accommodate ddaysor unexpected bottlenecks.

Manage the people problems

Some project managerstend to ignore potential people problems
during the planning phase, and, even when these problems be-
comered and evident, they may still deny or avoid them. Unfortu-
nately, people problemsare often the most difficult chalenges a
project manager has to confront. So, rather than ignoring, deny-
ing, or tryingto avoid them, be prepared for people problems—
and act quickly to solvethem.

Remember: Not dl typesof peopleproblemsarethesameor re-
quirethesameaction. Herés how to recognizeand ded with some
of thedifferent situationsyoull encounter.
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What Would YOU Do?
The Best-Laid Plans

ast year, the holiday season was not a happy one for
== Randy. When Bright Light, Inc., failedto deliver a key part,
the whole Tyranna-Bot project had come to a grinding halt. The
only Tyranna-Botsto hit the market in time had been drawn from
existing stock. This time, Randy found a more reliable vendor and
built extra time into the schedule, yet here he was, facing another
disaster. The chipsthat made Megala-Bot talk were defective. The
supplier was scramblingfor more, but there would be another se-
rious delay, and the extra time in the schedule wouldn't cover it.
Randy didn't want to stop the project, as he had lasttime, but how
could he keep the job on schedule? The advertising blitz was un-
derway and customers were waiting for their Megala-Bots. Randy
did not want to disappointthem —or his boss!
What would YOU do? The mentor will suggest a solution in
Whatyou COULD do.
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Tips: Controlling Project Slowdowns

Try these approaches before accepting the inevitability of a

delay in project completion:

Renegotiate. Discuss with stakeholders about increasing
the budget or extending the deadline.

Use later steps to recover. Reexamine budgets and sched-
ules to see if you can you make up the time elsewhere.
Narrow project scope. Are there nonessential elements of the
project that can be dropped to reduce costs and save time?
Deploy more resources. Can you put more people or ma-
chinesto work? Weigh the costs against the importance of
the deadline.

Accept substitution. Can you substitute a less expensive or
more readily available item?

Seek alternative sources. Can another source supply the
missing item?

Accept partial delivery. Can you accept fewer of an item to

keep work going, and complete the delivery later?
Offer incentives. Can you offer bonuses or other incentives

for on-time delivery?
Demand compliance. Will demanding that people do what

they said they would get the desired result? This may re-
quire support from upper management.
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In general, these people problemscan be avoided or handled
early on if you, as project manager, communicatefrequentlywith
each team member. Weekly staff meetings may not be enough;
daily communication—withindividual team members and with
the team as awhole--may be necessary

" The project manager hasto manage both the tasks and the people.
Typicalproject management trainingisabout the task, but the real-
ityisthat where peoplereally fed challengedison the peopleside”

—Mary Grace Duffy, management consultant

Pay attention to thesmall signsof emerging problems, such asa
team member's

* increasedtensionand irritability,
lossof enthusiasmfor job,
+ restlessnessand pacing, or

inability to makedecisons.

When you seethefirst signsof aproblem, deal withit quickly.
Don't letit grow from asmall irritantintoamajor crisis.
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\What You COULD Do.

Remember Randy's dilemma?

Here's what the mentor suggests:

This may be a case of Murphy's Law prevailing—that no matter
what Randy does, he may not get sufficient product to market for
the holidays. However, he has to give it his best shot. I n this case
that probably means scouting for other vendors, paying more for
extra production runs, and lining up last-minute distribution chan-
nels. He also needs to review his critical path to determineif any
adjustments in sequence can be made; for example, can packaging
be prepared prior to the receipt of the finished Megala-Botrather
than waiting until after delivery of the product?

Team Structure Problems

Possible Potential Recommended
Problem Causes Impact Action
Lack of skills/ « Certain skillsover-  The project willnot ~ * Arrange for a
missing skills looked during move forward as team member to
planning. fast asit should, or be trained in the

* Need for new skills
discovered in the
midst of the
project.

might be stalled,

skills needed.

Hire outside con-
sultants or con-
tractors who have
the required skills.

continued
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Team Structure Problems (continued)

Problem

Team member
leaves

Possible

Causes

There are many
reasons why ateam
member might
leave the project.

Potential
Impact

The severity of the
impact depends on
the skillsand
knowledge that
arelost withthe
person:

* | fthe work can
be easily redis-
tributed or an-
other person with
the same skills
and expertise can
be quickly hired,
then theimpact
may be slight

If not, then the
loss could create
acrisis.

Recommended
Action

« Consider having
backupsfor criti-
cal skills.
Cross-trainteam
members so that
they canfill in for
one another.

Make the depar-
ture of one per-
son an
opportunityto
bring on board an
even more skilled
member.

Interpersonal Problems

Problem

Team membersare
too friendly

Possible
Causes

Team members
spend excessive
amounts of time
chatting and dis-
cussing personal
problems.

Potential

Impact

Decreased overall
productivity.

Time iswasted and
work on the project
is slowed down.
Hard-working
team members
may resentthose
who work less
efficiently.

Recommended
Action

» Emphasize that
social gatherings
needto be planned
after work hours.

* Reorganize team
subgroups to dis-
rupt the formation
of cliques.

70 Managing Projects



Problem

Inflexible team
members

Possible
Causes

* Team member
may believe that
their way is the
only right way.
Team member
may be anxious
about trying new
approaches.

Potential
Impact
Team member
may not keep up
with colleagues.
* Team member
may block others'
progress.

Recommended
Action

Indicate goals and
expectations at
the start of the
project

Address the team
member's con-
cernsor fears. Try
to work with him
in moving toward
change.

Conflicts within
team

Many potential
causes, including dif-
ferences in working

Conflicts can affect
schedule, quality of
work, overall pro-

+ Focus on the pro-
ject's goals, not
personal feelings.

style, personalities,  ductivity, and team Be compassionate.
areas of expertise, cohesiveness. but fair.
andso on. « Separatethe un-
derlying causes
fromthe surface
disturbances.
Work on solutions,
not blame.
Productivity Problems
Possible Potential Recommended
Problem Causes Impact Action
Time spent on * Poortime * Work on critical + Emphasize to team
wrong tasks management. tasks may be which tasksare
Team member delayed. most important
prefers some tasks ¢ Project may be * Assigntasksto
over others, re- delayed. two team mem-
gardless of rela- bersto work on
tive importance. together.
* Project manager * Provide resources

may have sent
the wrong mes-
sage about task
priorities.

to helpteam mem-
ber improve time-
management skills.

continued
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Productivity Problems (continued)

Possible Potential Recommended
Problem Causes Impact Action
Poor-quality work » Team member * Workmay haveto  * Beclearfrom the
misunderstands be redone, costing start aboutthe
the requirements money and time. quality expecta-
of the job. The projectmay tionsand the stan-
» Workis measured fail. dards of measre.
by different * Develop an action
standards. plan for improving
« Team member the quality of the
does not have ade- team member's
quate skillsto work.
completethe task * Provide training
and supportfor
the personto de-
velop his skills.
Burnout » Team member is * Productivitymay  * Encouragethe
overcommitted to decline. team memberto
the project. « Team member takeabreakora
* Teammemberis may not beableto ~ vacationto gain
taking on too continueto work fresh energy.
many tasks or ac- atall. * Helptheteam
tivities, both at member to read-
work and beyond just her work
work. schedule or work
* Team member level.
works too long at
one type
of task.
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How to Handle
End Matters




“At theconclusion of the job, the big reward to me
isactualizing and comingin under budget.”
— Jennifer Sargent

] he fina stagein thelife cycde of a project is the phase-out,

& during which your team completesits work. If dl went as
planned —the tasksfulfilled, the problems solved, the stakehol ders
satisfied —then congratul ate yourself and your team. It's atimefor
celebration.

If, asismorelikdy, thereweresome rough spotsa ong theway —
the project took longer than expected; the result was less than
hoped for, or the actual cost was underestimated —it's still impor-
tant to recognizethe team's effortsand accomplishments.

In either case, before the team moves on to other projects or
breaksup and parts company, make sure you have scheduledtime
todebrief and document the processso that thefull benefit of "les-
sonslearned can be shared.

" The satisfaction I get from project management is seeing theend
product. When the buildingis done and peoplelikeit, you're respon-
siblefor having gotten it there, despiteall the odds, the poor plan-
ning, and thewacko client."

—Victor Ortale
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Perform a post-project evaluation

The purpose of the post-project evaluation isto bring your team
together for one last meeting in order to identify (1) what went
well and (2) what went wrong. Make alist of "best practices’ to
help future projects go more smoothly, and discuss how to im-
provethe processand avoid problemsduring the next project.

Encourage a spirit of learning. Use the evaluation as an oppor-
tunity to learn, not asatimeto criticizeand blame. If some team
membersfear they'll be punishedfor past problems, they maytry
to hidethoseproblemsrather than hel p to find better waysof han-
dlingtheminthefuture.

Bring in outside facilitators. Project evaluations are best con-
ducted by an independent person who can objectively assessthe
information. Typicaly, the individual team members have been
workingso closdy with each other they havelost some perspective
on the process. An independent facilitator can sort out the emo-
tional from the practical issues.

One example of a post-evaluationreport isshown on page 77.

Develop a useful final report

Thefind report documentsal information that will be useful not
only for the current project manager, team members, and stake-
holders, but for future project managerswho may use the infor-
mation to plantheir own projects.
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A typical post-proj ect evaluation report includesthefollowing:

« Currentproject status: What were the original objectives, and
what has been achieved?

* Future status: What will happen to theproject now that it
has been compl etedWill it beincorporated into an ongoing
production process, wasit part of alarger project,or wasit a
self-contained entity that has completeditsgoas?

« Status of ongoing critical tasks: What isthe current condition
of ongoingtasksthat contain either ahighleve of technica
risk or are being performed by outsidevendorsor subcon-
tractors, over whom the project manager may havelimited
control?

* Risk assessment: Arethere, or were there, any risksthat could
haveapotential for financial loss, project failure, or other
liabilities?

« Information relevant to other projects: What were the lessons

learned that can be applied to other projectseither under
way or being planned?

* Limitationsof the audit: Arethereany factorsthat mightlimit
thevalidity of the audit?Arethereassumptionsthat could
be changed or information that is missingor suspect?Did
anyonein thegroup or team seemto resist providingcom-
pleteinformation?
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I'TOOLS

Project Phase-OutAnaIyS|s and Lessons Learned

Project name:  Project Phoenix ~ Date 5/29/200)(

| Present at thissession: Rafael.Phi. and Carmen

| Project Phase/Tusk | What Worked | What Didn't Work | Ways tolmprove
Equipment acquisition | Obtained the Wb servers | Logistlcal problems with avadabul- Need t o orderequipment
ontimeandon budget. ity of database seners—caused | earlier.

| | adelay. Expedited order that In-
| troduced additional expense -

Provision and implement. Two days were recoversd
equipment through the efforts of
Rafael and Carmen during
| provisioning phase.
Test Equipment Testing phase was succese-
| ful; during testing, a bug in |
| the database content was
discovered and corrected
| prior tocutover.

Go live with newequipment | Smooth cutover with |'Some users were unaware that | Publicize work window to
mmumal downtime. there would be a brief outage. | user base more ag_gmeeively‘
Tcﬁt agam B T Tested | — ' !
Dccommleslon old Decommisswoned sites and Some confusion over serial Check %rial numbers atan
equipment | erased content succese- numbers and inventory, earlier phase ta minimize
| fully; reabsorbed stock | but straightened out in problems at the end of
| into inventory. | theend. project.

|ngtlaﬂah:u Howmlldldthepm;:mmdo

In achieving goalsand meeting project obj ectives?
| Success: all goals wereachieved
At meeting deadlinesand t he final completion date?
Success; met our target date.
At monitoringand staying Wthi nbudget?
Success: we were well within projected budget parameters.

At communicating w t h stakeholders?
Partlal success; we could have done better at communicating requirements earlier t o individuals involved In the phases of the

project.
R ‘Were the allocated appropriate, sufficient and efficiently used? (i.c., time, people, money)
Generally, the resource allocations were appropriate.The project went dightly over budget. but was not Inappropriate. The people
involvedhad the experti: ytocarryout the highly technical phases of the project. The time resaurces were appropriate

as the project was completed on time with no room to spare.
| lessons learned: What are thekey lessons learned that an beapplied t 0 future projects?

Ateach phasedthe project, it is crucial t o anticipate the next steps and to alert groups or individuals of resource
requirements as early a¢ possible in the process. By so doing,we probably could have acquired the equipment in a more timely
mannerand would not have had to scrabble so much in the latter phaaeetomeet our target dates,
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Enjoy the satisfaction
of ajob well done

Take a moment to look back at the entire process. Acknowledge
the bumps experienced in the journey, but mark the conclusion
with good cheer and somerdlief.
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Tips and
Tools



Tools for
Project Management

81



PROJECT MANAGEMENT TOOLS

DefiningYour Project

The“Real” Project
| What s the pefomv.-dned or purpose for what we are trying to do?

Uncover theissues and parametersat the core of your project.

What caused peopleto see thisas aproblemthat needed solving?

What criteri aare peoplegoing to useto judget hi s project asuccess?

The Stakeholders

Whohas astakein thesol utionor outcome?

| Whet functions or peopl e;nigi:t thEpmject’s activitiesor outcomesaffect?

Whoisgoingto contributeresourcesPeople, space, time, tools, money)

Skills Requiredfor the Rrgj ect

Skill Needed PossibleTeamMember

[ 1

i - .
4,_ S B _-t

5. = = 5. - N

.6. S 6. Y
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PROJECT MANAGEMENT TOOLS

Work Breakdown Structure

Develop a Work Breakdown Structure (WBS) to ensure that you do not overlook a significant part of a complex
activity or underestimate the time and money needed to complete the work, Use multiple pages as needed,

Describe the overall project:
Level 1 Level2 ' Level 2
Miajor Task Sub Tasks Sub Tasks Sub Task Duratioa
Total Duration (hours/weeks/days)
Level 1 Level 2 Level 2
Major Task Sub Tasks Sub Tasks Sub Task Duration
Total Duration (hours/weeks/days)
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PROJECT MANAGEMENT TOOLS

Project Progress Report
Usethisform to helpassess progress, present thisinformation to others, and think through nexz steps.
Prget: Prepared by:
For theperiod from: to:

Current-Status

Key milestones for thi s periad:

Achieved Coming up next
Keyissues Or problems: ]
Resolved | Need to beresolved
Key decisons:
Made [ Need to be made Bywhom | When
|
|
Budget status:
Implications

Changes in objectives, timeline/delivery dates, project scope, resourceallocation (includingpeopleand financial):

Nt Steps
Lig the specificaction sepsthat will bedoneto help move thisproject forwardsuccessfully
Put a nameand datenext to each sepif possble.

Step Person Responsibl Date

Comments
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PROJECT MANAGEMENT TOOLS

Selecting Scheduling Software

Survey the options available, and the preferences and work habits of your team,
Use the comparison grid to evaluate project-planning software you may consider.
‘What's Worked Before
Seek recommendations from project ibers and other colleag
Suppl with h from trade ines and soft d

about what planning methods they have used.

Pros and cons of rec dations?

‘Work habits of project berst

e
=

e for worki ,,wiwu_gmimlumﬂhod?

Rank the software packages being considered. Do they ...

{0=na,1=yes)
2 3 |

1. Handle development of and changes to Gantt charts and flow charts, including PERT O o o
diagrams and calculations of critical paths?
Notes

2. Produce schedules and budgets? = O 0O 0O
Notes

3. Integrate project schedules with a calendar allowing for weekends and holidays? O O 0O
Notes

4. Create different scenarios for contingency planning and updating? [ I
Notes

5. Check for overscheduling of individuals and groups? O O O

_ Notes _

6. Provide on-screen viewing of information before printing? O O 04
Nores

7. G the preprog d simple, readable reports you want? o o o
Notes

8. Provide functionality to customize reports? — B O =
Notes

9. (Any team preferences in addition to above?) O O 0
Notes

Overall Rank:
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Project Phase-Out Analysis and Lessons Learned

Usethis formwith the project team to assess the project. Summarizethe “lessons learned” for use in future projects.

Project name: Date:

Prepared by:
Present at this session:

For eachmajor phasedf the project (or key tasks), identify what worked (what wedid right),
what didn’t work, and waysthe team could improvetheprocessthe rext time.

Project Phase/Task What Worked ‘What Didn’t Work Ways to Improve

In achieving goals and meeting project objectives?

At meetingdeadlines and the final completiondate?

At monitoringand stayingw t hi n budget?

At communicatingwi t h sakeholders?

Resour cesassessment: Werether esour cesallocated appropriate, sufficient and efficientlyused?
(i.e., time, people, money)

L essonslearned: What ar e thekey lessons learned that can beapplied to future projects?
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Test Yourself

Test yourself offers ten multiple-choice questions to help you
identify your baselineknowledgeof project management.
Answersto the questionsare given at the end of thetest.

1. Youve been assigned a project, and it appears to have explicit,
set expectations and clearly outlined responsibilities. Before you
begin planning, what should you do first?

a Ensurethat thefunding hasbeen approved.

b. Confirm that the project issolvingtheright problem.

2. Whyisit critical to spend time early in the planning phaseiden-
tifying all the stakeholdersin your project's activitiesor outcomes?
a Tofind potential championswho will support the project.

b. Toensurethat the project objectivesmeet everyone's
expectationsof success.

¢. Tobe paliticaly astute and identify possibleobstaclesearly.

3 Inthe planning phase, you are advised to beware of "mission
creep." What is" missioncreep''?
a. Mission creepisunwittingly givingin to pressureto do
more than hasoriginally been planned for.

b. Mission creep isagreeingto extend the schedulewithout a
corresponding increasein funding
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4. When you are defining project objectives, what three variables
most often determinewhat is possiblefor you to consider?

a. Avallableresources,how redigticthe project is, and time
limits.

b. Complexity, time, and resources.

¢. Time,cost,and qudity.

5 What areyou doingwhen you are creatingaWBS andyss?

a Yauaresubdividingthe overdl projectinto smaller tasks,
and then subdividingthe smaller tasksfurther until you get
tothedesiredtask size.

b. Yau aredistributing theallocated funding acrossthe project
objectives,to consider and anticipatepersonnel and activity
cogts.

6. When assemblingateam for your project, makesure you have
agroup

a whowill get dlong with each other during the project.

b. that isdedicated to successof the project.

¢. withall theskills needed for the project.

7. Yau need to track what hasto bedone, howlongaparticular ac-
tivity will take,in what order it hasto happen, and who isgoingto
be responsiblefor it. Which project management tool will do this?

a WBSAndyss

b. Gantt or flow charts.
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8 Completethe statement: "A budget is not only alist of al the
costsinvolvedin executingaproject. Itisaso ?

a alook at whether the project's benefitsjudtify itscosts

b. atrackingtool that dlowsthe manager to control
implementation

¢. thetool that you asmanager useto justify any future need
for additional monies

9 When developingthe project budget, which of thefollowing
variablesisnot one of the standard categoriesconsidered and, in-
deed, isfrequently overlooked?

a Personndl.
b. Travd.

¢ Supplies.

d. Maintenance.

€ Research/Training.

10. Inthebest of al possibleworlds, who conductsthe evaluation
of acompleted project?
a The project manager,with all stakeholdersproviding
input.
b. Anindependent person who can be objective.

¢. Theindividual(s) who identified theinitial problemand
project.
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Answersto test questions

1,b. Itisagood ideato confirm that the project will indeed meet
the organization's underlying need. The expectationscan be clear,
yet still not go to the heart of theissue. Until you know the answers
to underlying questions, you run the risk of wasting time and
money on a project that iseither too simplisticor too complicated.

2,b. You need to know exactly what successon the project means
to peopleor departmentswho will beaffected by the project's out-
comes. One of your critical tasksin the planning phaseisto meld
stakeholders expectationsinto a coherent and manageableset of
project objectives.

3 a Missioncreepisunwittingly givingin to pressureto do more
than has originally been planned for. As you find out each stake-
holder's definition of success, you can get caught up in trying to
solve problems beyond the scope of your project. Guard against
givingin to pressuresto expand the project's mission without en-
suring that thisiscritical to amgjority of stakeholders.

4,c. Time,cost,and quality arethethreevariablesthat most often
determine your project objectives—change any one of these and
you change your outcome. The redlity is that the quality of the
project result that is feasible depends heavily on the time and
fundingyou have.

5,a UsingtheWBS (Work Breakdown Structure), acomplex ac-
tivity issubdividedinto smaller and smaller tasks until the activity
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can no longer be divided or you reach the task sizeyou arelooking
for. The outcomes become the basisfor developing estimates, as-
signing personnel, tracking progress, and showing the scope of
project work.

6,b. A group needsto be committed to the project. The members
may not dwaysagree, but they haveto trust that they aredl work-
ing toward the same god. A team is usualy assembled according
to its members' skills, but skills can aso be gained through train-
ing—having al theskillsrequired is not necessarily the top prior-
ity when assemblinga productive team.

7, b. Both Gantt charts and flow charts are generally accepted
methods of scheduling projects. Of the two approaches, use the
method with whichyou are comfortable and familiar. Thereisno
oneright way to develop scheduling.

8,a Alook at whether the project's benefitsjudtify its costs. When
the budget amount is preset, it isimportant that the manager clar-
ify for stakehol dershow quality and budget areinterrel ated.

9, c. Maintenance is often forgotten. However, once a project is
completed, there may be ongoing maintenance coststhat need to
be considered during budget development.

10,b. Anindependent auditor isthe usually most objectiveevau-
ator. But even when an independent auditor is not available, the
evaluation must be done in a spirit of learning, not with an atti-
tude of criticism and blame.

Test Yourself 91



To Learn More

Notes and Articles

Jeffrey Elton and JustinRoe. "' Bringing Disciplineto Project Man-
agement." Harvard Business Review. March—April 1998.

Theauthors critiquethe applicationof Goldratt's theory of
constraintsto theream of project managementand provide
advicefor managingaportfolioof projects.

Jeffrey K. Pinto and Om P Kharbanda. ""How to Fail in Project
Management (Without Redly Trying).” BusinessHorizons, 1996.

Proj ect-managementtechni queshave met with widespread ac-
ceptanceasameansof expediting product development, mak-
ing efficient use of resources,and stimulating cross-functional
communication. Ye failuresand outright disastersabound in
the history of project management.A study of thesefailures
indicatesadozen sure-fire methodsfor dooming aproject,
such as ignoreitsenvironment; push anew technology to
market too quickly;don't bother to buildin fallback options;
when problemsoccur, shoot the person most visible; and so
on. However, past failure need not discourageusfrom future
efforts. Indeed, it isthrough these past failuresthat we gainthe
savvy to push on to successful ventures.
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"What Yau Can Learn from Professiona Project Managers."' Har-
vard Management Update, February 2001.

Companiesthat managelargecapitd projectsor amultitude
of simultaneousprojects— manufacturing,engineering,and
construction firms—have long recogni zedthe need for expert-
isein thetechniquesof planning, scheduling, and controlling
work. But over the past decade, non—project-driven firms—
especidly thosethat see themselvesas sdlling solutionsrather
than products—have seen thelight, too. Asaresult, project
management has becomeincreasingly important and com-
plex. But even if you're not acertified project manager,you
can still benefitfrom the professiondizationof thefied.

Books

H. Kent Bowen. Project Management Manual. Boston: Harvard
Business School Publishing, 2001.

A descriptivemanual of how to managethe processof project
management. Mgjor sectionsare: (1) defineand organizethe
project, (2) planthe project,and (3) track and managethe
project. Twelve processesaredescribed i n detail. Teaching pur-
pose: Toteach studentsthat structured project planning is nec-
essary for successful project outcome.

Davidl. Cldand. AGuideto the Project Management Body of Knowl -
edge Newtown Square, PA: Project Management | nstitute, 2000.

The Project Management Body of Knowledge (PMBOK®) is
aninclusiveterm that describesthe sum of knowledgewithin
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the professionof project management. The guidealso provides
acommon lexiconfor talkingabout project management. Pro-
ject management isarelaively young profession,and while
thereissubstantial commonality around what isdone, thereis
relatively littlecommonality in theterms used. An extensive
glossary further aidsin standardizing definitionsof the most
important concepts, terms, and phrases.

Paul C. Dinsmore. The AMA Handbook of Project Management.
New Yok: AMACOM, 1993.

Thiscomprehensivehandbook on project management isa
sourcefor project management techniquesfor both traditional
and emergingindustries. Presentscritical conceptscommon to
all projects, aswell asin-depth solutionsfor specificareassuch
as change management, research and devel opment, and inter-
national projects.

Marion E. Haynes. Project Management: Fromldea to Implementa-
tion. Menlo Park, CA: Crisp Publications, Inc., 1996.

This step-by-step guideto project management isdesignedto
help readersconceive, plan, implement, and evaluateany proj-
ect from initial planning tofinalization.

Peter G. W. Keen. Every Manager's Guide to Business Processes: A
Glossary of Key Terms and Processes for Today's Business Leader.
Boston: Harvard Business School Press, 1996.

Business processescomprise how work is coordinated,
streamlined, and targeted to meet fundamental goals(e.g.,
customer service, timeto market, and effectivedecision
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making). Thebook identifiesand definesthe key business
process conceptsand terms, highlighting what managers
needto know to take effectiveaction. Theauthor's god isto
help managerssort reality from hypein the many claims of
processmovements, i dentify the most effectivetoolsand
techniquesfor processinvestment,and createa business
process advantagefor their firm.

Harold Kerzner. Project Management: A Systems Approach to Plan-
ning, Scheduling, and Contralling, 7th ed. New York: John Wiley,
2001

Project management asadisciplinegrew out of the need dur-
ing World Wer 11 for asystem to managethe schedul e, cos,
and specificationsof largemulti-task projects. Sincethat
time, it haslargely been employedin the construction indus-
try because of thelargemulti-task nature of civil and con-
struction projects. Over thelast decade, the use of project
management techniquesin genera businessmethods (plan-
ning, scheduling, and controlling) hasrisen sharply.

JamesP, Lewis Fundamentalsd Project Management. WorkSmart
Series. New York: AMACOM, 1995.

Basad on best practicesof expertsin thefield, thisbook ex-
plainshow to set up project plans, schedulework effectively,
establishpriorities, monitor progress,and achieve perform-
ance objectives, whileworkingfaster and more profitably.
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JamesP, Lewis. Project Planning, Scheduling, and Control: AHands-
On Guide to Bringing Projectsin On Time and On Budget. New
York: McGraw Hill, 1995.

Thisapplication-oriented guide can be used to manage many
different typesof projects. Topicsaddressedinclude: how to
decideif project management is needed; setting up the seven
components of aproject management system; applyingthe
method of paired comparison to establishpriorities and ob-
jectives; theeight areasfor planning; and the project man-
ager'srole.

Vijay K. Verma. Managing the Project Team. The Human Aspects
of Project Management series, vol. 3. Upper Darby, PA: Project
Management Institute, 1997.

Thisbook focuseson devel opingand sustaining the project
team. Promotesworkinginterdependently in aclimateof
mutual trust and awin-win atmosphere.

Vijay K. Verma. Organizing Projects for Success. The Human As-
pectsof Project Management series, val. 1. Upper Darby, PA: Pro-
ject Management I nstitute, 1997.
Covers project organization design, including understanding
theissuesof authority, accountability, reliability,and respon-
sibility; effectivedel egation; interfacingwith stakehol ders;
and making amatrix structure work.
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Paul B. Williams. Gettinga Project Doneon Time: Managing People,
Time, and Results.New York: AMACOM, 1996.

Thishandy guideprovideseasy-to-readguiddineson dl the
essential project management sKills. Provideseasy-to-use
tools, checklists,andtips.
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Sources for
Managing Projects

Wewould like to acknowledge the sourcesthat aided in develop-
ing thistopic.

Norman R. Augustine, former chairman and CEO. Lockheed
Martin.

Peter L. Baskette, supervisor. Genuity, Inc.

Ken, Bell, producer.

Anne Briggs, product director. Harvard Business School
Publications.

Beth Chapman, engagement manager. Health Care Consulting
ServicesGroup, McKesson Corp.

Mary Grace Duffy, partner at the Cambridge Hill Partners,
Cambridge, MA.

Susanna Erlikh, software devel opment project manager. Ratio-
nal Software Corp.

Matt Hotle, senior anayst. Gartner Group.

Martin Nemzow, high-tech consultant.

Timothy O’Meara, director of new and technical services.
Ameritech Indiana.

Victor Ortale, project designer/project architect. Associate,
Goody Clancy.
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Jennifer Sargent, film and video producer.

H. Kent Bowen. Project Management Manual. Boston: Harvard
BusinessSchool Publishing, 2001.

Paul C. Dinsmore. The AMA Handbook of Project Management.
New York: AMACOM, 1993.

Jeffrey Elton and Justin Roe." Bringing Disciplineto Project
Management.” Harvard Business Review, March—April 1998.

Marion E. Haynes. Project Management: FromIdeato Imple-
mentation. Menlo Park, CA: Crisp Publications, Inc. 1996.

JamesP. Lewis. Fundamentals of Project Management. Work-
Smart Series. New York: AMACOM, 1995.

JamesP. Lewis. Project Planning, Scheduling, and Control: A
Hands-On Guideto Bringing ProjectsinOn Timeand On
Budget. Chicago: Probus Publishing Company,1995.

Bennet P Lientz and Kathryn P. Rea. Breakthrough Technology
Project Management. San Diego: Academic Press, 1999.

Vijay K. Verma. Organizing Projectsfor Success. The Human
Aspectsof Project Management series, val. 1. Upper Darby,
PA: Project Management Institute, 1997.

Paul B. Williams. Getting a Project Done on Time: Managing
People, Time, and Results. New Yark: AMACOM, 1996.
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