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| ntroduction

Project management is an important tool of modern management,
particularly for big jobs, unique jobs, and jobs that require many
skills. We define project management as the alocation, tracking,and uti-
lization of resourcesto achieve a particular objective within a speci-
fied period of time. This form of management focuses on the
characteristicactivities of a project, namely, a set of activitiesthat (1)
aims to produce a unique ddiverable (for example, a new commer-
cial airframe) and (2) is time-bound within clear beginningand end-
ing points.The act of designing anew passenger car, for example fits
thisdefinition of a project. Itsddliverablemay be defined es aunique
st of market-tested vehicle specificationsthat can be manufactured.
Once those specifications are complete and the new vehicle goes
into production, the project ends, responsibility for the car's produc-
tion, marketing, sdes, and service is handed over to established de-
partments or business units.

Rapid change and the pressures of intense competition have
caused more and more organizational work to become project work.
Changein technology and in customer demand has made work less
routine and less repeatable—that is, its become more unique and
less approachable by business departmentsthat are geared to day-to-
day routines. At the same time, competitive pressures have forced
enterprisesto do their work more quickly.

Naturaly,getting a project to deliver on time and on budget re-
quiresgood management. And the bigger the project, the more chal-
lenging good management becomes.A project manager is expected
to transform what begins as a vague concept in the collective mind
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of top management into a measurable and accountable system that
directs a broad array of knowledge, kills, and resourcesto an impor-
tant organizational god. In a word, project management—and the
people who direct it—hdps organizations to get big,important jobs
done. The benefits of effective project management can be immense.
Thesearejust afew:

* Getting thingsdone on time and on budget. Doing so adds
predictability to the business.

» Minimizing development time. By finding ways to deliver on
objectiveswithin reasonable planning horizons, project man-
agement reducesrisk.

» Effective use of resources. Sound project management doesn't
waste money or the time of vauable employees.

Given these ben€fits, it's not surprising that the techniquesof project
management are being applied to major construction jobs, the
development of military and commercial aircraft, e-commerce site
construction, motion pictures, and many other complex jobs--even
political campaigns.

Origins

The goal setting, organizing, planning, and managing at the heart of
project management are nothing new and were surdly practiced in
oneform or another in the past. The grand constructions of the an-
cient world—Egypt's pyramids, Rome's monumental buildings and
road and water sysems—have most of the hallmarks of modern-day
projects. None would have been completed without substantia en-
gineering, financing, human labor, and, yes, management. T he late
nineteenth century was likewise characterized by projects of amaz-
ing complexity and scope: the first skyscrapers, continent-spanning
railroads, and the construction of massve steam-powered ships.

By the early twentieth century,innovatorsin thefield of civil en-
gineering werebeginningto think moresystemeticaly about thework
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they faced. They began listening to advocates of scientific manage-
ment, and, by the 1930s, some of the techniques used by contempo-
rary professiond project managers cameinto use. Hoover Dam, built
between 1931 and 1935, made extensive use of a graphic planning
tool developed by Henry Laurence Gantt—the now familiar Gantt
chart. During World War II, the M anhattan Proj ect devel oped thefirst
nuclear weapon. In the late 1950s, DuPont, aided by the computing
technology of Remington Rand Univac, applied the now familiar
critical path methodol ogy to the job of coordinatingcomplex plant
operationand maintenance. At roughly the sametime, the consulting
firm of Booz ¢ Allen & Hamiltonwasworkingwith the US Navy to
create Program Evauation and Review Technique (PERT),whose
charts and schedules were integral to the development of the enor-
moudly complex Polaris nuclear submarine program.

Since those formative years, project management techniques
have diffused from their originsin civil engineering, construction,
and the defenseindustry to many other fields. Perhaps your company
has created a project around the installation of " enterprise resource
planning" software, the devel opment of itse-commerce site, or some
other major undertaking. Some companies,in fact, organize them-
seves around sts of major projects. Instead of organizing their ac-
tivities around conventional departments (finance, marketing, etc.),
these companiessubsume those functions within the handful of key
projects that define their busnesses. Microsoft is one such company.
Although it has traditional departments, Microsoft’s project organi-
zations (Office, Windows, and 0 forth) aremuch more important to
the success of the company and define how it operates.

Growing P of essi onal i sm

Given the diffusion of project management techniguesamong com-
paniesin awide range of industries,it is not surprising that organi-
zations are getting better and better a planning and structuring
work. Those techniques have dso become the focus of training
courses, consulting services, and certification programs.
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The growing professonaism of project management can be
seen in the growth of its organizations. The Netherlands-based In-
ternational Project Management Association (www.ipma.ch), for
example, has chapters located throughout Western Europe, Russia,
and in a number of developing countries.|t provides training, holds
conferences on project management issues and sponsors technical
publications. Meanwhile, the Project Management I nstitute (www.
pmi.org), headquartered in the United States near Philadelphia,hes
more than 100,000 members in 125 countries around the world.
The institute sponsors research and publications and maintains a
rigorous, examination-based certification program to advance the
project management profession. It supports research aimed a ex-
panding the body of knowledge on project management and pro-
vides training through periodic seminarsand online courses.

Theonly dark sdeto increased professonalismand consensuson
how projectsshould be managedis this: People may havelearned too
well how to plan their work and to work their plans. The problemis
that it isvery hard to spdll out everythingin advance. The future un-
folds in surprising ways as project teams move forward. That is par-
ticularly true in fast-moving industries. Every book on this subject
will tell you that project managers must be preparedfor surprises,and
that plans must be sufficiently flexible to accommodate those sur-
prises. Everyone understands this. The result is more attention to risk
management, the part of project management that attemptsto antic-
ipate and plan for what can go wrong. What if our prototype fals?
What if customer requirementschange before we finish the project?
Contingency plans are devel oped to deal with these risks.

Unfortunately, people cannot anticipate all the things that can
go wrong, nor can they think of all the opportunitiesthey will en-
counter along their journey —opportunities that should encourage
the team to consider scrappingitsold planin favor of somethingnew.
Worse, once plans and schedules are agreed upon and set down in
planning documents, they become untouchable. Those who deviate
from these plans or fail to deliver on time and on budget risk losing
favor with management. I n making plansand schedulesuntouchabl e,
executives sometimes unwittingly foster dysfunctional behavior in



I ntroduction XV

which problemsare swept under the rug and individualswho sound
the alarmareignored or cagt out. This is not unusual. Everyonewith
substantia experiencein the field can point to one or another proj-
ect that,on thesurface,appeared to be on track,only tofail in thefina
stretch because people were afraid to sy anything about known
problems.Those problemsinvariably come home to roost in thefina
weeks or months,when it'stoo late to do anything about them. This
behaviora problem will be addressed at two points in this book,
where baancing planning and adaptation are most relevant. Project
managers must learn to fulfill expectationsformed at the beginning
of aproject and learn to make midcourse adjustments.

What's Ahead

Likeother booksin the Harvard BusnessEssantias series, thisoneis
not designed to make you an expert, nor Wil it lead you through
lengthy academic research. Instead, it provides the action-oriented
advice you need to quickly become more effective. It addresses the
two essentid aspects of the subject: (1) the techniques of project
management (design, planning, execution,and so forth) and (2) the
many team-specific issues that are absolutely necessary for success,
The team component of project management is of critical impor-
tance, yet is overlooked i n many books.

Chapter 1 will introduceyou to the big picture, briefly describ-
ing the four processes involved in project work: defining and organ-
izing the project, planning, managing project execution,and closing
down the project once thejob is done. Subsequent chaptersdescribe
those processesin much greater detail.

Chapter 2 revedsthe cagt of characterstypicdly involvedin proj-
ect work: the sponsor, project manager, team leaders, and team mem-
bers. Each player has roles and responsibilities,and they are spelled
out here.

The next chapter, chapter 3,takesaleaf from the operating man-
ud for team-based work. Like every team, a project needs a charter
that stateswhat it will do, the time frame over which it will operate,
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the resources at its digposd, and the ddliverables expected by the
sponsor and other key stakeholders. I n the absence of asigned char-
ter, the project team cannot be certain of its objectivesor the expec-
tation of stakeholders.Worse, a the end of the road, the sponsor
might sy," That's not what | meant!™ It happens.

Once it hasits charter,aproject is ready to roll. But not so fast.
Internal operating issues must be addressed and agreed to. These in-
clude how decisionswill be made, amethod of keeping track of un-
resolved questions,a plan for communicating with project members
and stakeholders, and so forth. Such internal issues are covered in
chapter 4.

Chapter 5 introduces one of the foundational techniques of
project management: work breakdown structure (WBS).You cannot
plan aproject if you don't have afirm grasp on thistechnique. WBS
decomposes the project into a set of manageable, bite-sized tasks,
with an estimate of the time and money needed to complete each.

If you take care to think of everything that must be done to meet
your objective, you will be ready for the next chapter, on scheduling
the work. Scheduling begins with understanding the dependencies
that exist between the tasks defined through WBS. Dependencies
matter. For example, when you get ready for work in the morning,
it's best to take ashower before getting dressed.Wouldn't you agree?
And when you do get dressed, it's wise to put on your socks before
you put on your shoes. Handling those tasks in the wrong order
would create quite amess. It's the same with project tasks somemust
wait until othersare completed--or partially completed. Others can
bedonein parallel. You'll |learn about task dependenciesin chapter 6,
andyou'll aso read about how you can usethat knowledgeto sched-
ule tasks using project tools such as Gantt and PERT charts. The im-
portant issue of the critical path is dso explained.

Work breakdown structure and scheduling often uncover dis-
crepancies between what is possble and what is specified in the
charter and in the stakeholders expectations. You may, for example,
have a boss who ingsts on project completion within four months
with a budget of $200,000. If satisfactory completion under the ex-
isting termsisimpossible, trade-offs and adjustments—the subject of
chapter 7—will have to be made.
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Chapter 8 is about managing risk. Project planning involvesthe
future, which is bound to contain surprises and setbacks. What are
the major risks facing your project?Will the scientific s&ff fal to
produce a working prototype on schedule? What would happenif a
key supplier went out of businessor ddlivered substandard materials?
This chapter will show you how to identify your risks, take actions
to avoid or minimize their impact, and develop contingency plans.
Thesubject of risk is continued in chapter 9, but herethefocusison
therisksthat you cannot reasonably identify or anticipate. It proposes
an adaptive project management approach as a solution. That ap-
proach emphasizes smdl incremental steps followed by evauation
and adjustment,fast cycles, early vaue delivery,and rapid learning by
project team members.

Chapter 10 is about two preparatory details that must be tended
to: the all-important project launch and team-based work. The
launch section explains the why and how of project launch meet-
ings. This meeting must signal the beginning of an important en-
deavor—one that isaligned with the organization's highest godsand
from which dl participantswill benefit. It should dso provide clear
evidence that top management supports the project and its people.
The next section of chapter 10 is a primer on the bascs of team-
based work. It explains how the project leadership must establish
norms of behavior, such as meeting attendance, how to give and re-
ceivefeedback, the importance of confidentiality and so forth. Un-
less people understand how to work as a team, successis unlikely

Chapter 11 tdls project managersand teamleadershow they can
maintain control and keep people's work on track. When resources
are finite and deadlinesare fixed, they cannot allow individuas and
work teamsto operate willy-nilly and without coordination.Every-
one must work toward the same gods Four means of maintaining
project control are offeredin this chapter: budgets that pace spend-
ing, turning time-wasting conflict to collaboration,communication,
and clearingaway problems.

Chapter 12 addressesthe fourth and final phase of project man-
agement: the closedown. Closedown is dmost as important as the
project launch. It is the point a which the team ddiversits results to
the sponsor and stakeholders, thanks people for their contributions,



celebrates, documents its work, and then attempts to learn from its
experience. Of these steps, learning may be the most important.
People must answer the question, If we could start over again to-
morrow, what would we change? They will take that answer—and it
lessons—to their next projects.And make no mistake, there will be
future projects.

The back matter of this book containsfour itemsyou may find
useful. The first isaset of project management worksheetsand check-
ligts. Free interactiveversions of them and other tools highlighted in
the Harvard Business Essentids series can be downloaded from the
official seriesWeb site, www.elearning.hbsp.org/businesstools. Check
it out. Chancesarethat you'l find toolsthat you can use

The second item is" A Guide to Effective Meetings." Projects
generally have lots of meetings. Most conscientious people didike
meetings, and rightly so, since many meetings are time wasters. But
meetings are essentia,and effectively run meetings get things done.
They aren't time wasters. This short guide will help you prepare for
meetings,r un them effectively, and follow up for better results.

Thethirditem isaglossay of terms. Every discipline hasits spe-
cia vocabulary, and project management is no exception. When you
see aword itaicized in the text, that's your cue that the word is de-
fined in the glossary.

Finally," For Further Reading™ identifiesbooks and articles that
can tell you more about topics covered in this book. If you want to
dig deeper into any agpects of project management, these supple-
mental sources are readily avallable.

The content of this book draws heavily on a number of books,
articles,and online publications of Harvard Busness School Publish-
ing,in particular, the project management and leading teams mod-
ules of Harvard ManageMentor®, an online service. All other sources
are noted with standard endnote citations.



Four Phasss

K ey Topics Covered in This Chapter

* An overview of thefour phases of project
management

» Uncovering the aore issues of your project

o Identifying your project’s Sakeholders



ROJECTs COME in all typesand Szes, from building

orbiting space stations to installing new information

systems. Yet the essentia elements of project manage-
ment are the same. Those eements are typicdly handled within a
four-phase process.

1. Definingand organizing the project
2. Planning the project
3. Managing project execution

4. Closing down the project

This chapter provides an overview of that process.

Figure 1-1 representsthe four phases as an integrated model. In
one sense, this model is linear: First, we define and organize the
project,then we plan the work in detail,and so forth. But the redlity
of project management is never that tidy. Many aspects of the proj-
ect cannot be anticipated. Some of those aspects are negative—for
example, akey supplier may be hamstrung by astrike, or the project
manager may accept an offer to join another company. Others are
positive. For example, in the course of developing a new product, a
project team member may discover an important new market; in
order to exploit that market, the product would require dightly dif-
ferent specifications. Such a discovery represents an important and
unanticipated opportunity for the company. But capturing it re-
quires changesin the project's scheduleand budget. Thus, the model
is not entirely linear, and 0 there must be feedback loops and
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FIGURE 1-1

The Project Management Model

Adjustments

v 1
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Organize B " Execution Down
Adjustments Learning for
to Current Project Future Projects

opportunities for readjustment between the four phases. Even the
final phase of the model, closing down the project, has a feedback
loop that informs the next project start-up. That feedback can help
the organizationlearn from its experience and improve the perfor-
mance of future projects.

Whether you're creating a backup system for your company's
computer network or busily working on the next Martian space
probe, you will deal with thisfour-phase process or something very
smilar. Each phase is described briefly below, with the details pro-
vided in subsequent chapters.

Definingand Organizing the Project
This phase has two purposes.
1. To dearly define the project's objectivesas thoroughly as possble

2. To organize the right people and al necessary resourcesaround
those objectives

Defining theObjective

In Lewis Carroll's Through the Looking-Glass, Alice agks the Cheshire
Cat, "Would you tdl me, please, which way | ought to go from
here?” The cat answers that the right way depends on where she
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wants to go."l don't much care where," saysAlice"as long as | get
somewhere." The cat replies, “Oh, you're sure to do that,if only you
wak long enough.

Obvioudy, you don't want to be like Alice, wandering endlessly
and randomly until, by chance,you arrive a asuitable" somewhere."
The best way to get whereyou aregoingis to first identify your des-
tination. This commonsense advice seems obvious, but is not dways
observed in practice. What problem is your project expected to
solve?What deliverable does management expect from your team?
You may have clear answers to those questions, but not everyone
may agree with you. Other project team members, the stakeholders
who will use the project'soutput, and the senior managers who will
judge the success or failure of your work may have dightly different
expectations. So before you begin to plan the work, make sure that
everyoneis singing from the same page in the hymn book. Identify
the project's objective or objectivesin the clearest possble terms.
WEell seein chapter 2 how a project charter serves this purpose.

Sometimesit is essy for everyoneto agree on objectives. This is
especidly true when the desired outcome follows dearly from the
motivationfor the project—for example,when everyonesaysin uni-
son," The problem is * Harvard professors Lynda Apple-
gate, Robert Austin,andWarren McFarlan refer to these Situations as
"highly structured projects.” In describing corporate information-
technology projects, they say, “High structureimpliesthat the nature
of the task definesits outputs, the possbility of users changing their
minds about the desired outputsis practicaly nonexistent,and sig-
nificant change management issues are not present.”! Unfortunately,
few project situations are highly structured. Objectivesare not dways
shared. Even the definition of the problem may be unresolved. Con-
Sder thisexample:

Senior management has enlisted Sam, manager of the company's IT
department, to develop a new database and data-entry system— and
he's prepared to start work tomorrow. In fact, he kas been waiting all
year for thego-ahead to upgrade those parts of the company’s I T sys-
tem. But will his responsereally address the problem? “I know what
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the problem is" he answers." Everyone is complaining that they can't
get data out the system fast enough. And then they have to sift through
many reports to compile the customer information they need

to make decisions.”

Thecomplaintscited by Sam may be genuine,but they are only symp-
tomsof aproblemand don't clearly express user needs. What arethose
needs?N o one knowsfor certain. Peoplein marketing may citesome
data needs, but employees in manufacturing and finance may cite
others. Nor is there any indication of when the fur is needed, or how
much the company iswillingto spend to fix the perceived problems.

Here'sanother example:™ Develop aWeb site cgpable of provid-
ing fast, accurate, cost-effective product information and fulfillment
to our custorers.” That is how asponsor described a project's objec-
tive. But what exactly does he mean? What is"'fast""?How should ac-
curacy be defined?1s one error in 1,000 transactions acceptable, or
would one error in 10,000 meet the sponsor's expectation? To what
degree must the site be cost effective?Those are dl questions that
must be answered in consultation with the sponsor. All objectives
should be specific and messurable. If they are not, the project team
will have no way of knowing whether the gponsor's objectives have
been met. One way to achieve clarity on the objectiveis through a
dialogue whoseexplicit amisto achieve agreement on (1) the prob-
lem or opportunity that motivatesthe project and (2) what the out-
put of the project team should |ook like. There should aso be atime
frame within which objectiveswill be achieved; the project cannot
be open-ended.

Theissues describedin the examplesjust given arefairly typical.
Objectives mugt be clarified and agreement on them must be
reached before the red work of the project can beginin earnest. Bad
things happen when managersfail to do s0. Inthefirst example, Sam,
the IT manager, runs the risk of wasting time by designingasystem
that is either too smpleor too complicated—or one that doesn't re-
spond to the fundamental concerns of stakeholders. His employer
runsthe risk of wastinglargesums of money and the energy of many
key personnd.
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Dialogueis one techniquefor clarifying project objectives. An-
other,as suggested by Robert Austin, isto develop a prototypeof the
project's outcome. For example, for a software project, many use a
smple working prototypeto demonstratekey features and functions.
Prototypedevel opment takestime and money, but having atangible,
working version of the final output in hand can dlicit very useful
feedback from stakeholders. Feedback informed by contact with a
prototype--such as, "Generdly, | like the way this works, but I'd
make it easier to usg' —will be superior to the sponsor'sreaction to
a paper document that describes what a hypothetical piece of soft-
ware might do. It dso providessome assurance that you will not get
to the end of along project and hear the sponsor or customer sy,
"No, thisisn't what | had in mind.""

What arethe real issues at the core of your project?Asking these
questions can help you uncover them:

A stakeholder is anyone with avested interest in a project's out-
come. Likewise, a stakeholder is anyone who will judge a pro-
ject's success or failure. Project team members, customers, and
senior management are al likely stakeholders. To identify the
stakeholdersin your project, pay attention to thefollowing:

* Thefunctions of individualswho will be affected by your
project's activitiesor outcomes

* The contributorsof project resources, including people,
space, time, tools, and money

» The usrsand/or beneficiaries of the project's output

Eachis astakeholder in your project.
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» What is the perceived need or purposefor what we are trying
to do?

* Why do people see this & a problem that needs to be solved?
* Who hes agteke in the outcome?

* How do the various stakeholders gods differ?

* What criteriawill stakeholders use to judge success or failure?

Have those questions answered correctly—and by the stakehold-
ers—and you will increase the likelihood of your project's success.

Organizingthe Effort

Onceyou are satisfied that the project has a clear, unambiguous ob-
jective, the next choreisto organizethe effort. The movingforce be-
hind that step should be either the executive who proposed and
authorized the project or the individua appointed as project man-
ager. In either case, someone mugt create a team that's capable of
achieving the project'sobjective.

At thisearly stage, the organizer must consider the objectiveand
make a rough-cut determinationof which people and what resources
will be needed to get thejob done. In his book Strategic Benchmark-
ing, Gregory Watson provides a glimpse of how thiswas successfully
done in the case of Ford Motor Company's development of the
original Taurus automobile model back in thelate 1970s. Ford's sen-
ior management literally bet their company on the Taurus project,
which represented a major break in design from the company's ex-
isting vehicles. But it weas a bet that paid off hugely for Ford. And
proj ect team organization played a major part in that success.

As described by Watson, compl etion of the project required the
involvement of every functional group in the company. The groups
participated through a cross-functiond team headed by asenior proj-
ect manager named Lew Veradi. According to Watson, Veraldi had
broad discretionin selectingteam members, which he accomplished
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by mapping dl required arees of technical and market expertise
needed to produce and launch a new car model. Team membership
was represented through two leves an inner circle of key people
numbering less than ten, and alarger set of players numbering over
400. It would take that many to get the job done. Only afraction of
these woul d dedi cate100 percent of their timeto Team Taurus work.
Each team member, however, would bring along al the know-how
and resourcesof hisor her functional department.?

As described here, the mapping exercise identified the people
and resourcesneeded to accomplish the mission. Among thesewes a
smdl core group of influential people who formed, in effect, an ex-
ecutive counsd for the much larger project team. This core group
had organizational clout and the authority to allocate resources.
While hundreds of otherswere represented within the project team
and itswork, this executive council was smdl enough to make deci-
sions and had the power to makeits decisons stick. (You should dso
note in this example that the leader and core team fit the common
definition of heavyweights. Steven Wheelwright and Kim Clark,
who developed that term, defined heavyweightsas individuals who
have both high technical expertise and organizational clout. They
bring various strengths and wesknesses to every project effort.)*

Your projectsare unlikely to be aslarge and complex as the Tau-
rus project. Nevertheless,organizing the effort should follow asmilar
gpproach—namdly, identifyingand enlisting al the expertise, resources,
and people needed to complete the job. The details of assessing the
needed skillsand resources will be providedin later chapters.

Planningthe Project

Planningis the second phase of the project management process. It is
a necessary prelude to action. Project planning generdly begins with
the objective and works backward, in effect asking, " Given our ob-
jective of , What set of tasks must we complete™*

Moreaccurately,planners must dso decidein what order and within
what time frame they must compl ete those tasks. For example,if the
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objectiveistoland acat on the moon within five yearsand bring her
home safdy, a rough-cut plan, or feasbility study, might take the
form shownin figure 1-2. Here the planner has taken the stated goa
and broken it down into aset of key tasks.Just & important, she has
created time frames within which each task must be completed for
the overall objective to be completed on schedule.

I n the project planning phase, each task and subtask is assgned a
reasonable time for completion. When they are put into a master
schedule (with some done in seriesand othersin paraléel),the proj-
ect manager is able to determine (1) whether some individuals are
overloaded while others are not being asked to do enough and (2)
the end-to-end time required for the project. If that time is greater
than that specified in the charter, adjustments must be made to the
scope of the project, to the schedule, and/or to the resources com-
mitted by the charter.

The project manager and appropriate team members must then
analyzethe taksto determinewhether al are necessary and whether
some can be redesigned to make them faster and less cosily to complete.

FIGURE 1-2

Plan for National Cat in Space Program

Year 1 2 3 4 5




10 Managing Projects Largeand Small

M anaging Proj ect Execution

Once a project is up and running, it must be managed. An unman-
aged project will very likdy fail. Efforts will be unceordinated—
wasting time and money--or the project's energy Will veer off
course, producing deliverablesthat fail to match those stipulated by
the sponsor and stakeholders.

Project execution requiresdl thetraditional skills of sound man-
agement: keeping people motivated and focused on goals, mediating
between the people above and the people below, making decisions,
alocating scarce resourcesto their highest uses, reall ocating resources
to ded with emerging problems, and o forth. The project manager
must dso monitor and control adherenceto the schedul e, budget,and
quality standards. And as we will seelater, he or she must give partic-
ular attention to the kindsof issuesthat go hand-in-hand with team-
basad work: interpersonal conflict, collaboration,and communication.

Closing the Proj ect

Closedown s the fina phase of project management. By definition,
every project has an end point—the time a which objectives are
achieved and deliverables are handed over to stakeholders. At that
point, the project must fold its tents and its membersreturn to their
regular assgnments.

Learning is the most important activity of this project phase.
Though most participantswill be anxious to go back to their tradi-
tiona duties, they should take time to reflect on their experience.
What went well, and what went badlyWhat could have been im-
proved?Using the benefits of hindsight, how should the project have
been planned and executed?T he lessons |earned through reflection
must be recorded and incorporated in future projects. Doing o will
put the next project team on a strong footing.

The four phases described above are time tested and highly suitable
for most projects. The detail sof each phasewill unfoldin the chapters
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that follow. But eswewill learn|ater, thislogicd, essentidly linear gp-
proachislesssuitablefor projectsthat face high levels of uncertainty.

Summing Up

* Projects havefour badc phases: defining and organizing, plan-
ning, managing execution,and closing down.

* Though it would appear that the four phasesshould be handled
one after another,in alinear fashion, the redity of project work
is seldom that tidy.

* Thetasksinvolvedin thefirst phase are to clearly define project
objectivesand to organize the right people and resources
around them.

» The moving force behind organizingthe effort is either the ex-
ecutive who proposed and authorized the project or theindi-
vidual appointed as project manager.

» The second project phase, planning, generally beginswith the
objective and works backward, identifying each of the many
tasks that must be completed, estimating the time needed to
finish them, and scheduling them in the right order.

* The managing execution phase requiresdl the traditional
chores of effective management as well as careful monitoring
and control. Together, they assure adherence to the schedule,
budget, and quality standards.

* One of the uniquefeatures of a project is that it has alimited
life. 1t endswhen objectives are achieved and ddiverablesare
given to stakeholders. The project then terminates, but only
after wrapping up loose ends and reflecting on the lessons
learned from the experience.






Who's Who in Project Management

K ey Topics Covered in This Chapter

Understanding the rales of the project
sponsor, project manager, project team
leader, and team members

» Choosing leaders
SHecting team members

®  The six characteridlics of effective teams



HE SUCCESS of project work is naturally affected by

the people who participate. Yes, a sound organizational

structure matters; so does good management. But nei-
ther will produce a satisfactory outcome if the right people are not
on board--or if those people are not clear about their roles This
chapter identifiesthe key project playersand their roles and respon-
shilities. Furthermore, it provides advice about the characteristics
of effective project managers and project teams and how to sdect
team members.

Project Sponsor

Whether a project is formed by a manager or by a group of staff
members, it must have a sponsor. The sponsor authorizesthe project.
He or she should be a manager or executive with a red stake in
the outcome and with accountability for the project's performance.
The sponsor should dso have the authority to define the scope of
the work, provideit with necessary resources, and approve or reject
the final output. In other words, the sponsor should be a person with
red clout—someone who's capable of

championing the project at the highest leve,
* clearing awvay organizationa obstructions,
* providing the resources required for success and
» communicating effectively with the CEO and key stakeholders.
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In their book Radical Innovation, Richard Leifer and his col-
leagues made an important observation about each of the ten cases
they studied. That observation is rdevant here. They found that in
each caseahighly placed sponsor, or patron, was instrumental in pro-
viding critical services." These sponsors kept their projects dive by
providing funding—sometimes through normal channels,and some-
times under the table. They deflected attemptsto terminateinnova-
tion projects and promoted the vaue of project gods to higher
management.Without the protection and support of these patrons,
each of the ten projects would have died or limped along, starving
for fundsand without a clear conclusion.

The sponsor must protect the project from high-level enemies
who seeits objective as athreat to their personal turf. Thisis partic-
ularly critical when a project is working to develop products or
technologies that, if successful, will cannibalize the sdes of current
productsor render them obsolete. In theseinstances, powerful exec-
utives who represent the current product lines are likely to be hos-
tileto the project'sgoadsand may usetheir power to withhold funding
or disrupt the team's work. Here it is wise to recal Machiavelli’s
warning in The Prince to dl who attempt to alter the status quo:
"Thereis nothing more difficult to carry out, or more doubtful of
suceess, nor more dangerous to handle, than to initiate a new order
of things. For the reformer has enemiesin all those who profit from
the old order.”

Does your project have an influentia sponsor?If it does, is that
sponsor acting & a true champion by providing resourcesand fend-
ing offinternal enemies?Is the sponsor sufficiently wise to differen-
tiate between unwarranted negativism and criticism that identifies
redl problems?

If you are asenior executive, think about the peopleyou put for-
ward assponsors.Are they really committedto their projectssuccess?
Do they act as champions,or are they smply going through the mo-
tions? Haveyou arranged things o that they have apersonal sake—
such a a bonus—in their teams success or failure?This last point
merits specid attention. Sponsors should have''skin in the game™ If
they have nothing to lose (and perhaps something to gain) from
project failure, their usefulness is questionable.
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 Ensure that the project's progress is communicated to the rest
of the organization and to the leadership in particular.

Ensure that senior management supportsthe project teem's
decisonsand direction.

» Beadlert to any changein company objectivesthat may affect
the project's objectives. Project objectivesmust be aligned
with company objectives.

* Remember that some managers will not want their subordi-
nates splitting their time between project dutiesand their
regular assignments. Work with these managers to smooth
over difficulties.

Project Manager

Every project hasasingle manager. The project rmarager is the individ-
ua charged with planning and scheduling project tasks and day-to-
day management of project execution. He or she is dso the person
with the greatest accountability for the endeavor's success. This per-
son receives authority from the sponsor and plays a centra role in
each phase of the project's life cycle, from design and organizationto
project closedown and evaluation—and everythingin between.

In many respects, the task of the project manager is smilar to
those of amanagerin any other function. Both are charged with ob-
taining results through people and other resources. And like the tra-
ditional manager, the project manager must dso

* recruit effective participants,
* provide a framework for the project's activities,

* keep the vison clear;
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» coordinateactivities;

* negotiate with higher authorities,and with the sponsorin
particular;

* mediate conflicts;
* identify needed resources;
e ==t milestones;
* manage the budget;
ensure that everyone contributesand benefits;
* keep work on track; and
* assure that project gods are delivered on time and on budget.

Doesn't that sound like the typica manager's role?1n big projects
itis,infact,very amilar. In these cases the project manager actsas de-
cision maker, delegator, director, motivator, and scheduler of others
work. He or sheislike the traditional boss. On the other hand, the
project manager may not haveformal authority over the peoplewho
do thework. For example,the project manager of anew I T initiative
may bethel T manager,but the project membersmay bedrawnfrom
marketing,finance, customer service, and so forth. They are not indi-
viduas over whom the project manager hes direct authority or the
traditional forms of leverage, such a pay rases and promotions, O
the project manager must rely on his or her leadership qualitiestoin-
fluence behavior and performance.

Proect Team Leader

Many large projects are organized to include a project team |eader
who reportsdirectly to the project manager, as shown in figure 2-1.
I nsmall projects, the project manager wears both hats.

The team leader cannot act like the boss and till obtain the bene-
fitsnormally associated with team-based work. Instead, the team | eader
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FIGURE 2-1

Sponsors, Project Managers, Project Team Leaders, and Members

Project Manager
A

Team Members | ‘ Team Members

must adopt five important roles initiator, model, negotiator, listener,
and coach.The teamleader must dso pitchin asaworking member.

Leader As Initiator

The team leader must initiate action. Though the effective leader
does not tell people what they must do, he or she draws attention to
actions that must be taken if team gods are to be met. A good team
leader iswdll positioned to initiate action because he or she usudly
stands somewhat apart from the day-to-day work of the team, a po-
sitionfrom which the connectionsbetween that work and the higher
objectives of the effort can be more readily observed. While mem-
bers are deeply enmeshed in tasks and problem solving, the leader
isin close contact with the expectationsof the sponsor, the project
manager, and external stakeholders. Using evidence and rational ar-
gument, the leader encourages membersto take the steps needed to
meet thoselarger expectations. This is an important function, partic-
ularly when those expectationsare in conflict with the persona ex-
pectationsof individual team members.
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Leader As M odel

Both traditional managers and team leaders can use their own be-
havior to shape othersbehavior and performance. The big difference
is that team leaders must rely more heavily on this tactic, since they
cannot use promotions,compensations,and threats of dismissa toin-
fluence team members.

Model behavior by the team leader is, in fact, apowerful tool. It
sts a standard to which others must rise, if only to avoid seeming
ineffective or petty. Leaders can model team behavior in many dif-
ferent ways If team members need to get out of the office and rub
shoulderswith customers, an effective leader would not instruct them
to do 0. Instead, he or she would begin aregular practice of trav-
eling to customer locations, creating customer focus groups, and so
forth. Team memberswould be encouraged to participate.l n aword,
the leader would model abehavior that had a direct impact on team
performance.

Leader AsNegotiator

"I'd likeBill tojoin our process-improvementteam,” the team |eader
told Bill's manager. The manager frowned; Bill was one of her best
performers." Being part of the team will involve an estimated four
hours of work each week," the team leader continued, “that includes
mestings and team assignments.”

Managers do not particularly welcome requests like that one.
The team has godls, but o do the managerswho are asked to con-
tribute skilled employees and other resources, complying with a
team leader's request can only make their jobs more difficult. Effec-
tive team leaders recognize this and use negotiating skills to obtain
what they need. The executive sponsor can facilitate the process by
makingit clear that the project's godsareimportant to the company
and that the cooperation of managersis expected.

The best way to negotiatewith resource providersisto framethe
Situation in a positive way—as mutually beneficial. A mutually ben-
eficid negotiation occurs when both partiesrecognize opportunities
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for gain. If you are a project team leader, you will have a better
chance of framing your negotiationsas good for both partiesif you
do thefollowing:

» Emphasize the higher-level gods of the organization, and
how successful team action will contribute to them. Doing
so underscores a point well explain later in this book —that
project gods must be important and aligned with organiza-
tiona gods.

¢ Emphasize how the other party will benefit by helpingthe
project—for example, by indicatinghow the project's success
will contribute to the other party's success.

To be asuccessful negotiator,the team leader must present himselfas
trustworthy and reliable and the mutual benefits es redidtic.

Leader AsListener

A good leader spends as much time listening as talking. Listening is
asensing activity that gathers sgnds from the environment—signals
about impending trouble, employee discontent, and opportunities
for gain. The main benefit of bringing together people with di-
verse experiencesand skillsis that different members < have use-
ful knowledge and insights. Team members will be encouraged by a
leader who listens to share what they know or perceive. Sensing nat-
urally leads to aresponse. The |eader who listenswell generally rec-
ommends actions informed by the experience and knowledge of

many people.

A good team leader findsways to help team membersexcd. In most
cases, thisis accomplished through coaching. Coaching is a two-way
activity in which the parties share knowledge and experience to
maximize a team member's potential and help him or her achieve
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agreed-upon gods. It is a shared effort in which the person being
coached participates actively and willingly. Good team leadersfind
coaching opportunitiesin the course of everyday business. Their
coaching can help members with many routine activities: to make
better presentations, to schedule their work, to deal with intrateam
conflict, to obtain externa resources, to set up abudget, to develop
skills, or even to work effectively in ateam environment.

Coaching opportunities are especiadly prevaent within teams
because so many of the skills memberseventually need are skillsthey
don't have but must learn as their projects unfold. For example, an
engineer recruited because of her technica capabilities may sud-
denly find that she must prepare and present a businesdike progress
report to senior management. She must develop presentation skills
quickly —and coaching by the team leader can help.

Leader AsWorking M ember

A project leader must d<o pitchin and do a share of the work, par-
ticularly in aress where he or she has specid competence.ldedly, that
share will include one or two of the unpleasant or unexciting jobs
that no one redly wants to do. Pitching in solidifies the perception
that the leader isa member of the team, not a traditional boss.

What are the characteristics of a person who can do mogt, or all, of
the things just described?For starters, a team leader should have the
leadership skills we are dl acquainted with: the ability to set a direc-
tion that otherswill follow, good communi cationskills, the ability to
give and to accept feedback,integrity,and high sandardsfor perfor-
mance. Beyond these, a project team |l eader should have apostive at-
titude toward team-based work —and preferably experiencewith it.
Thelagt personyoud want to fill thejob would be someonewhoin-
ggson acting like atraditional boss.

The team leader should adso enjoy credibility among team mem-
bers That means having appropriate skills and experience and a
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reputationfor dealing effectively with others. Lack of credibility can
leed to ridicule and a highly dysfunctiona situation.

Choosingthe Leade

The project manager may designate ateam leader if the project is of
very short duration, if there is an immediate need for a team (asin
criss),or if thereis an organizationa reason for a certain person to
be the team |eader (such as givingacompetent younger employeean
opportunity to learn and practice leadership skills). In other situa-
tions, the team may select its own leader—-or rotate the leadership
post and itsresponsibilitieson aregular bess

OnelLeader or Several ?

We generdly think in terms of asingleformal leader. Investinglead-
ership in a single person asaures that authority has an undivided
voice. How, after all, would ateam get things doneif it had two bick-
ering leaders?Whose direction would people follow?The experi-
ence of teams, however,indicates that investingleadershipin asingle
person is not an absolute necessity & long & there is agreement
among leaders on means and ends. The only necessity is that leaders
are of onemind as to their goa and itsimportance.

A project that brings together many people representingtwo or
more technical speciaties may, in fact, benefit from multipleleader-
ship, particularly if the leadersreport to asingle project manager. For
example,ateam whose god was to establish a new e-commerce site
had a project manager and four arealeaders. atechnical leader,a user
interfaceleader, asite strategy leader, and a content leader, smilar to
what is shown in figure 2-1. Each leader reported to the project
manager, and each had responsibility for avery unique aspect of the
project'swork. Within these aress of responsbility, team leaders had
authority to make decisionsand to alocate resources. Only when
their decisionsaffected other teams, the project plan, the budget, or
the schedule were they required to seek gpprova from the project
manager or other high-leve authority.
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* Regularly communicateprogressand problems with the
project manager.

Periodically assess team progress, the outlook of members,
and how each member views hisor her contribution.

Make sure that everyone contributesand everyone's voice
is heard.

* Do ashare of the work.

* Resist the urgeto act like aboss

Project Team Members

The heart of any project,and the true engine of itswork, isitsmem-
bership. Yes, a good sponsor can clear the way and secure resources,
and, yes a good project leader can motivate performance and keep
thework focused. But it's the project team memberswho do most of
the work. As aconsequence, bringing together the right people with
the right sKkillsis extremely important.

Choosing good team membersis probably the trickiest part of
team design.A team can acquireits membersin one or more of the
following ways

* Assignment. The sponsor sdects the appropriate people and
invites them to participate.

* Voluntary. The people most invested or most interested in the
work step forward as potential members.

* Nominated. Peoplewho have an interest in the project nomi-
nate individualswho have the right skillsand in whom they
have confidence.

None of these selection methods is inherently better or worse than
others. Each is cgpable of tapping the right members. But each is
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equally capable of putting the wrong people on a team, particularly
when the organization is highly politicized. Consider these examples:

 The sponsor has selected most of the membersof anew Web
Ste design team. Hugh, the sponsor's right-hand man, is one of
them. Hugh doesn't know aserver from a hyperlink and has
nothing in particular to contribute to the team effort. His only
purpose will be to report back to the sponsor, who distrusts
severd team members. For the team, Hugh is excess baggage.
Other team memberswill quickly discover his role e inform-
ant and react negetively.

» Ann has volunteered to work on a project that's being orga-
nized to reengineer the company's order-fulfillment process.
Annisnt particularly interested in the project's objective, but
she sees membership as away to get face time with Katherine,
the project manager and a rising manager in the company.Ann
is dso concerned that her main rival for a promotion is dready
on the team.”'If heés on that team, | had better be on it too," she
reasons. It's clear that Ann's commitment is not to the team's
objective but to her own sdf-interest. As a consequence, her
vaue to the project is questionable.

» Harry has volunteered for the same reengineering project. He
hes a proprietary interest in the current order-fulfillment
processand believes that his organizational standing will suffer
if the team adopts a radicad makeover of that process. His moti-
vation is sdf-protection, and his commitment is not to the
team's objective but to the status quo. He absolutely should not
be on the team.

* Ralph has nominated Muriel, one of hisdirect reports, to the
Web site design team. " Thiswill be agood learning experience
for her,"” he tdls himself. Yes, Muriel's participation might be a
very good thing for her career devel opment,but will it be avery
good thing for the team? What does she have to contribute?

Do you see examples like those in your organization? If you do,
watch out. In each example, an individual wes put forward & a proj-
ect team member for a reason that had nothing to do with helping
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the project achieve its stated god's. Such approachesto member se-
lection should be avoided. A case might be madefor Muriel'sinclu-
sionin the team, however, if sheisafast |earner and ahard worker.
But the achievement of project goalsmust have priority over the de-
velopment of individual members.

Criteriafor Project Team M ember ship

If having the right people on board is 0 important, what criteria
should ateam |leader look for?

SKILL ASSESSMENT. Team selection should idedly be deter-
mined by the skills needed to accomplish the work. Skill assessment
is a two-stage process. The first stage looks objectively at atask and
determines exactly what skills are needed to get it done. For exam-
ple, in examining dl the activities that need to be done, the leader
may determine that the team must include members with the fol-
lowingskills: market research, el ectrical engineering, manufacturing,
and purchasing. Together, they represent dl the skills and resources
needed to achievethe project's godl.

Stage two of skill assessment looks at the peoplein the organiza-
tion and determines which have the right skills. The right skills
may be categorized as technica, problem-solving,interpersonal, and
organizationdl.

* Technical skill refersto specific expertise—in market research,
finance, software programming, and so forth. Technical skill is
usudly the product of specid training.

* Problem-solvingskill isan individud's ability to andyze diffi-
cult Situations or impasses and to craft solutions. Engineersare
trained as problem solvers. Credtive people have habits of mind
that help them see resolutions that routinely elude others. If
you're theleader,you need problem solvers on your team; oth-
erwise, people will continually look to you for solutions-and
that is not ateamwise approach.

* Interpersonal skill refersto an ability to work effectively with
others—a very important trait for team-based work. Don't
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overlook it. In practice,interpersonal skill takes the form of in-
terpersonal chemidry. Let's faceit, some people naturaly get
along well with particular people and not 0 wel with others.
For example, astraitlaced person with aformal demeanor and
no patiencefor joking and partying will most likely lack the
chemistry needed to work well with a group of fun-loving
software programmerswho come to work on skateboardsand
end the day with around of pizzaand beer. Businesspeopletoo
often view employees as interchangeabl e,aslong & they have
the same skill sets Don't make that mistake.

* organizational skills includethe ability to communicatewith
other units, knowledge of the company's political landscape,
and possesson of a network. Peoplewith these skills help the
team get things done and avoid conflict with operating units
and their personnel.

When forming project teams, thereisa natural tendency to focus
myopically on technical skills. It’s so obvious that specific technical
capabilities are needed that we focus on them to the exclusion of
other skills. As Jeffrey Polzer writes: “This is a sensble starting point
because, for example, a software development team cannot work
very well without programmers who know the particular coding
language to be used in the project; nor can an orchestra succeed
without individually talented musicians."* 2 Unfortunately, this atten-
tion to technical skills often overshadows attention to interpersonal
and organizationd skills, which, in the long run, may bejust asim-
portant. For instance, a brilliant programmer may actudly retard
team progressif she is secretive about her work, is unwilling to col-
laborate, or generates hostility among other members. In contrast, a
person with average technical skills but superb organizationa savwy
may be the team's most vauable member, thanks to his ability to
gather resources, enlist help from the operating units,and so forth.

Polzer cautions that there is still plenty of room for the talented
individual contributor who isn't very good a working with others.
The person's interpersonal weeknesses may be addressed through
coaching or other means. This advice should encourage managersto
be sanguineabout the positive and negative characterigtics of potentia
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team members. Individualswho are strongon all four skill measures—
technica, problem-solving, interpersonal, and organizationd --are
few and far between. Thus, one of the goasof member selection must
be to make the most of the talent avallable and to take steps to neu-
tralize peopl€swesknesses.

Most expertson team creation caution that you'll rarely get d| the
skills you need on the team. Somethingwill dways be missing. And in
most cases, it is impossible to anticipate every skill needed. As re-
searchersJon Katzenbachand Douglas Smith note:*“No teamsucceeds
withoutd| the skillsneeded to meet its purpose and performancegods
Y& most teamsfigure out the skill they will need after [our emphasis]
they are formed.”* Thus, the savwwy team leader looksfor peoplewith
both valued skills and the potential to learn new ones as needed.

ADDING AND SUBTRACTING MEMBERS. Be prepared to add
new membersand possbly bid thanks and good-byeto others over
time. New skills and members may be needed & the work changes
and the team makes progress toward its god. Consider the example
of a process-reengineering team that was charged with redesigning
a company's entire customer service function. This team began es a
amdl core group of five members. Over the sx months of itslife, it
recruited five additional members—each representing one of the
company's product groups. Once this team completed the plan for
customer service redesign, it moved to an implementation stage. At
that point, still more peoplewere recruited —people who would play
major rolesin plan implementation.

One caution on adding and offloading members. Over time,
membersadjust to the people and the working styles represented on
the team. They develop effective patterns for making decisions and
communicating—and SOmetimes do so very gradually. They identify
the team with the other players. This cohesion is undermined when
too many people join and exit the team. Newcomers are not fully
productiveduring the time they spend getting oriented. Those who
remain must expend lots of valuable time orienting the new mem-
bers and finding ways to work with them; they must spend still more
timefindingwaysto fill in for departed team members. So, minimize
this turnover as much as possible.
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The optimal sze for a project team depends on the project's
godsand tasks. Thus, the best advice about how many peopleto
have on a team is this Have just enough people to do the job
and no more. Having too few people will dow you down and
possibly mean that you don't have all the requisite skills. Having
too many will dso dow you down by shifting valuabletime and
energy into communication and coordination efforts. There is
dso the problem of commitment. Individua commitment to
the team and its gods tends to diminish & more people are
added. So recruit as many people as you need to get the job
done—but no more.

AuthorsJon Katzenbach and Douglas Smith offer these cues
to knowing whether your teamissd| enough:"

 Team can convene easly and frequently.
» Members can communicateeasly and frequently.

» No additiona people are required to get thejob done.

'Jon R Katzenbach and Douglas K Smith, The Wisdom of Teams( Bost on: Harvard Business Schw| Press,
1993),62.

Completeal assgned tasks on time.

Communi cate dissatisfactionsand concerns with the leader
and other members.

Support the leader and other members.

Help otherswhen they ask,and &k for help when you need it.
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RECRUI TI NG Once acandidatefor membership has beeniden-
tified, his or her potential contribution should be discussed by the
team and with the sponsor. The candidate's supervisor should dso be
consulted, as team membership absorbs time that the candidate
would otherwise spend on regular assignments. Assuming agreement
amongadl parties, the candidate can then beinvited to join.

Note:The appendixesat the end of thisbook containworksheets
that can help you as you form your team.

Some projects have another leve of oversight and authority,one
we havent mentioned in our who's who list, caled the project
steering committee. I n figure 2-1, thissteering committee occupies
the box otherwise occupied by the sponsor. In fact, in projects
with steering committees, the sponsor is amember of the com-
mittee, along with dl other key stakeholders. The role of the
committeeis to do the following:

* Approve the project charter
* Secure resources

* Adjudicated!| requeststo change key project el ements,includ-
ing deliverables, schedule, and budget

The project steering committee has the ultimate authority on
thosematters. A steeringcommitteeisagoodideawhen anumber
of different partnering companies, units, or individuas have a
strong sakein the project. A steering committee represents these
different interests. As such, it iswell positionedto sort out compli-
cated, interfirm, or interdepartment project problems. Likewise,
steering committeesare vauable when many change requests—
concerningddiverables schedule,and budget-are anticipated.
The downside of having a steering committee is that it in-
volves another leve of oversight and that its meetings take up
the time of some of the company's most expensive employees.
| So, don’t have a steering committee if you don't need one. ]
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Characteristicsof Effective
Project Teans

Asde from the particular skills that people bring to a project, what
eseshould you look for? The literatureon team-based work provides
some insights.* That literature points to severd qualities as ingredi-
entsin team or project success. They are:

» Competence
* A clear and common godl
Commitment to the common god

* An environment within which everyone contributesand
everyone benefits

* A supportivestructure
= Alignment of project gods with organizational gods

Let'slook at each in detall.

Competence

To succeed, the team should have all the talent, knowledge, organi-
zational clout, experience, and technical know-how needed to get
the job done. Any weak or missing competencies jeopardize the
team god. In these cases, teams must strengthen wesknesses or re-
cruit for the missing competencies—something that successful teams
learn to do as they move forward.

What you need are individualswho bring critical competencies
to the effort. As a practical matter, that advice may need to be tem-
pered by the politica redities of the organization. For example,
Susan's goodwill could be extremely important if she wasin a posi-
tion to block the team's progress. Maki ng her a team member could
have the effect of getting her to buy in to team objectives, thus neu-
tralizing her danger to the team.
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A Clear, Common Goal

Have you ever been part of ateam or project group that didn't have
aclear idea of itspurpose?|f you have, you probably understand why
these groups are rardly successful. It is nearly impossible to succeed
when team members cannot articulate a clear and common godl.
The situation is even worse when the executives who sponsor and
charter teams are unclear or uncertain about what they want done.

One way to test for a clear and common goadl isto try the"ee-
vator speech” test. Take each member of the project asde and ask
the following question: If you were traveling by elevator between
the first and second floors with our CEO and he asked what your
team was working on, what would you say? Everyone working on
the project should be able to clearly and succinctly explain the goa
to the CEO—or to any intelligent stranger. Here are two statements
that meet the elevator speech test:

* "Weare redesigning our Web site with three objectivesin mind:
to make it capableof accommodating each of our different prod-
uct groups, to make site updating and expansion faster and less
coglly, and to enhance the customer experience.”

* "We are reengineering the entire customer service process. If
we are successful, 95 percent of incoming customer cdlswill be
handled by a single service rep, and 80 percent of all cdlswill
be resolved in three minutesor less™

Can everyoneon your team articul atethe project'sgoa with thisde-
gree of succinctnessand clarity 2Vould everyone'sdescription of the
goal be the same?If you sad no to either question,you have a prob-
lem.Try to addressthat problem asagroup. As will be explained|ater,
a project's goal is generdly handed to it by higher management,
which ssesa problem or opportunity and wantsit dealt with. I1dedly,
managementidentifiesthe end but leavesthe meansto peopleon the
team. Still, team members must share an understanding of the godl.
Otherwise, they wWill head i n different directions,dissipatingboth en-
ergy and resources. Conflict and bickering are guaranteed.
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Once they reach a common understanding of the god, project
team members, in concert with management, should specify it in
terms of performance metrics. In the example of customer service
reengineering, the team specified its god as follows " Ninety-five
percent of incoming customer calswill be handled by asingle ser-
vice rep, and 80 percent of all cdlswill be resolved in three minutes
or les" Metricslike these not only specify the goa more completely,
they dso provide a way to gauge progress toward goal completion.
For example, this team could have set up interim milestones such
as these:

» Within 9x months, 50 percent of incoming customer calswill be
handled by asingle rep.

» Within nine months, 75 percent of incoming customer cals will
be handled by a single rep.

« Within twelve months, 95 percent of incoming customer calls
will be handled by asingle rep.

A team without performance metrics cannot determine whether it
has been successful.

Commi t ment toa Common Goal

A shared understanding of the god is extremely important, but re-
dly effective teams go a step further. Their members are committed
to the god. There is a big difference between understanding and
commitment. Understanding assures that people know the direc-
tion in which they should work; commitment is a viscerd qudity
that motivatesthem to do the work and to keep workingwhen the
going gets tough.

People must see their team's god & being very important and
worthy of effort. If they lack a compelling purpose, some members
will not subordinatetheir personal goasto the team's goal. They will
not identify with the team or its purpose.

Commitment is dso a function of goa ownership and mutual
accountability Consider the following example:
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A number of individuals from different functional arees of a company
were brought together to solve a aritical problem: Their company was
losing cusomersto a rival that provided the same service at a markedly
lowerprice. That lower price was a function of the rival'sgreater effi-
dency in ddiveringits service The only solution was to find a way to
provide cusomers with greater value: a lower price, measurably better
Fvice o acombination of the two.

Every member of the project team understood the importance of
thegoal. Their economic futures and those of their conorkers depended
on their success And because management had not told team members
how they should achieve theirgoal, they had a sense of ownership
for both the effort and the result—and held each other accountable for
that result.

That's commitment. Don't confuse shared commitment with socid
compatibility. It's less important that people get along with each
other than it is that they are willing to work together to get things
done. Having a purposethat dl see assimportant can overcomesocia
incompatibilities.

You can recognize shared commitment in the vocabulary used
by team members. When people use we, us,and our instead of |, you,
and they, team commitment is in the air. Statementslike these sug-
gest red teamwork:

* "We are making good progress, but each of us must pick up
the pece™

* "Where do we stand with respect to our schedule?”
* " Our planis till in the formativestages.™

""Give us three months and accessto the customer data, and
well develop aworkable plan.™

Commitment to a common god is more eadly achieved if the
number of team membersis small. That ssemSintuitive. The military,
among others, has long recognized the importance of small-group
cohesion in generating individual commitment to both the unit and
its gods Soldiers will gripe endlesdy about the" damned army** but
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will often risk life and limb for the well-being of their smdl unit and
its members. For this reason, some experts on teams recommend
keeping membership as smdl as possble, with fewer membersbeing
better if all the right competencies are represented.

Commitment is adso enhanced through rewards. If people un-
derstand that promotions, bonuses, or pay increases are associated
with their successin achieving the team goal, their commitment will
increase. If they understand that the boss will get the credit and the
bulk of the monetary rewards, their commitment will evaporate.

Evay Member Contributes-Every Member Benefits

Have you ever been on a rowing team?If you have, you know that
every member of the team must pull hisor her oar with thesamein-
tensity and at the same pace as everyone e There is no room for
dackersor for people who won't keep the right pace. Work teams
are very smilar. Performance depends on everyone contributing—
pulling for the god. Individua members who smply show up at
mestings to render their opinions but do no work impair perfor-
mance and demoralize the active teammates. I team membership hes
any vaue,it must be earned through red work. In other words, free
riders—team members who obtain the benefits of membership
without doing their share—cannot be tolerated.

Not every member must put in the same amount of time on
team activitiesor make the same contribution.Variable contributions
to projectsare afact of life. A senior manager,for example, may be a
regular team member even though he must direct much of his at-
tention to other duties. He may support the project by securing re-
sourcesor by buildingsupport for the team within the organization.
While some people might not see thiscontribution asred work, it is
neverthelessimportant to the team effort.

There is dso the very real fact that some people are alot more
capable and productivethan others are, since skill levels are bound to
be different. The field of information technology, in particular, in-
cludes people with vadly disparateskill levels. So don't become ob-
sesed with free riding.
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The team leader must aso do real work. He or she cannot be a
team member and behave like a traditional boss, delegating al the
work to others. Thus, thereis acertain e ement of role ambiguity for
the team leader, who must wear aleadership cap some of the time
and ateam member's cap the rest.

And just as eech member must contribute to the team's work,
each should receive clear benefits. Benefitscan take many forms: the
psychologica reward of doing interesting and meaningful work, a
learning experience that will pay future career dividends, or afatter
paycheck. In the absence of clear benefits, individualswill not con-
tribute at a high levd —at least not for long; the benefits they derive
from their regul arjobswmll absorb their attention and make team du-
tiesasecondary priority.

A SupportiveEnvironment

N o project team operatesin avacuum. The project is asmall organ-
ization embedded within a larger environment of operating units
and functional departments. It depends on its organizational ki n to
one degree or another for resources,information,and assistance. The
extent to which operating units and departments are supportive,in-
different, or hostile to the project and its godsis bound to have an
impact on the project team's effectiveness. In particular, the team
builder needsto consider these environmental factors:

* Leadershipsupport. Support & thetop is essentid. It assures a
source of resources and helpsrecruit the right people. Leader-
ship support o provides protection from powerful managers
and departments that for one reason or another areinclinedto
torpedo the team effort. One way to secure and keep leader-
ship support isto creaste what Steven Wheelwright and Kim
Clark have eloquently described as' heavyweight teams™—that
is, teams headed by peoplewith powerful skillsand abundant
organizationa clout.’

* A nonhierarchical structure, Team-based work is morelikely to
be successful if the organization does not conform to arigid
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hierarchical structure. Why? Because a nonhierarchical structure
crestes habits that are conducive to team-based work-specifi-
cally, awillingnessto share information, collaboration across
organizational boundaries, and employee empowerment. These
habits are weak or absent in organizations where the bosses do
al the thinking and directingand everyone esefollows orders.
Such organizations are not team-ready.

* Appropriate reward systemns. Companiesthat are new to team-
based work need to examinetheir reward sysems before
launching teams; they mugt find a different balancein rewards
for individual and team-based success. Doing 0 isone of the
most daunting challengesfaced by those who sponsor teams.

* Experiencewith team-based work. Teams benefit when their
companies and individual members have plenty of experience
with team-based work. Experience providesinsightsinto what
works and what does not, how best to organize around a god,
how to collaborate, and how to dter the team at different
pointsin itslife cycle. Many companies that rely on team-based
work provide training on team methods, and with good reason.
Employees who've worked independently for years must be
trained in team-based work. Specificaly, they need help with
skillssuch as listening, communicatingwith different kinds of
people, collaboratingwith people outside their departments,
and staying focused on the common task.

How supportive of team-based work isyour organization?Y our or-
gani zation'steam-readiness shoul d factor into your decisionto attack
aproblem or opportunity through ateam.

Alignment

Alignment is the last item on our list of essentialsfor project team
effectiveness. It refers to the coordination of plans, effort, and re-
wards with an organization's highest gods. In an aigned organiza-
tion, everyone understandsboth the gods of the enterprise and the
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godsof hisor her operating unit. In an aligned organization, people
work in the right direction—and the rewards sysem encourages
them to do so.

Project teams dso need alignment. A team shouldn't even exist
unlessit representsthe best way to help the organization achieveits
gods. So, the gods of the project team should dign with organiza-
tional gods, and the gods of individual team members should
align—through the teem—with those higher organizational goas.
And everyonés effortsshould align through the rewar dssystem. This
lagt point is very important, and it beginsat the top, with the spon-
sor. Since the sponsor is accountablefor team success, some part of
hisor her compensationshould belinked to the teeam's performance.
Moving down theling, the team's leader and members should like-
wise see their compensation affected by team outcomes.

Alignment gets everyone moving in the same direction—the
right direction.

Summing Up

* A project sponsor authorizesthe project, definesthe scope
of thework, provides resources,and accepts or rgjectsthe
final output.

* The project manager recaeivesauthority from the sponsor and
playsacentra rolein each phase of the project'slife cycle.

* A project team leader reportsto the project manager and takes
responsibility for one or more aspects of the work.

* Members of the project team do most of the work. They
should be selected on the basis of their skills and ability to
collaborateeffectively with others.

* A team should havejust enough people to do the job and
no more.
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* Successful teamns have these characteristics. competence, a clear
and compelling goa, commitment to the common goal, an en-
vironment within which everyone contributesand everyone
benefits,a supportive environment,and alignment of project
godswith organizational gods.



Your Marching Orders

Key TopicsCovered in This Chapter

* Thevalue ofa project charter
* HEght things a charter should contain
* The problem of ends and means

e How to scope a project



E’VE ALREADY edablished the importance of

having a clear objective. Having that objective

defined, specified, and deliveredin written form
is very important. But the project team needs more than a clearly
stated goal to do itswork. It needsan unambiguoussense of the pro-
ject's scope, thevaueit should deliver to stakeholders, the timekame
within which it must work, and a statement of the resourcesat its
disposal. Together, these constitute the charter that authorizes the
project and definesits activities—the subject of this chapter.

A Mandatefor Action

Having the right cest of characters on a project team is important.
But so is having acharter that spells out the nature and scope of the
work and management's expectationsfor results.A charter is a con-
cise written document containingsome or all of the following:

» Name of project's sponsor

* Relationshipbetween the project's godsand higher organiza-
tiona gods

» The benefits of the project to the organization
» The expected time kame of the work

* A concise description of project ddiverables (objectives)
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» Thebudget,alocations,and resourcesavailadleto the project team
* The project manager's authority

* The sponsor's signature

Without aformal charter, the project could head off in a direc-

tion that is misaligned with organizational objectives. It could grow
in scope without control, a process known & ""mission cregp.” The
very act of creatinga charter forces senior management to clearly ar-
ticulate what the project should -8 important duty when sen-
ior management is not of one mind, asin thisexample:

Phil was the sponsor of the company's effort to reengineer its order-
Julfillment and customer service operations. As an outspoken critic of
thesefunctions, he was the right personfor the job. He had long been
dissatisfied with the time it took to fill orders and with the company's
unspectacular level of customer Service In addition, he thought the costs
of these operationswere too high. So he put Lila in charge of a project
effort to improve them.

What sorts of cost cutting was Phil anticipating?What exactly
were his complaints about the current system?What would suooess look
like? Lila attempted to pin Phil down on those questions, but without
success. He was too busy to think it all through and too eager to dde-
gate responsibilityfor the project’s outcome. Other company executives
were a0 anxious to sese improvements but, like Phil, had no dear ideas
about the outcomes they wanted. So when Lila quizzed senior man-
agers about the subject, they cited no specific goals. Lacking dear guid-
ance, Lila and the people on her team developed their own goals and
criteriafor suocess

Theteampushed forward, and Lila reported progress to Phil over the
oourse of the ten-month effort. Resourceswere alwaysa problem, partic-
ularly 9nce Lila was never sure how much money she could spend and
how many people she could bring on to the team a key Sages Every re-
guest for resources had to be negotiated on a ease-by-case badswith Phil.

The team eventually conmpleted its tasks, mesting all of its self-declared
goals It hed cut order-fulfillment time by one-third. Ninety peroent of
customers could now get all their issuesresolved with a single phone call.
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And the overall codt of these functions had been cut by 12 percent. The
project team cdebrated the completion of its duties with a splendid din-
ner, after which its memberswent back to their regular duties.

Senior management, however, was not entirely pleasad with the
outcome. “You did a pretty good job,” Phil told Lila." The improve-
ments you've made are significant, but we were locking for a more
Sweeping rearganization and larger 003 SViNgS™ Lila was stunned
and more than dightly angry. “If he wanted these things,” she thought,
"why didn't he say 07"

Situationslike Lilds are common but can be avoided through a
charter. Does your project have a written charter?Does it contain
each of the important elements?

Clarify Objectives

AsL iladscase demonstrates, project managersneed more than abroad-
brush description of the objectivesfor which they will be responsible.
Ambiguity on the gods can lead to misunderstandings, disappoint-
ment, and expensve rework.Consider this example of abroad-brush
objective:“Develop aWeb Stetha's capableof providingfadt, accurate,
cost-effectiveproduct information and fulfillment to our customers.”
That is how a sponsor might describe the project's objectivein the
charter. But what exactly does it meanWhat is"'fag"'? How should
accuracy be defined?Is one error in 1,000 transactions acceptable, or
would one error in 10,000 meet the gponsor's expectations? To what

When defining project objectives, think SMART. In other words,
besurethat objectivesare: Specific, Measurable, Action-oriented,
Redlistic,and Time-limited.

source: Harvard ManageMentor® on Pmject Management.



A Written Charter 43

degree must the site be cost effective?Each of those questionsshould
be answered i n consultationwith the sponsor and key stakeholders.
A thoughtful charter indicates the ends but does not specify the
means. The meansshould be l€ft to the project manager, team leader,
and members. Doing otherwise—that is, telling the team what it
should do and how to do it—would undermine any benefit derived
from having recruited a competent team. Richard Hackman makes
this point clear in his book Leading Teams." Direction that is unclear
or extremely abdract,” he writes, “can waste members time and em-
broil them in conflicts as they struggle to agree on what they are re-
aly supposed to do. Direction that is too clear and complete, on the
other hand, can lessen members commitment to the work and
sometimes prompts unwanted and even unethical behaviors™ Per
Hackman, the sponsor must find a balance between giving the team
too much and too little specific direction.! As he makes clearinfig
ure 3-1, teamsdo best when the ends are specified and the means are
not (upper-right quadrant),when they do goal -oriented work and
manage themsdves. As he writes. "When ends are specified but

FIGURE 3-1

Means and Ends

Specify Ends?
No Yes
Self-Managed,
No Anarchy Goal-Directed
Work
Means? |
Yes Tum-off Wasted Human |
(worstof All) Resources

Source: J. Richard Hackman, Leading Teams (Boston: Harvard Business Schoal Press, 2002). 73.
Reproduced with permission.
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meansare not, team members are able to—indeed, areimplicitly en-
couraged to-draw on their full complement of knowledge, Kill,
and experiencein devising and executing away of operatingthat is
well tuned to the team's purpose and circumstances.”2 Thisis not to
sy that specifying both ends and means (lower-right quadrant) will
necessarily lead to failure. That Situation more closely describesa tra-
ditional, unempowered, work group.

Makelt Time-Bound

All objectives should be specific and measurable. If they are not,
youll have noway of knowingwhether the project has met itsgods.
There should aso be a time frame within which objectives will be
achieved;the project cannot be open-ended. | n some cases the dead-
line must be firm: a situation with a fixed time and variable scope.
For example, in sending a probe to Marsin the summer of 2003, a
project team at NASA had alimited window of opportunity. Mars
and Earth werein unusualy close proximity a that time.By late Au-
gus,, the distances between them would begin to increase rapidly.
NASA had to launch its Martian explorer inJuly or scrub the proj-
ect.With time as aconstraint, the agency had to beflexibleabout the
scope of the space vehicle it wes putting together.

Some projectsdefine timeasacongtant. Consi der asoftwarecom-
pany that decidesthat it will deliver anew releaseevery threemonths.
Since timeis constant, the project team must make adjustmentsto the
scope of its new releases-—adding or dropping product feestures—to
assure that each can be delivered at theend of three months.

The opposite situation is evident in dtuations with a fixed
scope and variable time. As welll see later in this book, if the scope
of the project is set, then alogical deadline can only be established
after the project manager and team have had an opportunity to
break down each objective into a set of tasks and then estimate the
duration of each of those tasks. Nevertheless, the charter should
contain a reasonable deadline—one that can be amended & the
project team learns more about what it must do.
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Be Specific About Project Scope

Even with a charter in hand, the project manager and key players
must spell out the project scopein greater detail. One useful tech-
nique for scoping a project is to have key stakeholders and project
participantsjoin in a brainstorming exercise that specificdly amsto
describe what should be within the scope of the project and what
should not. Consider thisexample:

Amalgamated Hat Rack, Ixzc. had a problem. Its inventory coss were
unacceptably high andgrowing relative to sales " We now offer twenty
differenit models of hat and coat rads™ the chiefoperating officer com:
plained at a meeting with managers from purchasing, product develop-
ment, manufacturing, and inventory control," and most of them use
unique s of parts.”

“That’s right,” said, Ralph, the inventory manager. " Every time
we design a new rack, it incorporates many fittings and fastenersthat
are not common to our other products. As a result, | now have more
than 300 different parts and materialsin the stockroom, every one of
which must be tracked and stored. Some of them Sit therefor years
And that'sexpensive.”

The purchasing manager cited another dimension of the problem.
""Sorage and tracking isn't the only issue. Buying small volumes of
many different parts creates paperwork codsfor my department and
eliminatesmost of our opportunitiesfor high-volume orders from sup-
pliers—the Kinds of orders that produce large discounts.--

Everyone agread that controlling inventory cogts was an important
goal for the company, and just about everyone at the meeting had an
idea for dealing with it. The question was How could the group define
the soope of the project to rein in cods without agreding to more objec-
tives than they could reasonably tackle? The COOQ asked Ralph, the
inventory manage, 10 recrutt a project team and find a way.

Within two weeks, Ralph hed recruited six keypeople to the team
and convened a three-hour meeting to brainstorm the challenge of high
inventory costs. The COQO and a key parts supplier wereinvited to
participate. Each had a different perpective on the problem. Together
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they tried to determine what should be within the scope of the project
and what should not.Table 3-1 contains the output of their discussion.

The example in table 3-1 demonstrates how a team can define
the scope of aproject and how it can diminate activities that would
disspate energy and resources. Notice that the team removed two
product design proposds from the project'sscope event hough those

TABLE 3-1

Amalgamated Defines Project Scope

Wiinthe Not Within the
Project's Scope Project's Scope Comments
Determinethe cost "Reducingtotal number of
savings of reducing the parts will reduce our storage
total number of parts and tracking costs and reduce
by 25%. complexity. We should know
how much."
Benchmark current "That would take too much
inventoty costs against time. Besides, we don't have
key competitors. to know what our competitors
are doing in order to achieve
significant reductions."
Develop a plan to design “A great idea, but should be
parts complexity out of a separate project run by the
future products. product development people.”
Develop an approved "Most of our fasteners are
parts list (with opportu- invisible to customers. There's
nities for exceptions No reason we cannot design
when necessary)from new productsfrom a smaller
which product develop- set of these parts.”
ers can pick. Estimate
the cost savings from
such a procedure.
Reengineer our new- "A goodidea, but it deserves

product design process.

to be a separate project.”

Develop a plan for just-
in-time parts delivery,

"This will save us on floor
space and inventory carrying
costs. We should have done
thisyearsago.”
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idess had considerable merit. Each would make aworthwhile proj-
ect initsdf, but both werejudged to be outsidetheimmediate scope
of the current project. This determination demonstrateshow project
managers, members, and sponsors must make trade-offs among the
optionsthey discover. Options areawaysmore numerousthan avail-
able time and resources.

If the sponsor's expectation specifies the ends to be sought, the
project plan specifiesthe meansin actionableterms. The project plan
may be the project manager's creation. Idedly, it will represent the
best ideas of many, or of all, project team members.With the spon-
sor's gpproval, this plan becomes part two of the charter.

A project plan is especidly useful for large, complex endeavors
because it providesmore detail about tasks, milestones, deliverables,
risks, and timetables. It serves as aroad map, both for the team and
other interested parties.

Note: Need ahandy tool to help yout hi nk through the scope of
your project?Appendix A containsa“Defining Your Project™ work-
sheet that will take you through key questionsyou need to answer.

Summing Up

* A project charter isamandatefor action. It spelsout in writing
the nature and scope of the work and the sponsor's expectations
for reaults.

* A charter should be unambiguous.Makeit specific, measurable,
action-oriented,redigtic, and time-bound.

* When you develop a charter,spell out the ends, but leave the
meansto the project team.

* Specify what is within the scope of the project and what is not.






Important First Steps

K ey Topics Covered in This Chapter

» Reaching agreement on how decisions will
be made

» A method for keeping track of unresolved
Issues

e A procedurefor documenting decisons and
actions

¢ A plan for communicating

# Creating a budget



| KE OTHER important ventures, a project moves along

more smoothly if certain procedures and operationa

mechanisms are established before the red work begins.
How will decisions be made? How will project participantsgtay in
touch and keep up-to-date?How will unresolved issues be handled?
This chapter addresses a number of these organizational issues. Get
them in order and everything se will go more smoothly. And de-
termine the rules a the very beginning. You don't want to be mak-
ing them up as you go along.

Decisions, Decisions

Experienced project managersknow that decisons are a major part
of their work. Every project is, in fact, a set of activities linked to-
gether by decisions. Thus, one of the important thingsthat must be
donevery early is to agreeon (1) how decisionswill be madeand (2)
who will make them. If memberslack consensus, the project will
find itself tied up in knots. The project manager—-or the sponsor—
may find every littledecision parked on hisor her desk. Alternatively,
the project will either waste a lot of timein unproductive debate or
produce decisionsthat many stakeholderswill not support. And de-
cisonslike these are waiting around every corner:

Should one minor goa be traded off for another?
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Three dternative new product designsare on the table. The
design team must select one.

Which consultant should the team hire, and what should be
the scope of the consulting engagement?

The strategy team is overspendingits budget. Which activities
should be cut?

Theteamisreceivingalot of change requestsfrom product
groups,and they are very good ideas. Adopting them will put
the team behind schedule and over budget, but it might be
worth it. Can the team make thisdecision,or must it defer to
the steering committee?

Within functional busness units, decisionsare the domain of execu-
tivesand managers. These individuasidentify the issue, seek out and
andyzeaternatives,and take counsel from appropriate sources. They
then make decisionsand accept responsibility for the consequences.
Decision making within their own scopes of responsibility is one of
the things that managers and executives are paid to do. Though they
may seek consensus and the input of others, they are not bound by
others opinions. Project teams must approach decisions differently.

Dedsion-Making Spheres

Project decision makingis not as clear cut as decision makingwithin
operating unitsor gaff departments. Sponsors and steering commit-
tees obvioudy have decision-making authority over team gods and
the level of resourcesallocated to the team. They aso maintain ulti-
mate authority on

* personnel;
* expenditures over a given budget amount;
* bringingin outside resources,

» changesin organization-widepolicy or gods
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» choicesaffecting customers,such as pricing and specifications;
and

* changesin the team's deliverablesand schedule.

But even they must recognize the views of key stakeholders, who
may demand avoicein these decisons.

Project managers, on the other hand, should have sole authority
over decisonsrelated to project operations and proceses as long &
they do nothing to

« ater the god or deliverable,
» adversdly affect the schedule, or
* adversdy affect the budget.

The same gpplies to team leaders and team members. These partici-
pants need the authority to make decisions within their limited
spheresunlesstheir decisionswill have comparable negative effects or
impact the work of other project teams.

To avoid potential disagreements, be sure that your project team,
its sponsor, key stakeholders, and higher management have a shared
understanding of which decisionscan be made by the difterent play-
ers and groups associated with the project.

Research indicates that people care about decision procedures.
~ They want protocol to be fair. And they are much morelikely to
accept adecisionthat is unfavorableto them aslong &s they be-
lievethe procedurefor makingthe decisonwes fair. Trust isakey
elementin this phenomenon. People must trust those who de-
visethe decision-making procedure. If they see othersriggingit
and acting out of sdf-interest, then their willingnessto accept
decisions—and their commitmentto the project—will evaporate.
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TheWho and How of Decisons

If you are a project manager or ateam leader,you must help others
agree on the who and how of decision making.Who will make the
decisions?At the team level, will the team leader or asubset of team
membersmake decisions,or willdl membershave avoice?How will
decisionsbe madeWill the majority rule,or must the group reach a
full consensusWVill decisionsbefina ?1f not, what kind of modifica-
tion processwill the team follow?
Here are some common decision-making approaches:

* Majority rule. Participantsbring their input to the meeting,
discuss, and then vote. Decisions that receive more than 50
percent of the votes are adopted.

* Consensus. Every member of the team must agree before a
decision can be made and adopted. If consensus cannot be
reached, new aternativesmust be developed and brought back
to the group.

* Small group decides. A group of individuaswith relevant expe-
rience and sKillsis selected to make decisions.

* Leade decideswith input. The team leader gathersinput from
team members and then makes the decision.

In selecting a decision-making approach, participantsshould weigh
the trade-06. The more involved the team members are in the
decision-making process, the morelikely it is that they will support
the outcome.As aresult, the consensusand mgjority-rulesapproaches
can help build team commitment. But there is a downside: Those
methods take time. If time is an important issue, the team might con-
sider using different approachesin different Situations: It could reach
an agreement collectively on issues that are most important to mem-
bers and use amore streamlined approach for the rest.

Whichever choices are made about decision making, establish-
ing them during the project's start-up stage is extremely important.
Failing to agree on the decision rules will only lead to bickering
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and dissention. If time and events indicate that those rules are not
supporting key gods, change themin an orderly manner.

Tracking and Digposngof Unresolved | ssues

How many meetings have you attended during which important is-
sueswere raised but not resolved?Probably plenty. Even when there
is a consensus that certain issues are important, many are left on the
table. Why? Becauseyou've r un out of time. Or because participants
didn't have sufficient informationto form an opinion. Or someindi-
viduals needed to give the subject more thought. Those are all vdid
reasonsfor deferring the resolution of issues. The question is, What
happens to issues that you cannot resolve in the course of project
work or meetings?Are they forgotten? Stuffed into a drawer? Sent
into orbit? Unresolved issues can clog up the decision pipeline if
thereisn't an orderly and systematic way of dealingwith them. They
can aso hold up project work if a certain task must wait for a deci-
sion before moving forward.

One way to ded with unresolved issuesis to enter them into a
tracking log. A trackinglog hastwo benefits: (1)unresolvedissueswill
not belost and (2)a procedurefor their timely resolution will be as-
sured. Table 4-1 isjust one of many possibleversonsof tracking logs

TABLE 4-1

Tracking Log Example

First Must
Issue Raised By (Owner) Comments Resolve By
Selection of 3/03/04 A Sandoval Holdingthree bids 5/21/04
materials supplier
Find new tech 3/07/04 K. Mclntyre  Currentleader will ASAP
team leader retire on 5/13/04

Whethertoattend ~ 3/10/04  J. Johnson Cost not yet calculated.  4/16/04
the June 2004 Deadline for application
APRQ conference is 4/18/04
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Simply creatingal og doesnot eliminatethe problem of unresolved
issues Someonesmply takesrespons bilityfor them andfor bringing
themback to the decisionforumin atimely way. Both theissue own-
ers and the project manager should sharethat responsibility-owners
because they are the ones who contend that their issuesare impor-
tant,and the project manager because he or she shapesthe agenda.

The important point—and the benefit of using atrackinglog—
is that the issues that matter won't be lost or forgotten.

Documenting Decisonsand Actions

If you participatein severa mestings each day, you probably know
how essy it isto losetrack of what decisionsare madein those meet-
ings, and who is assigned various post-meeting action steps. Confu-
sionfollows.

“I never agreed to that plan.What | did agreetowas....”

" As we decided several months ago, the supplier pool will be limited to
the three companieswith whom we have been dealingJohn, why thepuzzled
look? Don't you remember that agreement?"

" Sowe've now shared our plar With each of the affected departmentsand
their personnel.We did meet with each of them, didn't we?"

Do those statements and questions sound familiar? If they do,
you need amethod for keeping track of the decisions made by your
group. Minutes and progress reports can serve this purpose.

Minutes

A szable project with plenty of meetingsand many participantscan
eadly lose track of what has been done, and what hasnt—who
agreed to do what, and who did not. This is why all but the smdlest
projects should have asystematic method for keeping track of deci-
sions, assgnments, and actions.

Many organizations use meeting minutes—notes recorded by
an appointed individud —for this purpose. The minutes are re-
viewed and approved a the next meeting, with amendments made
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if necessary. Those gpproved minutes then go into afile, where par-
ticipants can consult them as needed.

Progress Reports

Minutes are useful and should be taken a every high-level meeting.
Simple notes will suffice a lower-level ones. But meetings are not
the only forumsin which decisonsand actions are taken. For every
hour that people spend in meetings, many hours of work are being
done elsewhere—at least one would hope so! For example, to sup-
port a project team that's working on a new product line, peoplein
an R&D lab are busy testing materials and component interfaces.
Marketing specidists are surveying potential customers about their
needs. Financial andyds are crunching numbers, trying to estimate
codts and the value of the new product line to the company. Each of
those activities should report progress and problems to the project
manager, who must digest the information and use it to track the
progress of the project as awhole.

Which reportsare needed should be determined by thesituation
and by the information that the project manager requires to main-
tain control and move the effort forward. Like meeting minutes,
progress reports should be filed in an orderly way that makes them
accessble to whoever needstheinformation they contain. The gpec-
ifications of the filing system arelessimportant than the consistency
and transparency of the system itsalf.

Note:The appendixesa the end of thisbook contain aformyou
can use or adapt for your progress reports.

Creatinga CommunicationsPlan

A communicationsplanisone of the other thingsthat must be created
a the front end of project work. The importance of such aplanisa
function of the number of people, departments, and entitiesthat will
participate—and their geographic dispersal. Smdl projects that in-
volveahandful of colocated people may not need aplan, exceptfor a
regularly scheduled meeting time and place. These people can share
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information anytime they walk down the hdlway or go into the cof-
fee room. In contrast, alarge project that brings together dozens of
people from many departments, various geographic locations, and
different organizations must have a highly structured and complete
communications plan. Getting these widely scattered people to talk
with one another and shareideaswill be challenging. Thus, an infra-
structurefor communicating must be put in place.Without it, par-
ticipantsin amajor project will not be ableto coordinatetheir efforts,
resolve problems,and hit target delivery dates.

If yours is a large project, chances are that its working partici-
pants will be scattered around the building. Some may be lo-
cated at company facilities in other cities or other countries.A
few may not even be company employees, but suppliersor em-
ployees of astrategic partner. How can you communicateinfor-
mation eesly to these people & needed? And how can you help
them communi catewith each other? Here are afew tips:

Give acompetent person responsibility for creating a project
Web site andweb-based newd etter,especidly if the timeline
for completionislong. Use the newsl etter to report progress,
problems, and upcoming events.

* Use the project Web Site to post the charter,assgnments,
meeting dates, meeting minutes,and other material. People
can access that information on asdf-sarve bess

* Bundle the e-mail addresses of each work group. Chances are
that your e-mail software has a group feature that dlows you
to send amessage to a predetermined set of individualswith
asingle click. That functionality makesit easy to send infor-
mation to the people who need it without bothering every-
one dsewith needlesse-mail.
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Every project communications plan should includeprotocol sfor
meetings, e-mail, and reporting. Larger projects should consider a
project team room and electronic linkages—such as a project Web
ste, phone conferencing, and videoconferencing—that are capable
of connectingwidely dispersed stakeholders and team members.

M eetings

Projects are punctuated by meetings. Regularly scheduled meetings.
On-the-fly meetings. Meetingsthat ded with emergencies.

Meetings are the least favorite activity of busy, action-oriented
people but are often the best way to communicate information.
Meetingsdso provide forumswithin which ideas can be shared and
decisions can be made; progress generally depends on those deci-
sions. Thus, if your project must have meetings,and plenty of them,
it's smart to make the most of them.

At one level, making the most of meetingsinvolvessticking to a
regular schedul eas much as possible. If peopleknow that project team
meetingstake placeevery Monday from 3 to 4P. M, for example, they
can plan their other responsbilities around those days and times.
Having a regular schedule aso saves meeting organizers the time-
consuming task of finding atime on which many people can agree.

Attendance Policies

There should dso be an attendance policy associated with project
meetings. Decisions cannot be made when key playersare not at the
table. Instead, decisons must be deferred to the next scheduled
meeting, creating havoc with scheduled work in the process.

The problem of meeting absenteeism is particularly acute when
key project participants retain considerable responsibility for their
regular jobs. For example, if the company controller is required to
spend 85 percent of her time on her regular job, her participationin
project meetingswill takeabackseet to other demandson her time—
unlessthere is a policy about attending. So establish a palicy at the
outset. If travd is an impediment to meeting attendance, consider
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using telecommunication technology tolink travelersto meetingsas
they happen. More on thisin just abit.

Note: Making the most of meetingsinvolves preparation, engag-
ing the right processes during the meeting, and following up on the
decisonsand agreementsmade. If you'd like to learn about these as-
pects of meetings, see” A Guide to Effective Meetings'in Appendix
B.This guidewill help you to preparefor and conduct your meet-
ings, and to follow up effectivey.

M eeting Technology

There are timeswhen e-mailswon't do—when team memberssm-
ply must get together to talk about their work. In some cases, the
ability to communicate verbally is sufficient. In others, people must
dso be able to see each other or the physicd objects that others are
working on: a person who has just joined the team, a prototype,or
four different color choicesfor anew product. Sometimes,they may
want to see how acustomer has adapted a product to make it more
effective. Fortunately, we now have plenty of affordable technologies
that make each of those different forms of communicationpossible.

E-MAIL. E-mall isa remarkable communicationstool . Messages
can be transmitted dmost instantly and at avery low cost from one
part of the building to another, or acrass thousands of miles. Word-
processingfiles, photos,scanned documents,and presentationdidescan
be attached and transmitted at almost the same heart-stoppingspeed.

Every project member should havean e-mail addressand the ad-
dressesof all other participants. If you plan to rdy heavily on e-mail-
ing attached documents, check for compatibility and compression
issues, and establish protocolsfor use Be clear about who must be
""copied" on what, and don't overdo it. There’s probably no need to
“oc every person on the team list with every correspondence you
send out; nobody wants to receive massve amounts of irrelevant
e-mail. Also make sure that everyone is informed about decisions
that affect them and that the people who need to participatein de-
cisons are consulted.
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E-mails can help createvirtual papertrals and can provideimpor-
tant information down thelineif misunderstandingsor conflictsarise.

TELEPHONE CONFERENCING. The telephone conferenceis the
quickest and essest way for the virtual team to communicate ver-
bally.And it has afeaturethat e-mail lacks: It providesan opportunity
for dynamic, give-and-take conversations. That advantage makes
teleconferencing a better medium when your god is to discuss, to
brainstorm, to resolve problems, or to make decisions.

Many kinds of teleconferencing technologiesare now avaladle.
Check with your communications service providers about the most
current options.

VIDEOCONFERENCING . Videoconferencing is another channel
of project connectivity. It can bring teams together without wasting

In their vauable article" Distance Matters,” Gary Olson andJu-
dith Olson concludethat attemptsto use connective technolo-
gies either fal or require major efforts by team members to
adjust to using the media technologies.Apart from that blanket
conclusion, they note that video connectionsare far superior to
audio alone;

Our laboratory data show that wenfor people who know each other
and have worked together before, a simple audio contiection for con-
versation and a shared editor for real-time work is ins#ffident to
produce the same quality of work as that dowme face to face. Those
with video connections produced output that was indistinguishable
from that produced by people who wete face to face The prooess of
their work changed, however, to require more clarification and more
management overhead (discussions about how they will conduct the
work, not actually doing the work).

source: Gary M OlsonandJudith S Olson, “Distance Matters,” Human Computer Interactions, 15 (2000):
152.
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time or money on med s, travel,and lodging. Project teamslocated in
L ondon, Paris, and Montreal, for example, can see and interact with
their colleaguesin Rome without leaving their offices. They can see
and discuss the same objects and documentsin red time.Videocon-
ferencing, however, is complicated and requires the help of people
with speciaized technical skills. For basic video, parti cipantsneed the
appropriate computer, camera, microphone, software, and Internet
connection. Unfortunately, systems from different vendors aren't d-
ways compatiblewith different computers, so if your team opts for
video, be sure everyone gets acompatiblesystem.

Bringing Peopleinto Contact

Distance matters in team-based work. The greater the physica
proximity between project participants,the more likely they are to
interact and share ideas on a regular bass. As MIT researcher Tom
Allen discovered years ago: "' People are more likely to communicate
with those who are located nearest to them. Individualsand groups
can therefore be positi Qned in ways that will either promote or in-
hibit communication.” Thus, the physicd locationsof project team
members have a major impact on the depth of communicationand
knowledge sharing.

Authors Marc Meyer and Al Lehnerd underscore the impor-
tance of colocation in their book on team-based product-platform
devel opment.

The principles of colocating teams, exposing them to a variety of infor-
mation, and providing a persistent display of that information, areim-
portant. . . . fus¢ bringing team members together into onephysical
place has been shown to improve communication and information shar-
ing. There, small bits of krowledge and information that by themselves
mean nothing can be pieced together with other bits to form meaningful
ingights. Team colocation al sofosters bonding between individual mem-
bers and the commitment needed for focused, fase, high-risk prgedts'

One effective approach to the colocation issuie—even when
moving team members individual work spacesinto close proximity
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is not feasible—is establishment of a project team room. A team room
isagpacededicated to thework of the team and itsmembers. It func-
tions as agpacefor meetings, as a place where members can congre-
gate to shareideas, and whered| the physcd artifactsand records of
the team's work can be digplayed or kept. Those artifactsand records
may include the following:

» Disassembled competing products

* The team's current prototypes

Relevant test and research reports

» A specidizedlibrary of technical booksand journals
The team room may do post these items on the walls

* A large Gantt chart that plotsthe project's schedule and mile-
stonesfrom gtart to finish

» The original copy of the team charter,sgned by the executive
Sponsor

¢ Theteam budget,including current variances

Thisteam room should aso be equipped with aspeakerphone—
and perhapsvideoconferencing equipment —to accommodate group
discussion with off-gte members. A whiteboard and paper flip chart
should complete the setting. Collectively, the team roomand its ac-
coutrementsfacilitate team work and foster team identity.

The team room weve just described may not befeasible if proj-
ect participants are widely scattered in a large office building or
across borders. But you can get some of the same benefits by means
of aprojectWeb ste. A virtual team room can be st up in the proj-
ect Web site usingfour walls, like those in ared team mom:

purposewall. Thiswadl includesthe team charter, gods, tasks, a
lig of ddiverables,and current results.

* Peoplewall. Thissection identifiesthe team membersand
dates their roles. Here, users can find out who isinvolved with
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A project team room is the natura setting for meetings. Rut
you'll only get the full benefits of the space if people makeit a
regular gathering place. Here are a few things you can do to
draw people to the team room on aregular beds

 Sponsor periodic brown-bag luncheonsin the team room.
Use aparticular topic, avisiting research scientist, a key cus-
tomer, or an executivefrom an aliance partner as amagnet
to bring people together for theseinformal sessons.

* Create an informal and comfortablespace by eliminating tra-
ditional meeting-room furniture in favor of sofas, coffee tables,
and lounge chairs.

» Keep plenty of drawing pads and pens on hand to encourage
people to sketch out their idess.

* Include asmall refrigerator stocked with soda, juice, and
snacks, which will draw team membersinto the room, where
they will tak with each other.

different aspects of the project. If possble, attach a photo of
each team member and a brief description of hisor her partic-
ular work and expertise. Putting aface and abit of history with
aname adds an important dimension to virtual team work.

* Document wall. This part of the site containsa schedul e of up-
coming meetingsand their agendas. Minutes of past meetings
and any meeting presentationsare dso stored here. Members
can use thiswadl to post their work for review by colleagues.
Those reviewsand comments can likewise be posted.

* Communicationswall. This section containslinks and informa-
tion that connect everyone on the team.
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Everything weve addressed so far has concerned processes for
facilitating project work: how decisons will be made, how
communication Will be maintained, and so forth. Attention to
processis important, but don't go overboard. Robert Austin and
his coauthorsat Harvard Business School advocate a minimalist
approach to processformalization. In their view, projects must
find a balance between discipline and agility. Formalization of
process supportsdiscipline, but it will reduceagility if it adheres
excessvey to processes. " The companies that have been most
successful in balancing discipline and agility,” they write," have
neither eschewed process formalization atogether nor let
processformalization effort overwhelm them. Rather, they have
devel oped simple process management tools based on the idess
that the best balanceis one that includesthe minimum formal
specification critical to [process success).”

source: Lynda M. Applegate, Robert D. Austin,and EWarren McFarlan, Cotpotate Information Strategy
and Management, 6th ed. (Burr Ridge,IL: McGraw-Hill/Irwin, 2002), 278.

Web stes are great assets but they require some tending. Some-
one must monitor and update the site. Depending on the scope of
the project, thisimportant job could even be someone'stotal contri-
bution to the team.

Devedopingt he Budget

A budget is the trandation of plansinto measurable expendituresand
anticipated returnsover acertain period of time. In thissenseitisthe
financia blueprint or action plan for the project. For busnesses, a
good budget can be the diierence between success and failure be-
cause a good budget—and adherence to it--gives people the re-
sources they need to complete their tasks Project budgets serve a
smilar function.
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The first question to ask when developingabudget is, What isiit
going to take—in terms of resources—to successfully completethis
project? To determine the project's codts, bresk it down into the key
cost categories you anticipate. Here are the typicd categories in
which projects generate cods.

* Personnd. Thisisamost dways the largest part of aproject's
budget and includesfull-time and temporary workers.

* Trave. People may have to shuttle from location to location in
the course of their project work. Is everyone on-site, or will the
team have to be brought together at one locale?Don't forget to
budget for meds and lodging.

* Training. Will training be required?If the answer isyes will
that training take place on-site, or will there be travel expenses
involved?If you plan to hire an outsidecontractor to do the
training, the budget must reflect his or her fees and expenses.

* Supplies. In addition to the usual --computers, pens, papers,
and software—you may need unusua equipment. Try to antici-
pate what the project will require.

* Space. Some people may have to be relocated to rented space.
How much room and money will that require?

* Ressarchand professonal service. Will you have to buy studies
or hire amarket-research firm?Do you plan to bring in acon-
sultant or seek legal advice?T he budget must reflect the cost of
each of these.

Since cogts are estimated before the work actudly begins, com-
pletion of the budget gives team members a chance to ask them-
sdves whether they redly want to do this project, given the cost.
The sponsor, for example, may wish to reconsider the project or re-
duce its scope once codts are estimated. Likewisg, if the sponsor is
unwilling to fully fund the budget, the project manager, and anyone
ese charged with the success or failure of the effort, may wish to
withdraw. Projects that are not fully funded are imperiled from the

very beginning.
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In some cases, the project budget cannot be flexible. A project
governed by a contract with a fixed total payment isjust one exam-
ple. Internally operated projects, however, usualy have some flexi-
bility, which is often necessary since it is extremely difficult to
anticipate every expense. The best projects, after al, are those that
ater themsdaves as they run into roadblocksand encounter vauable
opportunities. It isfor that reason that many project managers build
some wiggle room into their budgets. They ask for 5 percent or so
of the estimated budget for that purpose. The extra dlowance gives
them alimited ability to ded with unanticipated costs without hav-
ing to beg the sponsor for additional funding.

Once a project has been launched, the project manager can use
the budget to monitor progressby comparing the actua results with
the budgeted results. This feedback,or monitoring and evaluation of
progress,in turn dlowsthe team to take timely, correctiveaction.

Summing Up

* Your project will link its many activitieswith decisions—
dozens and dozens of them. So before you get under way, de-
termine who will make the decisionsand how. Tactics include
majority rule, consensus,small-group decisions,and decision
by the officid leader.

* During meetings,issueswill come up that cannot be resolved
then and there. If those issues are important, they must be
tracked and brought back to decision makers a an appropriate
time. Use a trackinglog for this purpose.

* Document decisionsas they are made 0 that people can re-
member what they've agreed to do.

« Communicationis essentid in alarge, broadly distributed proj-
ect. Create a workable plan for communicating with project
members. And makeit easy for them to communicatewith
each other.
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* Colocate project team membersto the extent possible. The
closer their physica proximity to each other, the greater the
communicationamong them.

» Telecommuni cationstechnol ogies—including project Web sites,
e-mail, phone conferencing, and videoconferencing—can pro-
vide communications channelsfor geographicaly dispersed
project teams.

* Createabudget. It will help you stay on track.
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Key Topics Covered in This Chapter
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complex tasks into many smaller tasks

» Estimating time and resource requirements
for each task

® Fitting people to tasks



NCE vyou wHavE completed all the housekeeping

processes and set up abudget for your project, you are

ready to moveinto the first area of technique, which
aims to decomposealargejob into aset of manageable tasks

Many of the objectives addressed through projects are huge and
mind boggling in their complexity. To those of uswho don't work in
the construction industry, the job of building an eighty-story office
building seemsimpossibly complex. How would you creste afoun-
dation capable of carrying the weight of amillion tons of stedl gird-
ers and other materials-all of which must arrive on the site a the
right timeand in the right order?How would you get elevatorsand
running water to the top-most floors?How would you go about the
job of organizing,scheduling,and directing asmal army of e ectri-
cians, steelworkers, plumbers, masons, glaziers, and many others?
Seemsincomprehensible, doesn't it? Approaching a project this

daunting and of this magnitude is reminiscent of the old joke that
asks,""How do you eat an elephant?” Though the chalengeis intim-
idating, the answer is smple and commonsensical: Cut the elephant
into bite-sized pieces. The same approach applies to projects large
and sndl—namdy, bresk the objective into a set of managesble
tasks. This chapter explains how the concept of work breakdown struc-
ture (WBS) can be usad to do just that. Using WBS, and starting with
the top objective, you can decomposethe project god into the many
tasksrequired to achieveit.The time and money needed to complete
those tasks can then be estimated. This approach hel ps project man-
agers answer these key questions:
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* What must we do to achieve our gods?
* How long will it take?
* What will it cost?

Many projects fal because a significant part of the work has been
overlooked, or because the time required to complete the work hes
been grosdy underestimated. If you are building and installing a new
database management system, for example, and forget to includethe
time and cost of training people on it, you are unlikely to meet dl
your objectives. But careful scrutiny can save the day. This chapter
explains how you can bregk each objective down into its component
tasks and make reasonable estimates for the time and resources nec-
essary to accomplish each task.

Work Breakdown Structure

WBS isatool that project managers use to develop estimates,assgn
personnel, track progress, and reved the scope of project work. You
can use thistool to subdivide complex tasksinto many smaller tasks.
These tasks, in turn, can usudly be broken down till further.

To createa WBS, ak this question: What will have to be donein
order to accomplish our objective? By asking that same question
over and over for each task and subtask, you will eventualy reach a
point at which tasks cannot be subdivided. Consider this example:

A B C Auto Company plans to introduce a new passenger car. This is a
big, bigjoh.At the highest level, its employees arefared with four tasks:
1. Determine customer requirements.

2. Design a vehicle that will meet those requirements.

3. Congtruct the vehicle.

4. Test the vehicle.

As figure 5-1 indicates, each of those top-level tasks can be broken
down into a set of subtasks. And each of the subtasks shown in the
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FIGURE 5-1

Work Breakdown Structure for Sample Automobile Project
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Source: Harvard ManageMentor® on Project Management (Boston: Harvard Business School Publishing.
2002). Used with permission.

figure can be broken down still_further. For instance, Engine Schemat-
ics, under the Tzhicle Design task, can be decomposed into dozens of
subtasks, such as transmission system desigrz and cooling system design.

In our example, the project team for the new vehicle will even-
tualy reach a point & which thereis no practical reason to break
tasks down further. That point may be when tasks are decomposed
into manageable one-week or one-day increments. At that point,
work breakdown ends. AWBS typically consistsof threeto six levels
of subdivided activities. The more complex the project, the more
levelsit will have. As agenerd rule, stop subdividingtass when you
reach the point at which the work will take an amount of time equa
to the smallest time unit you plan to schedule. Thus, if you want to
schedule to the nearest day, break down the work to the point a
which each task takes a day to perform.
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Many projects run off track because project team membersiail
to identify all the tasks and subtasks. Here are afew tipsfor get-
ting your WBS right:

* Start with the top-most tasks and work downward.

¢ Involve the people who will have to do the work. They are
in the best position to know what isinvolved with every job
and how those jobs can be decomposedinto manageable
pieces. The project manager and appropriate team members
should andyze every task to determine whether d| are nec-
essay and whether some can be redesigned to make them
faster and less costly to complete.

Check your work by looking a d| the subtasks and seeing
whether they add up to the highest-levd tasks. Remember,
you don't want to miss anything.

Time and Resour ce Egdimates

Once the project manager is satisfied with the breakdown of tasks a
new set of questions must be answered:

* How much timewill it take to compl ete each task?
* What will be thelikely cost of completing each task?
* What skillswmll be needed to compl ete each task well?

About Time

Let's address the time question first. If the task is familiar —that is,
its something that employees have done many times before—esti-
mating completiontimeis not difficult. Unfamiliar tasks, in contrast,
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require much more thinking and discusson. Just remember that
these time estimates will eventually be rolled up into a schedulefor
the entire project, 0 you want to be as redigtic as possble. Grosdy
underestimating the time component will come back to haunt you
later. Here are afew tipsfor making these time estimates:

» Egtimates should be basad on experience, using the average ex-
pected time to perform a task. The more familiar you or other
employees are with a particular task, the more accurateyour es-
timate will be.

* Alwaysremember that estimates arejust that—estimates. They’re
not guarantees, so don't change them into firm commitments at
this phase.

* When presenting estimates to stakeholders, make sure that they
areaware of all the assumptionsand variables builtinto those cd-
culations. Consider presenting time factors as ranges instead of
fixed estimates. For exampl e, say,“Task A will take eight to twelve
hours to complete.” Any estimate is bound to be wrong; arange,
on the other hand, is more likely to be right, because it accounts
for natural variations.

+ Padding estimatesis an acceptable way of reducingthe risk of a
task (or the entire project) taking longer than the schedule d-
lows. But this practice should be done openly and with full
awareness of what you're doing.

About Costs and Skills

Once the time issues have been addressed, the project manager
should revigt each task with the god of determining how much
each will cost to compl ete, what resourceswill be required, and what
specific skills will be necessary. The output of this piece of andyss
will indicate the leve of financia and resource commitmentsthe or-
ganization will have to make. It will d0 give the manager a much
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better idea of who, based on needed skills, will be needed on the
project team. If the skills are not available within the organization,
skill ggps will have to be filled by means of training, hiring people
with the requisite skills, and/or contractingwith independent spe-
adigs—d| of which should be factored into the project's cost.

AssigningtheWork

With theWBS output in hand, the project manager is now in a po-
sition to asign the work. Every task should have an identified
owner—someone, Not adepartment,who's responsiblefor thework.
And that owner should have enough timein his or her scheduleto
compl ete the assignment.

If the team has not yet been assembled, the project manager
should use what is now known about skill requirementsto recruit
the right peoplefrom inside or outside the company. If the team has
dready been assembled, or if outside recruiting is not allowed, the
project manager must do the best he can with the available talent.
That means assessing peopl €'s skills and matching them as best possi-
ble to the task ligt, using training to fill in skill ggos If you have
worked with the team members before and know their individual
strengthswell enough, make the assgnmentsyoursdlf. If the team hes
been assgned and you are unfamiliar with their individual capabili-
ties, create two ligs one with the names of dl the people assigned to
the project team, and another with dl the skills required to success-
fully complete the work. At your next meeting, go through these
lists. Encourage people to tak about their own sills and give the
group responsibility for initialy assigning people to the listed tasks.
Determining assgnmentsin a group setting alows people to know
what everyone dsg8s ills are; it dso ensures not only that the right
person is assigned to the task, but dso that the team members be-
come aware of the finite resourcesthey have available.

If the members cannot think of anyone qualified to handle cer-
tain tasks you'll have to think about training or recruiting. If they
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assign an individual to a great number of tasks, be certain that this
person has the time to do dl of that work. Overloading a team
member is analogous to creating a plan that relies on a particular
machine to operate thirty hoursper day! It smply won't work. But
it happens. It's common for companies to discover that their proj-
ects require one or more people to work dl the time. Some actualy
require a person to be working in two different geographic loca-
tionsat the same time!

Also check to see whether any team members are not being
asked to do enough. Everyone needsto contribute.

An Extended Example

Now that the basc conceptsfor the work breakdown structure have
been described, let'ssee how one company put it to usein a project
named Project Phoenix, whose goa wes to ingtal threeWeb servers
and move key databases to anew data center. This caseillustratesone
approach to specifying tasks and related subtasks and the assgnment
of time estimatesto each. For the sske of smplicity, cost and skill re-
guirements have not been included.

Table 5-1 indicates the magjor tasks of the project and how each
was broken down and described in greater detail. As shown, every
major task isspecified as one or more Levd 1 subtasks, and most are
further specified as Levd 2 subtasks. Each subtask is assgned an esti-
mated time duration, the total of which is 22 days This does not
mean that the total time needed to completethe project is 22 days,
since some tasks can be completed in pardld. For instance, a team
member could aert the data center about the arrival of new equip-
ment at the same time that another completes a purchase order and
sendsit to the equipment vendor.

Note: Appendix A at the end of this book containsa work break-
down structureworksheet like the one shownin table5-1.You can
useit to specify the many tasksin your project.
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TABLE 6-1

Project Phoenix Work Breakdown Structure

Level 2
Subtask
Duration
Major Task Level 1 Subtasks Level 2 Subtasks (days)
Obtain Purchase 3 servers and 2 Cut purchaseorder and 5
equipment databaseswith equipment  submit to vendor
to be shipped to new data
center Alert data centerthat equip- 2
ment is slated for arrival
Prepare and Physically install hardware 2
implement
equipment
Load operating system 1
Load applications Load software, including 2
server software, database
applications, and required
dependencies
Mirror contentto new Copy configurations, trans- 3
servers fer files to new servers, and
load appropriately
Test Ensure connectivityin the 1
equipment network; check database
access. functionality
o live Cut over to new data Switch Web and database 1
center access to new sites
Run predeterminedteststo 1
ensure data accuracy
Check dataand content 1
integrity
Test again Let sites bum in for 24 1
hours and check integrity
again
Decommission  Remove old equipment Uninstall equipment; erase 1
old equipment  from site software and content
Ship equipment back to 1
inventory
Total Duration (days) 22

Source: Harvard ManageMentor® on Project Management (Boston: Hervard Business School Publishing,
2002), 16. Used with permission.
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Shall We Proceed?

Completion of the work breakdown structure is an important
milestone in the project planning process. The outcome of WBS is
a rough estimate of how much time will be required to complete
the project. The cost and skills that are necessary for completion
can be estimated from the same andyss Taken together, these cd-
culations represent important information that was not avalable to
decision makers and key stakeholders when they firs commis-
sioned the project. Thus, they should ask themsdves if they redly
want to proceed:

* Can we afford the project?
* If the project succeeds, will it be worth the cost?
* Do we have the kills needed to succeed?

» Will the project finish in time to make a differencefor our
business?

Since the organization's investment in the project will be rdatively
andl at this point, those questions are very appropriate, and aban-
doning the project for any of those reasons would not be terribly
painful.

Abandonment, of courseg, is not the only option if time, money,
and skills are insufficient. The other optionisto alter the scopeof the
project itsalf. If there is insufficient time to hit an important target
date, such & a mgjor trade show, or if the project is too cosly, you
should think about reducing its objectives. Producing part of the
project may be better than producingnothing & dl. If the requisite
skills are not available, think about delaying the project launch until
atimewhen training or recruitingcan provide them.

Doesyour company takeasecond ook &t itsproject plansat this
point? It should. Are company executives flexible with respect to
project objectives when sufficient time or other resources are lack-
ing?They should be.
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Summing Up

* Work breakdown structure (WBS) is a technique used to de-
compose high-leve project godsinto the many tasksrequired
to achievethem.

* OnceWBS is complete, managers can estimate the time and
cost required to compl ete each task. They can ds0 assign people
to the tasks they've identified.

* Stop breaking down task into subtasks when you reach the
point a which the work will take an amount of time equal to
the amdlest time unit you want to schedule. That might be one
day or one week.

* Your WBS exercise may reved some challenging conclusions.
The project will cost more than its worth, the organization
lacks the skills to do thejob, or the project will take too long to
complete. These revelaionsshould make management think
twice about proceeding.






Put the Horse Before the Cart

K ey TopicsCover ed in This Chapter

® The steps of the scheduling process
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* Using Gantt and PERT charts

The ¢ritical path



CHEDULES MATTER. Project managers use them &
mechanismsto sequence and control activities, Executives
use them as measures against which to appraise perfor-
mance. Without them, projects might linger for month after month,
consuming resources and missing opportunities.
This chapter introducesa practical processyou canfollowin cre-
ating aworkable and realistic schedulefor your project. That process
hasfour steps.

1. Identify and define tasks and subtasks through the work break-
down structure method.

2. Examine the relationshipsbetween tasks.
3. Create a draft schedule.
4. Optimize the schedule.

Since weve aready covered the first step, lef's examine each of the
others.

Examine the RdationshipsBetween Taks

Many tasks are related in some way and, as a result, must be per-
formed in a particular sequence. Consider how you normally go
about enjoyingacold bottle of beer on ahot summer day.Three tasks
are usudly involved: (1) opening the bottle, (2) pouring the beer
from the bottle into aglass and (3) consuming the brew. Ahh! There
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is a dependent relationship between these three activities. Obvioudy
we cannot do Step 2 before weve completed Step 1, and we cannot
perform Step 3 until 1 and 2 have been compl eted.If time is anissue,
we could eliminate Step 2 atogether,drinking directly from the bot-
tle. But Step 1 would continue to be an antecedent to Step 3.

Many workplace activitiesare smilarly dependent on other ac-
tivities. Remember the vehicle project we introduced —the one
where ABC Auto Company plansto introduce anew passenger car?
That project team must both design and test its new vehicle. But
before the pmject team can test the car, it must build and test both
external and internal components. Figure 6-1 maps the necessary
relationship between these activities. Here, the project must (1) de-
sign the vehicle, (2) build and test both external and internal com-
ponents,and (3) test the vehiclebuilt from those components.Because
of dependencies, these tasks must be scheduled in a linear manner.
However, note in thefigurethat component building and testing can
follow two paralld tracks simultaneoudy--one for external compo-
nents and another for internal components.Why? Because each of
the build-and-test sets of activitiesis dependent on vehicle design,
and not on one another. Recognizing opportunitiesto work differ-
ent activitiesin parald, & in this example, is one of the ways that
managers can reduce the overdl time of their projects.

FIGURE 6-1

Task Relationships

Project network diagram
[Sample automobile project)

Build External
3114112 /"{ Components P" External Test R 4/22-4/30
Vehicle Vehicle
| Design 4/64/19 Tast

..1 Build Internal Internal Test
Components

Source: Harvard ManageMerttor® on Project Management (Boston: Harvard Business School Publishing,
2002). Used with permission.
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In some cases tasks logically have alinear, finish-to-start relation-
ship. One task must be finished before another can start, as de-
scribed below.

\ Design component I—‘ Build component H Test component |

Other tasks have a lagging relationship. Here, one task must await
the start and partial compl etion of another, as shown below. For
an example of alagging relationship between tasks, consder the
development of a new computer system. The software develop-
ers must wait until some, but not al, of the hardware develop-
ment is done. After that point, much of their work can be done
in pardld.

| Hardware development |

=

- Software development |

Once a project team has evaluated the relationships between
tasks it can diagram them on awhiteboard or, better still, |abel Post-
it noteswith the names of discretetasks and arrangethemin the cor-
rect order on alarge wal. The Pog-it note approach is the better
choi ce because changes are essy to make. After some brainstorming
and moving of notesfrom here to there, the project team will even-
tudly be satisfied with its arrangement of dependencies.

CreateaDraft Schedule

At thispoint, the project manager and team have dl theinformation
they need to create adraft schedule: alist of tasks an estimate of the



Schedulingthe Work &

duration of each task, and knowledge of task relationships.We use
the term draft here because the schedule wall have to be fine-tuned
once everyone has had achanceto review it, check for bottlenecks,
and S0 forth. The scheduleitselfshould

* indicate start and completion datesfor dl activities,
* recognizeall task duration estimates, and
* recognize task relationships.

GanttCharts

Many project managers use a Gantt chart for schedulingwork. Fig-
ure 6-2 representsa Gantt chart for the Phoenix Project introduced
earlier.Recall that the project's god wes to ingtall new serversand to
get them up and running in a new data center. As you can see, the
Phoenix Gantt chart is essentidly abar chart with the taskslisted in
the left-hand column and fitted into appropriate time blocks. These
blocksindicate when atask should begin, based on task relationships,
and when they should end. This type of a diagram can be created
using an electronic spreadsheet or a project management software
program, such as Microsoft Project. Schedulers can use different col-
ors to indicate which team membersare responsible for each block.
Gantt charts show the following:

* Project status (by shading out tasks aready completed)
 Estimated project duration
* Edtimatedtask duration

Task sequences

The popularity of the Gantt chart sems from its ssmplicity and
from its ability to show people the big picture in a single glance.
What the Gantt chart does not indicate are the rel ationshipsbetween
various tasks So schedulers must be extra careful to reflect those re-
lationshipsin the time blocks & they enter theitems.
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Gantt Chart

Task or activities | 4/B-4/14 | 4/15-4/21 | 4/22-4/28 | 4/28-5/5 | 5/6-B/12 | 5/13-5/19 | 5/20-5/26 |

Install new servers

Obtain equipment

Implement equipment

Test equipment

Go live with new equipment
Repeat testing
Decommission old equipment
Evaluateprocess

Source; Harvard ManageMentor® on Project Management (Boston: Harvard Business School Publishing, 2002}, 26. Used with permission.
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The Critical Path

Another important piece of information not shown in the Gantt
chart is the critical path. The critical pathis the set of tasks that deter-
mines total project duration. It is the longest path through the proj-
ect, and any ddays along it will dday completion of the entire
project. In thissense, thereis zero dack timewithin the critical path.
While some tasks can be sequenced with much flexibility, critical
path tasks arelocked in by task relationships.

Toidentify the critical path, let's revist the ABC Auto Company
project. As described in figure 6-1, the project team broke the
Vehicle Design task into various build-and-test subtasks. Take an-
other look at figure6-1.This graphicis caled a network diagram. Un-
like a Gantt chart, it revedsdl the dependent relationshipsbetween
tasks. It dso reveds the critical path, which in this caseis (1) Vehicle
Design, (2) Build External Components, (3) External Test, and (4)
Vehicle Test. Why does this progression of tasks define the critical
path?T he reason isthat it describesthelongest pathin the diagram.
The other path in the diagram, which passes through the Build
Internal Components and Internal Test tasks is shorter by two days
Team membersworkingon those activitiescoul d spend two days be-
yond the number of days budgeted for them and till not affect the
scheduled compl etion of Vehicle Test. Nor would the total project
schedule be shortened if members completed their work on non-
critical path activitiesahead of time. The reason? Tasks on thecritical
path determine total project duration.

PERT Charts

Some project managers use PERT & an dterndtive to the Gantt
method for scheduling. PERT sands for Performance Evauation
and Review Technique. Figure 6-3 is the PERT chart for the Pro-
ject Phoenix server ingtallation project describedin the Gantt chart
(figure6-2).Each task in the PERT chart is represented by a node
that connects with other nodes, or tasks, required to complete the
project. A PERT chart may have many pardld or interconnecting
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networks of tasks so that periodic reviews are encouraged for com-
plex projects. Unlike the Gantt chart, it indicates all the important
task relationships and project milestones. (Note: The terms PERT
chart and network diagram are practically synonymous.)

Which scheduling tool is best for your purpose? The best
method is the one with which you are comfortableand that doesthe
job. Don't belured into using somethingjust because everyone ese
does or becauseits thelatest thing. Take ahard look at how you like
to work, and use the scheduling method that best fits your habits.

To ass=ss which method might suit you best, look at the system
you use for tracking and scheduling your own work. Are you sais-
fied with it?If you are, this sysem may be the way to go with track-
ing and scheduling the entire project. But remember that asysem's
usefulnesscomes from its ability to inform al the team members of
what is going on and to keep them aware that they are part of a
larger effort.

Project Phoenix PERT Chart

Copy
Setup configuration
Test Run
Retest
|

Alert
data center
—» Arrows represent task duration, show
sequential and concurrenttasks
=== Dotted lines indicate downtime while

Source: Harvard ManageMentor® on Project Management(Boston: Harvard Business School Publishing,
2002), 25. Used with permission.
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» Develop aligt of specific tasks.

* Assgn addliverableto each activity —for instance,” prototype
for market testing."

» Use deliverables as a bagsfor creatinga project schedulewith
redigtic milestones and due dates.

| dentify bottlenecksthat add time to the schedule.

* Determine ways to eliminate bottlenecks, or find ways to
work around them.

Establish a protocol for updating and revising the schedule.

Keep dl sakeholdersinvolved in and informed of the project's
progressand al schedule modifications.

Optimizethe Schedule

The final step of the scheduling process is optimization. Here, the
project manager and team take a very critical look a the draft
schedule and seek ways to improve it—thet is, to make it more ac-
curate, more redlistic, more effective, and faster. Like a writer look-
ing for ways to eliminate unnecessary words from his sentences and
add necessary trangitions, the project manager should look for the
following:

* Errors. Areall time estimatesrealistic?Pay particular attention
to time estimatesfor tasks on the critical path. If any of these
tasks cannot be completed on time, the entire schedulewill be
off. Also, review the relationshipsbetween tasks Does your
schedulereflect the fact that some tasksmay have to start 5-
multaneously and that others cannot start until some other task
is completed or partialy completed?
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* Oversghts. Have any tasks or subtasks been |eft out of the
work breakdown structure?Has timefor training and mainte-
nance been overlooked in the schedule?

* Overcommitments. A review may find that some employees
would have to work ten to twelve hours per day for months on
end to compl ete the tasks assigned to them in the schedule.
Likewise, a piece of equipment may be booked in the schedule
for output in excess of its known cgpacity. If you find these
overcommitments,distribute part of theload to others.

* Bottlenecks A bottleneck is any task that causes the work
feedingit to pile up. Think of an auto assembly line that has to
stop periodically because the people who ingtdl the seats can-
not keep up with the pace of the line. The usua way to handle
thisis (a) to improve the work processused in that task (thatis,
to speed it up) or (b)to shift resourcesinto that task—for ex-
ample, by adding more people or better machinery.

* | nbal ances int he workload. A schedulereview may indicate
that some team membersare being asked to carry more than
their share of the load while others are being asked to do very
little. Balancing the load could reduce the overal schedule.

» Opportunitiesto reducet he schedule. Because tasks on the
critical path define the duration of the entire project,look very
carefully at them.You may be able to shorten them by shifting
more of your resourcesto them, asin the bottleneck problem.
It may be possible to take these resourcesfrom noncritical path
tasks. For example, if you have four people working on a task
that hasfour to five days of dack time, shift someor all of those
people onto acritical path task for saverd days

Using Scheduling Softwar e

A number of software packagesare available to help you develop and
manage your schedule. To figure out which softwareis best for you,
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get recommendations from users. Then check their work habits
againg your own to see whether the software is a good fit. Unless
you are dready familiar with the software, build timeinto your per-
sond scheduleto learn it. Mastery may require that you can get reli-
able training and technical support for the program.

Softwareis a wonderful tool when you know how to make the
mogt of it. It can keep track of times and tasks, produce clear, eye-
catching schedul e charts; and so forth. It is helpful but not infalible.
It won't check for faulty time estimates or dependenciesyou may
have overlooked in putting together the schedule. So review every
task in the schedule carefully with another team member or stake-
holder before entering it into the software.

Any project planning software you plan to use should do the
following:

Handle development of and changes to Gantt charts and net-
work diagrams, including PERT charts and cal culationsof
critical paths

* Provide on-screen previews of information before printing

Produce schedulesand budgets

* Integrate project scheduleswith a calendar alowingfor
weekends and holidays

* Create different scenarios for contingency planning and
updating

Check for overschedulingof individualsand groups

Summing Up

Once dl the tasks and subtasks have been identified, examine
the relationshipsbetween tasks to see which must follow a par-
ticular sequence and which can be worked in parallel.
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* A draft scheduleincludes the start and compl etion dates of |
activities, recognizestask durations, and illustrates the depend-
encies between tasks

 Gantt charts provide a useful visualization of project status, esti-
mated project and task duration,and task sequences,but they
do not reflect underlying task dependenciesor the critical path.

* The critical pathis thelongest path through a project. It repre-
sentsthe total project duration.

* Any delay along the critical path will derail the entire project.

* PERT charts and network diagrams serve the same purposes s
the Gantt chart but adso indicate the critical path and dl impor-
tant task dependencies.



More Fine Tuning

K ey TopicsCovered in This Chapte

* What to do when a project cannot meet all
the expectations of the sponsor and other
Stakeholders

* Challenging assumptions, deadlines, resource
allocations, and dtated deliverables

» Reevaluating the schedule, its underlying
tasks, and task assignments



E’VE ALREADY EXPLORED how acomplex

project can be broken down into a manageable

set of component tasks and how those tasks can
be scheduled. These two key project activities are likely to uncover
discrepanciesbetween the objectivesstated in the charter and what
the project team can deliver-and when. The work breakdown
schedule exercise, for example, may reved that company personnel
are incapable of completing certain tasks Likewise, scheduling may
indicate that the project cannot be finished within the time frame
anticipated by key stakeholders. Faced with these discrepancies, the
project manager,sponsor,and team members must make adjustments
and trade-offs. This chapter discussesanumber of optionsfor getting
aproject to fit with constraints like time and skalls.

When the Project Won't Fit

Some projects cannot be redigticaly completed within the time
frame or budget initialy conceived by sponsors and key stakehold-
ers. Work breakdown structure and scheduling bring these problems
to the surface. Project managers should confront them head-on by
bringing them to the attention of the sponsor and key stakeholders.
Consider thisexample:

Antonia and her project team have just completed the final, optimizing
step of the schedulingprocessThey reviewed their work breakdown
dructure, adding several subtasks that someone had overlooked in the
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draft Schedule. They reassessed the time anticipated for each task, with
particular attentionto those on the critical path. And they did whatever
they could to redeploy resourcesto make the schedule as short and as
reglidic as possble But they couldn’t get the schedule to conform to
their sponsor's expected completion date.

" We havea big problem,” Antonia told her team." We must have
aworking preproduction model of the new implantable cdl phonein
time for the big MicroCom trade show, which opens in Houston exactly
forty weeks from today. But the current schedule will make us almost a
month late. Harold isn't going to like this, and Carla will go balligtic.”

Harold was the company’s vice president oftechnology and spon-
9 of the development project; Carla was the vice president of market-
ing. Antonia recaled her last meeting with Carla.” This is a huge
opportunityfor us,” Carla had told her.” Can you image how upscale
peoplewill respond to the possibility of taking calls anywhere at any
time without using a phone set, and without anyone hearing their
ringing phone?With a coin-sized receiver/transmitter implanted under
their collarbone, they'Il be able to listen and talk kands-free while
walking down the street, svimming laps in the pool, a sittingin a
movie theatet:”

Antonia would haveto tell Carla and Harold that ker project
teamwould not be able to develop and test a working model of the
implantablephone in time for the all-important trade show.What
ese could she do?

Antonia’s Situation is not uncommon. Project ideas emerge from
many sources. brainstorming sessons by senior managers, serendipi-
tous discoveriesin the laboratory, the emergence of amarket threat,
and so forth. Each of these sources produces arequest for action. The
executives who sponsor projects are, if nothing ese, action oriented
by experience. They give ordersand expect their subordinatestofol-
low through. The careful planning that follows (work breakdown
structure and scheduling), however, is bound to uncover contradic-
tions that action-oriented executives may have overlooked. What
sponsorsand other key stakehol dersexpect cannot eways be achieved
under their initial terms—despite the efforts of project team mem-
bersto makeit happen.
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What can be done under these circumstances?In the example
just described, what should Antonia say to Harold, the sponsor, and
to Carla, akey stakeholder?

Challenge Assumptions

Most projectsareformed on afoundation of assumptions. There iS$1
million avalable to complete the project—and no more. The num-
ber of people on the project must be limited to twenty-five. The
project must be completed by March 30 of next year. The new prod-
uct must be no larger than 15 cm. by 10 cm. by 4 cm.

Where do these figures and specifications come from? Some
may come off the top of someone's head without a great ded of
thought — not the product of careful reflection, measurement,or cal-
culation. Certainly, neither the sponsor nor any of the key share-
holders produced these figures through the careful work breakdown
structure and scheduling exercises demonstrated earlier. Let's reflect
on some of these key assumptions.

The Deadline

Consider Calds drop-dead date for a working model of the imn-
plantable cell phone. Per Carla, it must be avalladlein timefor the big
Houston trade show.But if that didn't happen, would thisinnovative
new product fall or its commercial prospects diminish?Would key
customerswho heard of the new device two months after the Hous-
ton trade show or who saw it demonstrated viaWeb-cast be less re-
ceptive?ls the MicroCorm tradeshow the only way to introduce this
product to the public?Those questionsmust be answered. There is a
possibility that Carla's assumption is untested or wrong.

AvailableResour ces

A project's charter should state the resources available for the work.
But faced with a problem like Antonias, and the importance of the
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outcome, the project manager, sponsor, and stakeholdersshould dis-
cuss the possibility of supplementing the originally alotted person-
nel, funding, and o forth. Giving the project more resources might
bring the schedulein line with stakehol der requirements.For exam-
ple, if Carlassdes and marketing people absolutely must have the
new device avalable & the trade show, then these tactics might be
considered:

» Assign more employees to the project, particularly to tasks on
the critical path.

» Qutsource one or more tasks to qualified vendors or suppliers.

* Buy, ingtead of build, componentswhose development will add
time to the schedule.

Decision makers are faced with atrade-off here: Shift resources from
one organizationa activity to another. They must consider the situa-
tion and determine whether exchanging one vaue for another will
producea better overdl outcome.

Facing up to trade-offsis one of the most common and impor-
tant chalenges of project management--one that many managers
fal to master. Too often Stakeholders like Carla and sponsors like
Harold demand that their impossible requirements be met and are
disappointed when project managers fail to deliver. When project
managers tell them, “Given the avallabletimeand resources,| can do
X orY. Which do you want?” The stakeholders reply, “Both.” When
the project manager cannot do that, he or she takes the blame.

The best antidote to this problem is a process that makes neces-
sary trade-offs visble and that involves stakeholdersin their resolu-
tion. Indeed, stakeholdersmust take responsibility for these trade-06.

Project Ddiverables

The third area in which a scheduling solution might be sought in-
volvesthe ddiverablesstated i n the project charter. Those deliverables
might be afinished product (for example,abridgeready to receive ve-
hicle traffic), a plan ready for implementation (for example,acompl ete
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marketing plan for the coming cadendar year), or, & in the im-
plantable cdl phone case, a working prototype.Whatever the deliv-
erable happens to be, its specifications may be negotiable to some
degree, especidly if the sponsor and key stakeholders cannot or will
not relax the deadline or contribute more resourcesto the cause.
Whether and how specificationscan be dteredis, of course, deter-
mined entirely by the situation. In the cdll phone case, Antonia spoke
with Harold and Carla about their requirements for the working
preproductionmodel that Carlaingsts must be ready in forty weeks.

“My team has revisited the schedule™ said Antonia, " and we believe
that we can have the implantable odl phone ready for the Houston
trade show. However, to do that, we will have to relax one of the speci-
jicationsgiven to us in the charter.”

"Which oneis that?" Harold asked.

" The switching capabilitiesof the microprocessor,” she replied." We
could reduce the end-to-end project schedule by five weeks if you'd be
willing to use a working model that could handle only the most basc
odl phone feasures—that is, a modd that could not use the call-waiting,
voice mail, and caller identification features planned for the final prod-
uct. That concesson would allow us to meet your trade show deadline.
We'd save that time by adapting an existing microprocessor.

"Would that serve yourpurposes?" Harold asked Carla.

"Well, it'snot ideal,” she replied.” We wouldn't be able to demon-
grate thefull range ef product features in Houston.--

"That's true,” Harold interjected, " but the thing that will get
peoplesattention—and create a buzz— will be the ability to receive a
cal by simply touching one'scallarbone and talking hands-free. That's
the real breakthroughin this product. It's unlikely that anyone will
even ask about those other features.”

"You'reprobably right,”" Carla conceded.” We could indicate that
the other features will be included in thejirst reease model.”

“Good,” said Antonia. “If you can live with that as a ddiverable,
we can meet your schedule™

The discussonsthat project managers, key stakeholders, and spon-
sors have around the issues just described require that people are
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willingand able to set priorities. Is the ddivery date the highest pri-
ority?Isit secondary to the original set of deliverables?If more re-
sources are needed to make the project work, from which other
activitiesshould they be taken?Those are questions with which de-
cision makers must grapple.

Revisit Tasksand Times

Thereisagood chance that challengingassumptionsabout the pro-
ject'sdeadline, available resources, and deliverables will uncover op-
portunitiesto adapt the project to the schedule. In some cases, it may
be necessary to relax more than one of those constraints to obtain
the right fit. But there is dso a chance that none of those solutions
will help—in which case the project team must revist its earlier
work. That means.

* Reevaluatethework breakdown structure (WBS). Is every one
of the tasks and subtasks listed in the WBS necessary?Get rid
of any that are not, aslong astheir deletion will not imperil the
project.Are the estimated times needed to compl ete these tasks
redigtic, or have some been padded?If any are overstated, make
them more realistic.

* Reevaluateyour initial assgnment of tasks. Are the current
owners of each task the best possible choices?If not, try to re-
cruit individualswho can do thesejobs faster and better. Doing
so might ruffle somefeathers but may be necessary to get your
project finished on schedule. The organizationa clout of the
sponsor might be instrumental in obtai ning the services of
these high-performingindividuas. Sponsor intervention is nec-
essary when managersresist any attempt to move their best em-
ployees awvay from their regular departmental duties.

Redirect resour cesto get the highest possible performance. Are
any of your best people or other resources tied up in activities
that aren't on the critical path?1f they are, do some thoughtful
shuffling. Then reestimate the time needed to complete the
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affected tasks. You may find that this reshuffling has improved
your schedule.

Streamline key tasks. Busnesss experiencewith process
reengineeringduring the 1990s demonstrated something of
profoundimportance: Many tasks could be made faster and bet-
ter through redesign. Bank loan applicationsthat once took ten
days were completed in afew hourswithout any decreasein
qudity. Customer ordersthat once took severa daysto process
and pack were shipped the same day. There may be opportuni-
tiesto do the same with tasks on your project's critical path.
Have you examined those tasks from a redesign perspective?

Theoretically,those practicesshould go into thefinal, optimizing step
of the project scheduling process. But if that step fails to aign the
schedule with the charter's requirementsand if the sponsor will not
dlow any adjustments, you'll have to approach the job with greater
determination.

Summing Up

* If its clear that aproject cannot produce the deliverables speci-
fied by the sponsor or meet the sponsor's deadline, attack the
problem head-on through discussion with him or her. Don't
ignorethe problem.

* Revisit key assumptionsabout deliverables, deadline require-
ments, and project resources. It may be possble to satisfy the
sponsor and stakeholders by making adjustments to those
elements.

* Revisit the work breakdown structureand your initial assgn-
ment of tasksto identify unnecessary steps and opportunitiesto
get jobs done faster and better.



Scanning the Hazy Horizon

K ey Topics Cover ed in This Chapter

* |dentifying and prioritizing risks to the
project plan
»  Avoiding and minimizing risks

= Contingency planning



VERY PROJECT PLAN includes assumptions-about

task performance by project team members,the time re-

quired to complete key tasks, the future availability of
resources, the collaboration of dlies,and so forth. Riskslurk in each
of theseassumptions. What if the techiesin the R &D lab cannot pro-
duce aworkableprototype? What if akey member of the project team
is hospitalizedfor amonth—or leavesthe company?How wouldthe
project be affected i fa supplier to whom you have outsourced anim-
portant task falsamonth behind schedule?Managersded with risks
like these every day:

* Finandal resourcerisk. A financial manager,foreseeinga poss-
ble cash flow shortage, reduces the risk by collecting receivables
ahead of schedule, putting ahold on al discretionary spending,
and making sure that a bank credit lineis available.

* Human resourcerisk. When informed that a key employee,
Jack, hes been interviewing with other companies, his boss
takes someinitial stepsin findinga replacement.” Who could
fill Jack’s shoestomorrow if need be?'the boss asks himsdlf."If
no one is quite ready, what training or experiencewould our
best internal candidatesfor thejob need to make them ready?"

* Supply risk. A purchasing manager for an origina equipment
manufacturer,fearful that the supply of akey component may
be extremely tight six monthsin the future, reducesthe risk by
building a buffer stock.
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* Qualityrisk. A red estate developer avards contractsto many
building contractors. Knowing from past experiencethat many
low-cost bidderswill cut cornersto finish within budget, the
devel oper builds quality specificationsinto every contract and
monitors compliance on a regular bess.

Each of those managers recognized the risks to their operationsand
took stepsto mitigate those risks. Doing so is part of their jobs. Asa
project manager or participant,you must do the same.

What |s R sk Management?

Risk management is the part of project planning that identifies key
risks and develops plans to prevent them and/or mitigate their ad-
verse effects. I n redlity there are two types of risk management. Risk
management Type 1 assumes a certain amount of clairvoyance—it
expectsthat it is possible to anticipate developments that could com-
promise the plan or the schedule. Risk management Type 2 recog-
nizes that some adverse developmentscannot be anticipated. There
can he no contingency planning around thisform of risk. The only
remedy is to build arobust management framework that's capable of
dealingwith the unexpected —whatever it might be.This chapterfo-
cuses on thefirst form of risk management; Type 2 risk will be de-
veloped morefully later.

Risk management in the traditional, Type 1 sense has three es-
sentia ams

1 Identify and prioritize risks to the project.
2. Teke actions to avoid or minimize key risks.
3. Develop contingency plans to handle potential setbacks.

Let's consder each of those activities.
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ldentify and Prioritize Project Rsks

The most obvious way to ded with risk is to conduct a systematic
audit of dl the thingsthat could go wrong with your project. A risk
audit involves the following three steps:.

1. Qlect ideaswidely. Peoples perspectives about risk differ
greatly. Some foresee perilsthat others miss entirely. By talking
with many people—project team members, peoplein the oper-
ating units or on the corporate staff, customers,and suppliers—
you may harvest some surprisinginformation. For example,a
supplier may tell the manager of a product-devel opment project
that hisrival is working on aproduct for the samemarket and
that its devel opment appears to be much further along than his.
There's agood chance that the riva will beat him to market.

2. 1dentify internal risks. Understaffing can be a source of risk.
One key resignation, for example, could cause an important
project to collapse. Poorly trained quality assurance personnel
represent another source of internal risk. Their substandard
work may eventually allow defective or dangerous productsto
reach customers,resulting in a costly product recal, lawsuits,
and a public relationsfiasco.

3. Identify external risks. An external risk may take the form of
an emerging new technology—one that will render your new
product line obsolete. An impending regul atory change may be
another. External risks are many and often hidden. Somelarge
technology companiesmaintain smdl ""businessintelligence’
units to identify these threats.

Asyou conduct your risk audit, pay particular attention to arees with
the greatest potential to harm your project. Depending on the proj-
ect, these arees might include health and environmental issues, tech-
nica breakdowns, economic and market voldtility, or relationships
with customers and suppliers. Ak yourself where your project is
most vulnerable. Then consider these questions: What are the worst
things that could go wrong in these areesWhi ch risks are the most
likely to surface?
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Your risk audit will likely identify dozens of risks to your proj-
ect. Naturaly,some will be more dangerous than others—that
is their potential for damage will be greater. At the same time,
some risksaremorelikely to occur than are others. Thus, risk has
two factors you must consider: potential negative impact and
probability of occurrence.You can use them to prioritize your
audit list. Here arefour stepsfor auditing risk:

1. Make an estimate of the negative impact of each risk. Ex-
pressit in monetary form. For example,” The cost of aone-
month delay would be $25,000."

2.Assgna probability to the risk (0 percent to 100 percent).
For example,*“The risk of aone-month deay is 40 percent.”

3. Multiply the monetary impact by the probability. Example:
$25,000 x 0.40 = $10,000. Setigticians cdl this the ex-
pected value. In effect,it is the dollar impact weighted by
the probability of its occurrence.

4. Rank order your audit list by expected vaue.

A rank-order list will give you greater insghtsinto the risksyou
face.

Take Actionsto Avoid or M ni m ze R sks

Once you have audited your situation and identified the key risks,
you will be positioned to do something about them. In the most
drastic cases you may alter the project's scope to avoid risks that the
organization is not prepared to confront. For example, a saussge
maker, fearful of bacteria contaminationsomewhere in the produc-
tion or distribution channel, may decide to produce only precooked
and asepticaly packaged meats. In another case, the project manager
may take positivestepsto prevent risks from emergingas full-blown
crises. For example, if you are concerned that a key project member,
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Brenda, may leave the company, here are a few thingsyou could do
to eliminate the risk or minimizeits consequences.

» Make sure that Brenda has avisble and attractive career course
ahead of her within the company.

* Prepare other employeesto fill Brenda's shoesin the event that
sheleaves.

» Don't give Brenda responsibility for too many important tasks,
instead, distribute important tasks among severd reiable project
team members. Doing 0 will diversfy your risk.

Still other risksidentified in your audit can be minimized through
thoughtful planning. For example, if customer requirements for
some aspect of your project's new product arefast changing, you can
minimizethe risk through project planning. Consider this case

Gizmo Ergonomics Company has launched a project to introduce a
new, high-priced office chair.The project teamis confident that all but
one of the customer requirementsrevealed through intensive research
WI remain valid two years from: now, when theproduct is introduced
to market. That one dubious requirementis calar.” One year everyone
wants black o gray;* complained the project manager,”and the next
year maroon is the in color. It'simpossible to know in advance which
oolor will appeal to customers. ™

Color choice is a big risk for this project. Gizmo's people could di-
vers$~the risk by producing its new chair iz four or five colors hoping
that one or two of ther: Will be popular with cusomerswhen the prod-
uct hits market. But that strategy would create an expensive inventory
problem and till not address the entire color risk.

In the end, the project team designed the cdlor risk out of its devel-
opment plan. Taking a tip from Benetton, the Italian appard maker, the
team designed the product and its manufacturing processin a way that
made color sdection the final phase of manufacturing." We will build
items to sock without any fabric,” said the manufacturing manager.

" Once we have an order, we can quickly install the customer's chaice of
upholstery. In effect, we will carry ro finished stock.”
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Brainstorming sessons that include many people with different
functionsand different perspectivesis usudly the most produc-
tive approach to identifying risks and finding ways to minimize
their impact. There isreal power in numberssince no single per-
son can foresee the dozens of things that could go wrong in a
project, especidly alarge one. As you brainstorm, develop alist
of serious risks, and then unify similar ones into manageable
groups. Try to identify the underlying bess for those risks. For
instance, the badis of risk for the office chair maker is the cus-
tomer$ choice of fabric color. Once you understand the sources
of risk,you'll bein a better position to steer clear of them.

Devdop Contingency Plansto
Handle Potential Setbacks

Some risks cannot be avoided. Others can be reduced, but only in
part. Contingency plans should be developed for these unavoidable
and uncontrollablerisks.A contingencyplan is a course of action pre-
pared in advance to dedl with a potential problem; it answers this
question:"If ____ happens, how could we respond in a way that
would neutralize or minimize the damage?'Here are two examples
of project contingency plans.

* TheAcme Company set up a two-year project to modernize its
manufacturing facihties. Senior management regarded the two-
year deadline as extremely important. Recognizing the red risk
that the deadline might not be met, the sponsor agreed to set
up areserve fund that could be used to hire outside help if the
project fell behind schedule. This contingency plan included a
monthly progressreview and a provisionthat falling three or
more weeks behind schedulewould trigger release of the re-
serve funds. In addition, two managers were charged with the
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job of identifying no less than three vendors who were cagpable
of helping with the project.

» TechoWhiz, Inc. was banking on its software project team to
develop a new version of its integrated business application
suite, one that would include all the bellsand whistles, and
seamless linkages to the Internet. Not wanting to missthe an-
nounced release date and expensive marketing rollout, the team
devel oped a contingency plan for dealingwith any unfinished
elements of the program—and the probability of having some
was high. That contingency plan was straightforward: Any fea-
ture not ready at the time of the official release would be of -
fered at afuturedate to all registered usars of the new version
& a downloadable add-on. Staffing for devel opment of add-on
e ements was planned in advance, with budgeting contingent
on the amount of needed work.

Thered benefit of acontingency planisthat it preparesthe proj-
ect and its company to ded quickly and effectively with adverse sit-
uations.When disagter strikes, managers and project members with
such a plan can act immediately;they don't have to spend weeks try-
ingtofigureout what they should do or how they will find the funds
to ded with their new situation. The what and how of their response
will be contained in the plan.

Has your project identified its risks? Does it know which have
the greatest expected value? Has it developed contingency plansfor
dedling with them?

Just as every task on the project's schedule should have an owner,
every key risk should be someone's respongbility. That person
should monitor the assigned risk, sound the alarmif it appears to
be moving from potential problem to red problem, and take
charge of the consequences.
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Summing Up

* Risk management identifies key risks and developsplansto
prevent them and/or mitigatetheir adverse effects.

A risk audit identifiesthingsthat could wrong.

* Brainstorming sessonsthat involve many people with different
functionsand perspectivesare usudly the best way to conduct a
risk audit.

* Develop contingency plansfor important risks that cannot be
avoided or greatly reduced.
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N WARFARE, initial battle plans begin faling apart with

the first skirmishes. Combatants are forced to respond to

moves that were not—or could not—have been antici-
pated. Challenges and opportunitiesreved themsdves as events play
out. Big, complex projects—even those that are well planned—ex-
perience something very smilar. Customer requirements change
even as the project team is working to satisfy them; the team discov-
ersthat it isaming at a moving target. Unforeseen opportunitiesto
do something of greater vaue for customers are encounteredin the
course of executing the existing project plan. Project prototypeslead
to dead ends or reved the need for more development. One of the
key consultantsworkingwith the team is pulled avay for amonth to
serve another client. Project participants are learning about a new
technology and its capabilities even as they attempt to ingtdl it.

Each of those examplesisadevel opment that may not have been
anticipated, no matter how smart or prepared project participants
werein the beginning. Earlier we explained atraditional form of risk
management; it included risks that can be anticipated and addressed
through avoidance and contingency plans. Here we are concerned
with risksthat arelesslikely to be anticipated. | n prototyping, for ex-
ample, it isdifficult to understand the risksand possibilitiesuntil you've
actudly tried something. Consider a major information-technology
ingtalation. Here, the project team is dealing with new and unfamil-
iar technology that it has not yet mastered. And because the technol -
ogy is new, customers are not in a good position to articulate the
ddiverablesthey expect from the project. The project'sunfolding is
punctuated by dead ends, disappointments,and valuable discoveries.



Project Adaptation 113

The traditional framework of project management has not been
particularly useful in dealing with hard-to-anticipaterisks. The tools
offered in earlier chapters—work breakdown structure, time esti-
mates, and scheduling methods—definitely help, especialy when
project personnel are familiar with the tasks and technologies with
which they must engage, and when outcomes are highly measura-
ble. As author and Harvard Business School professor Robert Austin
hes stated:"* Conventional project management methodol ogieswork
best when the chances are redly good that the project will unfold s
anticipated during its planning stages, when there is little that can
happen during the project that planners can't see coming, when
you can formulate responses to contingenciesin advance. In other
words when there is not much genuine discovery going on.™' He
points to building construction a an example, where the range of
potential problems often can be anticipated and solutions planned
in advance. T he traditional tools of project management, however,
are less useful when uncertainty is high. Something more is re-
quired: adaptability.

This chapter provides practical advice for dealing with hard-
to-anticipate risk—that is, it explains how you can (and should)
be prepared to adapt and learn & a project unfolds and as partici-
pants make discoveries and encounter unanticipated problems and
opportunities.

Sour cesof Unanticipated Risk—
and Their Consequences

The risks that project managers cannot anticipate generdly come
from three sources:

1. New and unfamiliar technology (for example, development and
installation of totally new enterprisesoftware)

2. Work that is outside the experience of the project planner and
project team (for example, a team of auto-body designersac-
customed to working with sheet metal attemptsto switch to
high-impact plagtic)
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3. Project magnitude (for example, ateam of architects and build-
ing contractorswho have never built anything higher than a
four-story building tackle afifty-story office structure)

The consequences of the risksin those sources arelargely fdt in the
implementation phase of projects. Those consequences can be huge
in terms of project cost, schedul e dippage, and disappointing results.
Managers of Boston'sinfamousBig Dig highway project,for exam-
ple, wereforced to reved in 2001 that the venture was severd hillion
dollars over budget and ayear or more behind schedule. In another
example, a magjor financia services company reported receiving no
benefit from hundredsof millionsof dollarsinvestedin anew I T sys-
tem; the project was atotal loss.

Because of their reliance on new technology and their organi-
zation-wide scope, information-technology projects are par-
ticularly susceptible to unanticipated risk. Anecdotal evidence
suggests that more than 50 percent are outright falures. In de-
scribing their perils, three Harvard Busness School professors
put it this way:

Despite 40 years of accumulated experience in managing informa-
tion technology (1 T) projects, the day of the big disagter on a major
IT project has not passed. Why? An analyss of these examples
and a preponderance ofresearch over the last 10 years suggest three
serious deficiencies. . . = (1) failure t0 assess the implementationrisk
of a projett at the time it is funded; (2) failure to consider the ag-
gregate implementationrisk of a portfolie of projects and (3)fail-
ure to recognize that different projects require different managerial

approaches.*

* Lynda M. Applegate, Robert D. Austin, and E Warren McFarlan, Corporate Informaiion Strategy and Man-
agement, 6th cd. (Burr Ridge, IL: McGraw-Hill/Trwin, 2003), 269-270.
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Another consequence of applying the traditional project man-
agement discipline to stuations with high uncertainty —where
things are likely to go wrong—is a tendency for participantsto be
slent about problems.Being on time and on scheduleare so impor-
tant that some people are afraid to come forward with the truth
about inevitable problems with budgets, schedules, and technical
roadblocks. Admitting to aproblem is the equivalent to admitting a
personal failure.You can amost hear the sponsor saying, “You agreed
a the very beginning that you could get thejob donein six months
if you had a $300,000 budget and a team of five people. So why isnt
the job finished?*

Not surprisngly, many people smply ignore their problems,
hoping that a breakthrough or piece of good luck will make things
right in the end—which amost never happens. Others hope that
problems and their consequenceswill not be reveded until much
later—or that their persona connectionwith those problemswill not
be known. For exampl e, software devel opersmay be tempted to take
shortcuts because nonspeciaist managers are unlikely to trace com-
plex systems problems to their sources’ In acase that involved one
of the Big Three U.S. automakers, a new, three-year, multibillion-
dollar vehicle platform pmject was under tremendous pressurefrom
higher management to be completed on time, The company's engi-
neers and designerswere attempting something they had never done:
introducing a compact car that could go head-to-head with those
built by Japanese rivals. As the pmject entered itsfinal months,it wes
clear to peoplein the trenches that the new vehicle had major prob-
lems, yet no one wanted to acknowledge them. Senior management
wouldn't tolerate any bad news. So the new vehicle was pushed on
from one devel opment stage to another with dl of its defects. For ex-
ample, when it failed its low temperature start-up test, someone
fudged the numbers, givingit apassng grade.When a preproduction
model arrived a the company's outdoor track for road testing,engi-
neers dtered its carburetor and filled the tank with a specia fud; the
car could not make it around the track without that assstance. Man-
agement was dudess about the vehicle's problems, which became
devagtatingly clear onceit entered the market.
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In a comparable case, this one involving a mgjor U.S. manufac-
turer, managersfor a multimillion-dollar I T implementation project
ddiberately silenced sysems andystswho had discovered substantia
technical problems. The sysems andyss were saying " This won't
work. The plan must change.” These were words the project man-
agers didn't want anyone to hear. After al, they had a plan, and the
plan had to be implemented.In the end, their failure to heed the an-
ayss warnings—and to adapt the plan to a new reality—cost the
company millions.

The dissgters experienced by these companies might have been
avoided or mitigated if people had not been o locked into their
plans. What happens when projects a your organization encounter
serious and unanticipated problems?

The Adaptive M anagement Approach

Is the object of your project or itsimplementation shrouded in un-
certainty? Is it based on a new technology or new material with
which your team is unfamiliar?Are the tasks involved different than
anythingyour team has dealt with in the past?Is the project substan-
tidly larger than any othersin your experience?

If you answered yes to one or more of those questions,the tradi-
tional management tools—work breakdown structure, time estimates,
and scheduling methods—might not be optimal. You may have to
consider amore adaptive approach.

A traditional model for project management is basicdly alinear
progression of activities: define and organize, plan and schedule the
work, manage execution, and close down. (For a graphic representa-
tion,seefigurel-1) Feedback |oopsprovide opportunitiesfor learn-
ing to flow back into different components of the model. But, a
bottom, thismodel islinear; one that inherently assumesthat project
planners know what needsto be done, what it will cost to do it, and
how much time it will take. The traditional model is workable for
meany, if not most, projects, but it's lesshelpful for thosewith highlev-
ds of uncertainty. But what can be used in those exceptional cases?
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In their research of large | T implementati on projects, LyndaAp-
plegate, Robert Austin,and Warren McFarlan found that some com-
panies—notably Cisco Sysemsand Tektronix—have enjoyed success
with adaptive project management modelsthat do the following:*

1. Approach tasksiteratively. Membersare engagedin smdl in-
cremental tasks. The outcomes of those tasks are evaluated and
adjustments are made moving forward.

2. Havefast cycles. Longlead timesinterfere with theiterative
approach.

3. Emphasizeearly valueddivery. Instead of deliveringvaue at
project end, ddiverablescome earlier and in smaller pieces. This
encourages feedback and the incorporation of learninginto
subsequent activities.

4. Saff the project with peoplewho are capable of lear ningand
adapting. Some peopleare faster learnersthan othersand are
more amenable to change.

5. Put lessrdiance on decison-making toolsthat assune pre-
dictability. Return oninvestment,net present vaue, and inter-
nal rate of return are usefisl decision tools, but only when
future cash flows are reasonably predictable—whichis not the
cae in projectswith high uncertainty.

Cisco refers to its project approach s rapid iterative prototyp-
ing.” Here, many tasks are viewed & probes—as | earning experiences
for subsequent steps. This tactic is analogous to the notion of the
""chegp kills" that research and development personnel use to sort
through many possibilities quickly and a low cost. When the right
solutionis not apparent,they try anumber of Smpleexperimentsto
separate promising and unpromising options. Even failed experi-
ments provide insightsinto what will work.This experimental , adap-
tive approach to project management depends on aproj ect team that
is curious, open to learning,and eager to cycleitslearninginto each
new step.
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Thomas A. Edison, Americas innovation icon, never used the
expressions 'cheap kills* & far & we know. And he certainly
never heard the term “rapid iterative prototyping.” He did, how-
ever, practice both.

In 1878, Edison jumped into the race to develop the first
practical incandescent lamp. Many others were dready in the
field, but he reasoned that he stood a chance to win.

Edison knew—es did his competitors—that passng an elec-
trical current through a wire or other conductive filament
would make it glow brightly. He dso knew that higher voltage
would make the filament glow more brightly, but that it would
dso cause the filament to burn up more quickly. One of the key
challenges,then, was to find afilament material that would glow
brightly without quickly burning up.

What material should he try? No amount of advanced plan-
ning could have answered that essentid question. So Edison and
his" Insomnia Brigade" of assigtants (so-caled because of their
bosss demanding work hours) set out on a course of chesp kills,
They tested thousandsof filaments i n avacuum —filaments made
from chromium, aluminum, papers coiled in various ways and
other materias. They eventually found a material that worked
well—a piece of carbonized cotton thread.

Edison beat his many competitorsto the patent office,and his
practice of making cheap kills, or rapid iterative prototypingif
you will, madeit possible.

source: Adapted with permisson from James M. Utterback, Mastering the Dynamics of Innovation
(Bost on: Harvard BusinessSchool Publishing, 1994).58-62.

The adaptive approach pointsto anew rolefor project sponsors.
In thetraditional model,the sponsor says,“Here’s what | want.To get
it, | will provide your project with a budget of $2 million and eight-
een people” Writing in Sdence's Next Wave Robert Austin suggests
adifferent approach,one that conformsmore closgly to the approach
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used by venture capitalists (VCs).Venture capitaists, he notes,seldom
give entrepreneurs a big pile of cash at the beginning of their work.
Instead, VCs stage their commitment as their entrepreneurial part-
ners produce results.* For example,if the entrepreneur hes astart-up
software company with a plan to develop a breakthrough applica-
tion, the VC will provide only enough cash for the project to move
forward to the next levd. If the entrepreneur succeedsin reaching
that level, the VC will review progress and develop expectationsfor
the next step. Here, the results of the just-completed step provide
new information for the VC, who will finance the following step if
the prospects are favorable.

The venture capitaist advances cash to probe and seek feed-
back—that is, to purchase information, learn, and reduce uncer-
tainty. Each investment gives him an option to remain in the
game—if there isagame |n effect, the financier paysto preservehis
option to do more.

In this adaptive model, key project activities move forward
through a series of |earning experiencesas represented graphicaly in
figure 9-1.

FIGURE 98-1

The Adaptive Model of Project Management
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The adaptive model does not apply to every project, but it's recom-
mended when the level of planning or execution uncertainty is
high—that is, when the project faces risks that may not be antici-
pated, or when the range of potential outcomes is very wide. How
uncertain is your current project? Is your company reedy for this
adaptive approach?Are you?

SUmming Up

» The traditional project model is not particularly adaptive when
thelevel of unanticipated risk is high.

* Unanticipated risks generally have three main sources. new and
unfamiliar technology;a new kind of work;and a project mag-
nitude that is substantialy larger than those with which the
team has experience.

* Insstence on strict adherence to budgets and deadlinescan be
dangerouswhen uncertainty is high; it can make peopleignore
or concedl problems.

* The adaptive project management model encourages people to
do thefollowing: to engage in smdl incremental tasks, to evau-
ate their outcomes and make adjustments, to avoid long lead
times, to emphasize early vaue ddlivery,to staff projects with
skilled peoplewho are capable of learning and adapting, and to
put less reliance on decisiontools that assume predictability.
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ROJECTs that get off on the right foot have a greater

likelihood of success. Project planning,aformal char-

ter, work structure breakdown, careful scheduling, and
risk management are part of that process. But there's more, and it's
covered here.

Once a team has been formed, the charter delivered, and the
work scheduled, severd important thingsmust be done before work
commences. First, the project needs a launch—a specid event that
marks the officid beginning of the project'swork. Second, the proj-
ect manager must attend to a number of important issues associated
with team-based work. At bottom, project management is very
much about leading teams. Indeed, team-based work is at the heart
of every project. Findly, the norms of behavior that make collabora-
tive, team-based work possiblemust beinstituted and communi cated
to dl participants.

Why Launch M egtingsM atter

An official project launch representsthe very first project milestone,
telling everyone,“We begin thisjourney together,and we begin now."
If conducted properly,the launch has substantial symbolic vaue.
The best way to launch a project effort is through an all-team
meeting, one with appropriate leves of gravity and fanfare. Much
discusson and planning will obvioudy have been undertaken prior
to the launch meeting, involving the project manager, the sponsor,
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and key individua members. But those informal get-togethers are
no substitutefor aface-to-face meetingattended by al members,the
sponsor, key stakeholders, and, if appropriate, the highest-ranking of -
ficid of the organization.

Physicd presence at this meeting has great psychological impor-
tance, particularly for geographically dispersed teams, whose mem-
bers may have few future opportunitiesto conveneasagroup.Being
together a the very beginning of their long journey and getting to
know each other a a persona level will help build commitment and
bolster each participant'ssense that this team and project are im-
portant. It's difficult to imagine anyone fedling part of agroup with
common goas without being in the physical presence of his or her
teammates a some point. If certain people cannot attend the launch
meeting because of their geographiclocation,every effort should be
made to give them avirtual presence through videoconferencingor,
a the very least, speakerphone.

The sponsor's presence at the launch meeting is imperative. His
or her presence and demeanor spesk volumes about the importance
—or unimportance—ascribed to the project's misson. As experts
Jon Katzenbach and Douglas Smith write:

When potential teamsfirst gather, everyone monitorsthe signalsgiven
by others to confirm, suspend, or dispel assumptions and concerns. They
pay particular attention to those in authority: the team leader and any
executiveswho set up, oversee, or otherwise influence the team. And, as
always, what such leaders do is more important than what they say If a
senior executive leaves the team kickoff to take a phone call ten minutes
after the sesson has begun and he never returss, people get the message!

Here are tasksyou should am to accomplisha your project'sof-
ficia launch meeting:

* Be very clear about who belongs to the project team. Acknowl-
edge each member by nameif the group is not too large. There
may be core members, and there may be peripheral members
who participatefor alimited time or in alimited way. But all
are members. Do not tolerate any ambiguity on this point.
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Welcome all those who will contribute to the project to the
launch meeting.

* Explain the project charter and its contents. The sponsor or
project manager should explain the goad, deliverables, and
timetables s documented in the charter.

* Seek unanimous understanding of the charter.Just because the
leadership explains the god, deliverables, and so forth isno as-
surance that every team member will interpret themin the
same Way. Engage people in discussion about the charter with
the god of getting agreement and consensus.

* The sponsor should explain why the project's work is important
and how its gods are aligned with larger organi zational objec-
tives. People need to know that they are part of somethingwith
important consequencesfor themsalves and the organization;
otherwise, they won't make their best effort. This discusson
should aim to saidfy that need.

* Describe the resourcesavailable to the team and the nonteam
personnel with whom members are Wely to interact, That
group may include other company employees, employees of
alliance partners, suppliers,or customers.

* Describe team incentives.What, besides their normal compen-
sation, will members receive if team gods are met or exceeded?

» Makeintroductions.Unless people are dready familiar with
each other and their specid sl1s, use thelaunch meeting as an
opportunity for persona introductions. If the group is of a rea-
sonablesize, ask participantsto introduce themsdlves, to sy
something about their background and expertise,and to ex-
plain what they hope to contribute to the effort.

By the end of the launch meeting, people should have a clear sense
of direction, the importance of the team god to the organization,
how success will be measured, and how they will be rewarded for
their efforts. They should know who is on the team and what each is
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capable of contributing. And they should begin to think of them-
sdves as members of a red team. A sense of belonging and con-
tributing to acommon god can only develop with timeand through
shared experiences. Neverthe ess, the seeds should be planted at the
launch meeting.

Create | ntegr ative M echanisms

Simply throwing peopleinto alaunch meeting, giving them collec-
tive gods, and handing out free T-shirts with a team name and logo
createsateamin nameonly. Effective project teamsare created through
collaborative activities: joint work, idea sharing, the give-and-take
that typically surrounds important decisions, and exchanging infor-
mation. A project manager can facilitate these team-buildingactivi-
ties through integrative mechanisms.

Integrative mechanisms include regularly scheduled meetings,
communicationslinks such & newsdl etters, project Web sites,and the
physica colocation of team members. Off-Ste social events can dso
be an effective dtrategy that builds team identification and group
cohesion. Each of these mechanisms, in effect, encourages people
to tak with one another, understand each other at a personal leve,
share ideas, andyze and critique aternative strategies, and build the
bonds of trust and friendship that make team-based work stimulat-
ing and productive.

What integrative mechanismsis your project using?

Edablish Norms of Behavior

Turning an assemblage of individualsinto an effective project team
cannot be done overnight. Individualscome to the effort with per-
sona agendas. Many view their new teammates as competitorsfor
promotions, recognition, and rewards. Still others may harbor per-
sond grudges againg one or more of the people with whom they
have been thrown together. And there are dways an individual or
two who lack the socid skills required for group work.
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Personal agendas,internal competitions, grudges,and poor socid
skills are present to some degreeon every team; they can undermine
project effectiveness if they're not contained or neutralized. The di-
versity of speciaties and work stylesthat you've probably brought to
the team through great effort may dso make collaboration more dif-
ficult. Technical specidigs, for example, may spesk an unfamiliar jar-
gon, and that setsthem apart from their teammates. And what people
find unfamiliar they do not trust.

One of the best ways to manage these problemsis to set down
clear norms of behavior that gpply equally to all. As described by Jon
Katzenbach and Douglas Smith, authors of The Wisdom of Teams, a
popular book on team-based work, the mogt critical rules pertain to:

* Attendance. Members and leaders must understand that the
team cannot make decisionsand accomplish its work if individ-
ua membersfail to show up for meetings or joint work sessons.
If you are the leader, people will follow your example. If you
are chronically late or absent, they will mimic your behavior.

* Interruptions. Decideto turn cdl phones off during meetings
and work sessions. Taking a cdl during a team session indicates
that the cal is moreimportant than what the team is doing.
Also make it clear that people are not to interrupt others dur-
ing meetings. Everyone has aright to spesk.

No sacred cows. Agreethat no issueswill be off-limits. For ex-
ample,if a process-reengineeringteam knows that a change will
upset a particular executive, its membersshould not be afraid or
reluctant to discuss the issue. Avoiding the issue because of the
executive'spossible objectionswill sgnd that the team and its
effortsare pointless.

* Congructivecriticism. Problem solving is bound to produce
competingsolutions, The championsof these solutions must
understand that they are empowered to represent their views
but areforbidden to undermine those of othersthrough decep-
tion or by withholding relevant data. Team players must dso
learn how to vent disagreementin constructiveways
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¢ Confidentiality. Some team issues are bound to be sengitive.
Team memberswill not discussthoseissues freely unless they
are confident that what is said within the team stays within
the team.

e Action orientation. Teamsare not formed to meet and discuss,
those that do are Ssimply gab sessonsthat accomplish nothing.
Their red purposeisto act and produce results. Make that clear
from the very beginning. In the words of Katzenbach and
Smith, an action-orientedteam means that "' everyone does redl
work” and"' everyone gets assgnments and does them."

What should be your group's nhorms of behavior?That depends
on the purpose of the group and the persondlities of its members.
But certainly any effectiveset of normsshould be clear and concise.
It should dsoincludethebasics: respect for all membersof the group,
a commitment to active listening, and an understanding about how
to voice concerns and handle confiict.

To guaranteethefree flow of ideas, some groups may want to go
further —for example, making it explicit that anyone is entitled to
disagree with anyone dse. They may dso want to adopt specific
guiddines that

* support caculated risk taking,
» egtablish procedures about acknowledgingand handling failure,
+ fogter individual expression,and

* encourageaplayful attitude.

Whatever normsyour group adopts, make sure all its members have
a hand in establishingthem-and that everyone agrees to abide by
them. Members participation and acceptance will head off many
future problems. Also, be awvare that norms sometimes emerge in
unanticipated ways, even if guiddines are explicitly discussed at the
beginning of the team project. For example,if some egos are bruised
during the team's initial meetings, you may observe subtle hogtility
between the affected individuals in subsequent interactions. That
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hogtility will probably manifest itsalf through second-guessing, criti-
cism, sarcasm, and other counterproductive behaviors. As a leader
or team member, you should discourage such actions, and remind
everyone that mutual respect, open discussion,and collaborative be-
havior are the expected norms.

Summing Up

» Launchyour project with an al-team meeting. Everyone
should be there, including the sponsor. During that meeting,
explain the charter. Stress theimportance of the team's gods
and how they fit withlarger organizational gods.

= |ntegrative mechanisms help turn agroup of individualsinto
ared team. Regularly schedul ed meetings, communications
links, physical colocation,and social events are mechanisms
you can use to build team identification, group cohesion, and
collaboration.

* Yau can smooth over incompatibilitiesand make the most of
persona differences by creating norms of behavior and gaining
their acceptanceby others. Showing up a meetings on time,
completing assgnments on schedul e, hel ping teammateswhen
it's needed, constructivecriticism, and respect for different
viewpointsare examples of positive norms of behavior.
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ANY OF THE concernsof project managers and

project team |leaders are the same concerns faced

by managers in other dtuations. getting results
through people and other resources. To accomplish their aims, man-
agers and leaders must keep peopl e motivated and focused on goals,
mediate between the people above and the people be ow, and make
decisions. They must dso monitor and control adherence to sched-
ule, budget,and quality sandards; deal with people problems; and re-
lentlesdy facilitate communication.

Thissoundslikeabigjob—and it id And it describeswhat proj-
ect managers must do during the third phase of the project life cycle:
managing execution. This chapter focuses on the three key responsi-
bilities of project managersin this phase.

Monitoringand Contrallingthe Project

In some respects, the manager is analogous to the thermostat that
monitorsand controls the temperaturein your house. Think for just
amoment about how that thermostat functions. It is constantly sens-
ing the temperature inside the building. If it sensesthat the air tem-
perature is within a preset range, sy 21 to 22 degrees Celsius, it
thinksthat all iswell and does nothing. It tekes actiononly if it senses
atemperature outside of the desired range. If the temperature is too
high, the thermostat sgnds the air-conditioning sysem to start
working. If the temperature is too low, it Sgndsthe heating system
to switch on.The thermostat continues monitoring the temperature,
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and once the building's temperatureis back within the desired range,
it sends another sgnd, telling the air conditioner or furnace to stop.
Management has analogous sensors and uses them to monitor
activities under its control. It uses budgets to gauge the pace of
spending relative to st targets, it checks the quality of output to
sense whether work processes are functioning correctly, and it uses
periodic milestonesto assureitsef that the work is on schedule. Letf's
examine each of these monitoring and control mechanisms.

The Budget

The bagcs of setting up a budget were presented earlier. Here welll
explain how you can use the budget to monitor project activities.
Monitoring is accomplished by comparing the actua results for a
given time period with the budget. If evaluation revedsthat the pro-
ject's spending is right on target, with actua results matching the
budget's expected results, then no adjustmentis required. However, if
actua reaults differ from the expected results, then, smply put, the
project manager must teke corrective action. For example, if your
team had expected to pay outsi de consultants$24,000inJuly but you
find that actua paymentstotal ed $30,000, you need to investigatethe
reason for thisdiscrepancy and possibly correct the situation.

The difference between actua resultsand the resultsexpected by
the budget is called a variance. A variance can be favorable, when the
actual resultsare better than expected —or unfavorable, when theac-
tual resultsare worse than expected. We see both favorable and unfa-
vorable variancesin table 11-1.

TABLE 11-1

Monthly Project Budget Report: July

Project Spending Actual Budgeted

Categories Results Amounts Variance
Supplies $2.500 $2,000 +500; favorable
Outside consultants $30,000 $24,000 —6,000; unfavorable

Travel $9,000 $7,700 +1,300; favorable
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When monitoring actual costsagainst your budget,watch out for
these common factors; they can send your project over budget:

* Inflation duringlong-term projects
» Unfavorable changesin currency exchange rates
* Failingto get firm prices from suppliersand contractors

» Unplanned personnel costs,including overtime,incurredin
keeping the project on schedule

 Unanticipated training costs and consultingfees

source: Harvard ManageMentor® on Project Management.

What should you do if monitoring detects unfavorable budget
variances?One approachisastrategy of hope—that is, hope that the
variance is Smply a random deviation that will not repest itsdlf in
the future. No smart manager will rely on that strategy. Overspend-
ingin one budget period, even to amoderate degree, may be asymp-
tom of an underlying problem—one that will grow larger if left
unattended. So when you see a significant budget variance, investi-
gate. Why did it occur?Isit likely to repeet itself’AWhat corrective
measuresare calledfor?As you address the problem, don't attempt to
do it yoursdlf;instead, enlist the people closest to the problem.

Quiality Checks

Quality checks are another approach to keeping a project on track.
They play an important role in every project, just as they do with
normal work processes. | n making a quality check, the project man-
ager examines some unit of work at an appropriate point to assure
that it meets specifications. For example, if the project is building a
new e-commercesite, the project manager may want to test compo-
nents of the software system as they are developed to assure that they
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function accordingto plan. Sheshould not wait until the very end of
the project to do this testing. By that time, any substandard work
would cost enormous amounts of time and money tofix

Periodic quality checks, like the building thermometer, indicate
conditions that are out of specification. Once these problems are
identified, the project team can find the cause of them and fix the
processes that crested them in thefirst place. That sort of monitoring
and corrective action asaures that subsequent task output will meet
quality standards, keeping the project on track.

Milestones

Travelersin an earlier era used engraved stones encountered strategi -
cally along the road to ass=ss their progress.” Cambridge: 17 Miles"
one might read. The English-speakingworld refersto these & mile-
stones. We use figurative milestones to mark passages in our life:
graduation from high school or college, marriage, the formation of
ongs own business, birthdays, and so forth. Projects use significant
events as milestonesto remind people of how far they have comeand
how muchfurther they must go. These significant events may be the
completion of key tasks on thecritical path. Here areafew examples:

» The sponsor's acceptance of a completeseat of customer require-
mentsfor anew service

* The successful testing of a product prototype

* Ingtallationand successful testing of acritica piece of equipment

* Ddlivery of finished componentsto the stockroom

* And the ultimate milestone: compl etion of the project

Milestones should be highhghted in the project schedule and
used to monitor progress. They should dso be used & occasons for
celebrating progress when celebration is cdled for. Some project
teams recognize milestones with a group luncheon or a trip to a
sporting event.
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Strictly speaking, every task on the schedule represents a mile-
stone, but some are more significant than others.The more signifi-
cant markers have greater psychologica apped for team members.
Use them to raly participants,and share words of encouragement
like"We are now very close to completing theWeb stes specifica-
tions. Let's keep up the pace and get it done on time”

Building a Suitable Monitoring/Contrel System

Budgets, quality checks, and milestones are basic monitoring and
control devices that apply generaly to projects. But there may be
others that apply very specificdly to your situation. Do you know
what they are?If you don't, hereis some advicefor selectingand im-
plementing them:

* Foouson what isimportant. You will need to continually ask
guestionslike these: What isimportant to the organization?
What are we attemptingto do? Which parts of the project are
the most important to track and control AV hat are the essential
points a which controls need to be placed?

* Build correctiveaction intothe sysem. Your control system,
like the thermostat in our initial example, should emphasize re-
soonse. If control data doesn't trigger a response, then your sys-
tem is useless. Your syssem must useinformation to initiate
correctiveaction; otherwise, al you are doing is monitoring
and not exercisingcontrol. If quality is below standard, set up
an ad hoc group to determine the cause, andfix the problem.
Do thesameif any of the project's teams have fallen behind
schedule. Be very careful, however, that control doesn't lgpse
into micromanagement. Encouragethe people cosest to the
problem to make the correction.

* Emphasizetimdy responses. |nformation must be received
quickly for your responsesto do any good. Idedly, you'll want
real-timeinformation.n most cases, though, weekly updates
suffice.
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Throughout the project, be on guard againg misson creep—
unwittingly givingin to pressure to do more than hes originally
been planned for. As you find out each stakeholder's definition
of success,you may fed pressure to accomplishtoo much. Don't
get caught up in trymg to solve problems that lie beyond the
scope of your project—even legitimate or urgent problemsthat
your company needs to address. For example, a project orga-
nized to develop and improve an automobile exhaust system
should not get Sidetracked into trying to develop more effective
headlights. That’s a different job requiring avery different set of
skills. Remember: It's dl right to change the project's objectives
midstream, but do so with your eyes open, not unconsciously—
and only after making suredl your stakeholdersare willingto go
aong with the new objectives.

No sngle control sysem isright for all projects. A system that'sright

for alarge project will svamp asmadl one with paperwork, while a
system that works for smdl projectswon't have enough muscle for
abigone. So,find the one that'sright for your project.

Dealingwith People | ssues

A quick scan of most popular books on project management would
give you the impressionthat the subject is mostly about task anayss,
measuring techniques, scheduling methods,and using softwareto plot
and maintain a course. That impression, however, would be wrong.
Y es the techniques offeredin thisand other booksare very useful. But
people— particularly people working in tearns-are at the heart of
project work. People who labor and solve problems together, who
shareinformati on,and who accept mutual responsibility for success or
failure are much moreimportant than mechanical techniques.
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The peopleissues that matter for project work are extensive and
are best addressed through books and training programs devoted to
team management. Nevertheless, two key people issues are addressed
here: conflict and collaboration. Both are necessary in keeping a
project on track.

M astering Conflict

One of the thorniest peopleissuesfaced by project managersis con-
flict among team members. Individuas brought together from dif-
ferent parts of an organization to complete a misson adways present
opportunitiesfor conflict. Ironically, one of theimportant character-
istics of awell-structured team-diversity of thinking, backgrounds,
and skills—is itsdlf a potentia source of conflict. For example, engi-
neering members of a product-development team may be impatient
with the marketing specidist’'s concern with how customers will
receive the new product.''We shouldn't be fixated with what cus-
tomers want,” they say."If we build a better mousetrap, customers
wiill beat a path to our door.” “Not " sys the marketer.""We must
get a better fur on customer requirements before moving forward.”
And so the conflict begins.

To turn conflict from a negative to a pogtive force, the project
manager must encourage membersto listen to each other,to be will-
ing to understand different viewpoints, and to objectively question
each other's assumptions. At the same time, the project manager must
prevent conflict from becoming personal or from going underground,
where resentment smmers. Here are three sepsfor making the most
of conflict:

1. Createaclimatethat encour ages peopletodi scuss difficult is-
sues. Disagreement builds and produces no positive results
when peoplefal to ded with the conflict's source.Some
people cdl this matter* the moose on the table™ It's there, but
nobody wantsto acknowledgeit or to tak about it. Makeiit
clear that you want the tough issues aired,and that anyone can
point out a moose.
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2. Fadilitatethediscussion. How do you dedl with amoose once
it has been identified?Use the following guidelines:

* Firgt, acknowledge the issue, even if only one person sesit.

* Refer back to group normson how people have agreed to
treat each other.

* Encourage the person who identified the moose to be spe-
cific: What, exactly,do you see & the problem here?How is
that problem affecting our work as a team?

» Keep the discussonimpersona. Do not assign blame. Instead,
discusswhat isimpeding progress, not who.

* If the issueinvolves someone'sbehavior, encourage the per-
son who identified the problem to explain how that behavior
affects him or her, rather than to make assumptionsabout the
motivation behind the behavior. For example,if someoneis
not completingwork on time, you might say, “When your
work isdelivered late, the rest of us are unableto meet our
deadlines," not “I know you are not redly excited about this
product, but that shouldn't be an excuse for wrecking our
schedule” Likewise, if someoneis chronically late for sched-
uled meetings, don't say,""What makesyou thi rk that you are
S0 important that you can show up latefor meetings?'In-
stead, try somethinglike this:""Your being late for meetings
means that we cannot start on schedule. That wastesthetime
of five or sx other people and prevents us from completing

our meeting agendas.”

* Team membersshould dso know how to give feedback to
the project manager. If they sense alack of leadership, they
might say, “When you don't provide uswith direction, we
have to guesswhat you want. If we guesswrong, we waste
lots of time,"* not Y ou don't seem to have any idea what we
should be doing on this project.” A good manager knows
how to receive feedback,even when it's negative.

3. Movetoward cl osure on conflict by discussing what can be
done.
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* Leave meetingswith concrete suggestionsfor improvement, if
not a solution to the problem.

* If thesubject is too sensitive and discussions are going
nowhere, adjourn your meeting until aspecified date 0 that
people can cool down. Or, bring in afacilitator. A good facil-
itator can help warring parties settle their differencesina
positive way.

Generating Collabor ative Behavior

Collaboration is the bedrock of team effectiveness. It makes a team
greater than the sum of its parts. But collaboration doesn't dways
occur nauraly.

Have you ever watched a basketbdl game in which one player
took ashot just about every time he got his hands on the ball?His
teammates passad the bal whenever they were badly positioned or
closaly guarded by opposing players. But the™ ball hog' never passed,
even when ateammate was within essy striking distance of the bas-
ket. This is one type of noncollaborativebehavior you have to watch
for on your project team. Why? Because noncollaborativebehavior
will dow down your project.

Specificaly,check to see whether team membersare sharing the
work or whether one personistrying to do it dl. Eveniif thisprima
donnais a high performer, his or her behavior will discourage par-
ticipation by othersand dow overall progress. Also, watch for anyone,
including ateam leader, who

* gppearsto be taking undue credit for the team's accomplishment,
* isaways pressng to get alarger share of team resources,

* issecretiveor unwilling to share information, or

* turnsdisagreementsover gods or methodsinto persona conflicts.

That last point deservesspecid attention because persona animosity
wiill throw your project off track. According to team expert Jeffrey
Polzer, relationship conflict ditracts peoplefrom their work and causes
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them to reduce their commitment to the team and its gods." Some
teams can't get through a meeting without an angry outburst, overt
criticism, and hard fedings,” he writes. When this happens, team
members may respond by withdrawing from debates, attempting
instead to preservetheir relationshipshby avoiding confrontation.!

If you are a project manager or team leader, you will be more
successful in reaching your milestonesif you adopt this advice
about dealing with people:

Be very sdectivein recruiting. Bring in people who view the
project's gods & important. These people will be more pre-
disposed to concentratingon achieving godsthan to think-
ing about the differences they have with other team members.

Engage membersin activitiesthey find interesting and valu-
able. This too will keep them focused on results.

Publicly recognize the contributionsof individua members.
Doing so will make them fed appreciated, valued, and part of
the group.

Recogni ze the vaue of differences and how they serve the
common goal. Unique skills and singular insights contribute
to success

Create opportunitiesfor membersto know each other.
Whether its through off-gte recreation, lunchesin the team
room, or something ese, give people opportunitiesto get to
know each other a a persona levd. Doing 0 will help them
cut through stereotypes (like, “those finance people are hard
to work with™) and find basesfor collaboration.

Get people working together! Working together sde by sde
can build team spirit.
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If you observe this kind of relationship conflict, take action to
stop it. Do whatever is necessary to bring the feuding parties to-
gether, to examine the conflict in an objective manner,and to seek a
resolution. If either or both parties are too stubborn or too single-
minded to work things out, think about getting thoseindividua s off
the project.

Note: Conflict and collaboration are not the only people prob-
lems that amanager must addressin keepingaproject on track.There
can do be problems associated with the team structure, individua
team members,and the quality of work. For solutionsto those prob-
lems, check table 11-2.

The Roleof Communication

Weve dready explored the importance of creating a communica-
tionsplanaspart of the larger project management process. M eetings,
newd etters, reports, and one-on-oneencountersare mechanismsfor
disseminating information, sharing ideas, and encouraging produc-
tive dialogue. They dso help projectsstay on track.

To understand how to use communicationsto keep a project on
track, think about the information that different project participants
need to accomplish their missions.

* The sponsor. The sponsor needs periodic status, or progress,
reportsfrom the project manager. These should indicate where
the project and its variousinitiativesstand reative to the sched-
ule, the budget, and quality measures. A written report is the
usua medium of communicating thisinformation. (Note:
Appendix A a the back of thisbook containsasample project
progressreport.) The sponsor will dso want to know about
current and anticipated problems, change requests, and new
opportunitiesdiscovered in the course of project work. Regular
meetings are the best way to report theseissues. The sponsor
can use the mestings to guide the manager and authorize cer-
tain activities.
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* Theproj ect manager. In aszable project, the manager must
delegate substantia responsibility to one or more team leaders.
There may be, for instance, ateam |leader in charge of technical
activities,another for marketinginitiatives, and <o forth. The
project manager Will look to these leadersfor the same type of
reporting that he or she provides to the sponsor. Once again,
regular progress reportsand meetingsare used to share infor-
mation, authorize action, make decisions, and keep the project
on track.

* Proett eammembers. Project managersand team leaders use
communicationsto direct and control activitieswith team
members. Individual members can inform management about
barriers to progress, newly discovered opportunities,and where
best to direct resources. But communicationmust be a two-
way street. Team membersneed to know the general status of
the project, what decisions have been made that affect their
work, and how they should proceed in ambiguous situations.
Mesetingsare generdly the best forumsfor these information
exchanges.

* Stakeholders. A sound stakeholder communicationssystemis
aso important. These people will want continuous updates on
project gatus and progress.

Handling Problems

A big part of keepingaproject on track is handling the myriad prob-
lems that inevitably surface. A manager or scientist agitatesfor ex-
pansion of the project's misson. Severd taskstakelonger to complete
than expected. Two team leaders fight over resources, splitting team
members into hostile camps. Like pestering mosquitoes, problems
like those can eat up your time and attention. Becauseit is imposs -
ble to provide advice about each of these problemsin abook of this
size, welve included atroubleshooting guide, table 11-2.



TABLE 11-2

Troubleshooting Guide

Problem Possible Causes

Potentiallmpact

Recommended Action

Team StructureProblems

* Impact may be slightif a new
person with the same skllls can
be recruited

® Could create a crisis if you
cannotfind a person withthe
same skills

e Create backupsfor thisand other key positions

® Cross-trainteam members

e Use the opportunity to bringin a person with even
more know-how

¢ Avoid the problem by havingbackups for key
positions

Team member e Didn't get along with teammates

leaves

Lack of skills/ + Certain skills overlooked during planning
missing skills * Need for new skills discoveredinthe

middle of the project
* Organization was not prepared to take
on the project

® The pmject will not move forward
as fast as it should or it might stall

* Have team member trained in the needed skill
e Hire outside consultants or contractors who have
the skill

interpersonal Problems

Inflexibleteam
members

= People think that their way is the only
way to operate
® Anxiety over trying Nnew approaches

® Progress slowed or blocked

¢ Indicate your expectation of flexibility at the very
beginning

® \Work one-on-oneto reduce anxiety over using
new approaches

o | ook for flexibility when recrulting members

Conflict within
the team

e Different working styles and areas of
expertise

® People are not preparedby training or
experience for team-based work

® Progress, commitmentto goals,
and team cohesivenesswill suffer

® Get people to focus on project goals and solutions
® Build commitment to goals

* Break up cliques

¢ Counsel or remove agitators from the project




Pmblem Possible Causes PotentialImpact

Recommended Action

Productivity Problems

Time wasted * Poor time management ® Tasks on the critical path will
onwrongtasks ® People are not prioritizing tasks suffer
* Weak management

* Manager should make priorities clear

Poor quality * Quiality standards not understoocd ® Project will failto meet expecta-
work ¢ Inadequate skills tions of stakeholders
® Costly and time-consuming
rework will delay the project

* Recruit people who have the skillsrequired to
produce the requisite quality

* Apply skilltraining where needed

® Managers should communicatequality expecta-
tions from the very beginning

Team member e Schedulers have overcammitted ® Schedule delays
burnout members ® Poor quality work
* Failureto create jobs with sufficiant * Poormorale
variety
* Failureto communicatethe importance
of tasks

® Avoid overschedulingindividuals
® Communicatethe importance of key tasks
¢ Build variety and learninginto job assignments

Schedule Problems

Tasks are falling ® Miscalculatedtask durationsin the ® Will continue to get worse, putting
behind schedule planningstage the project further and further
® Reason for schedule problem unknown behind schedule

® Face up to the planning miscalculation, and
readjust the scheduleif possible

® Create and implement a solution to the problem
and then monitor progressvery closely

® Working with people closestto the problem,
seek the cause

Sourca: Harvard ManageMentor® on Prolact Management (Boston: Harvard Business School Publishing, 2002), 42—-44, Adapted with permission,
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Projects generdly experience four dasses of conflicts: team-
structure problems, interpersonal problems, productivity problems,
and schedule problems. The troubleshooting guide identifies some
fairly typical issues, their possible causes, their potential impact, and
recommended action. Though it is by no means complete, you may
find it useful.

Summing Up

* Budgets are useful toolsin controlling and tracking project
performance.Variances point to areas whereyou should inter-
vene or investigate.

» Conduct periodic quaity checksto identify problems; then
find and dedl with the causes.

» Use completed milestones s opportunitiesto celebrate project
progress.

» Watch out for diversity;it is both asource of strength and po-
tential conflict.

* Discourage conflict and noncollaborativebehavior.

» Useyour communicationssystem to sense problemsand signd
responses.



Wrapping It Up

Topics Covaed in This Chapter

¢ The value of the project dosedown phase
How to evaluate ajinished project
*  Documenting project work for future learning

* Using a gpedal sesson to capture and pass
along lessons learned

« Capping the project with a cdebration



LosEpoOwxN should be the final phase of every proj-

ect. At this point, the team ddivers, or reports, its re-

aults to the sponsor and stakeholdersand then examines
its own performance. Managers are inclined to gloss over this phase
since they are generdly unaccustomed to closedown activities.
After all, their regular jobs are ongoing. And being action-oriented
people, they're eager to move on without looking back once ajob
is finished.

Closedown is worth doing despite the habits of busy managers.
It helps people through the psychological issues that go hand-in-
hand with important work-life transitions,and it is particularly im-
portant when team members have devoted themsalves to a project
for long periods of time. Closedown provides an opportunity to
thank people who have contributed —both team membersand the
many other individualswho supplied advice and resources a some
point in the project's life.

More important, the closedown phase gives everyone a chance
to reflect on what has been accomplished, what went right, what
went wrong, and how the outcome might have been improved.
Such reflections are a the core of organizational learning—learning
that can and should be shared with other projects sponsored by the
organization.

The closedown activitiesexamined here are performance evalu-
ations, documentation,lessonslearned, and celebration.
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We generdly think of projects as having a clear beginning,a pe-
riod of work, and a dlear closedown. But not every project fits
that tidy mold. Some ssimply move from one phase to another.
A software-development project that hes finalized version 1.0,
for example, may shift immediately to planning and work on
version 2.0.The same project many assign some of its people to
the development of patches for the version it has just shipped.
Evenin suchinstances, however, closing the books on theinitia
project should coincide with the closedown activitiesexplained
in this chapter.

Performance Evaluation

Performanceeva uation is concerned with how wedl the project per-
formed reative to the three key factors included in its charter and
any subsequent amendments:

* Objectivesor ddiverables. Havedl objectives been met?Have
project ddiverablesmet the mandated specifications?For ex-
ample, if the charter required the ddlivery of a complete plan
for entering anew market, including data on market sze, alist-
ing of competing productsand prices, and so forth, the plan
submitted by the project should be evaluated against each of
those detalls.

* Schedule. Did the project completeits work on time?If it did
not, the project team should do two things: (1) estimate the
cost of its tardiness to the company and (2) determine the cause
of the schedule dday and how could it have been prevented.

cost. What did it cost to complete the projectNes that cost
within budget constraints?If the project ran over budget, the
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team should determine the cause of overspending and how that
variance might have been avoided.

Idedlly, an independent party that’s capable of making an objective
as=ssment should participatein postproject evaluation.

Documentation

Every large project produces reams of documents,such a meeting
minutes, budget data, the closedown performance evauation,and o
on. These documentsare part of the historical record; they should be
collected and stored.

Why bother with documentation?It'sasource oflearning. Con-
sider thisexample:

The market strategy project finished its work two yearsago and did a
praisaworthy job. Its deliverable—a complete market analysis and plan
for introducing a new breakfast cereal—was credited with the successful
launch of CornCrunchies.

Now Helen, a young product manager at the same company, has
been given the job of organizing and leading an analogous project, this
one aimed at introducing KiddieKrunchies, another breakfast food
under development. Not wanting to re-invent the wheel, Helen and
aore members ofher project hope to learn from the CornCrunchies ex-
perience."" Let's &2 how that team organized and scheduled work and
how it tracked progress,” she suggests.

And 0 Helen and her team spent several days poring through the
dored documents of that earlierproject. They picked out useful reporting
templates, ressarch reports, and Gantt charts They also interviewed the
CornCrunchies project manager and sveral key participants.” Thisin-
formation will make our planning phase much easies,” she thought.

Then one of Helen’s conorkers Stephen, made an important dis-
covery." A report Ifound in the file cites a meeting between our mar-
keting people and Fieldfresh, a major UK grocery digtributor,"” he said.
" According to this report, Fieldfresh had proposed being the exclusive
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UK digtributor for CornCrunchies, but our people went with Manches-
ter Foods instead. ”

" And we all know what a poor job Manchester has done in the
UK,” Helen chimed in." Make a copy of that report, Stephen.We'll
want to have Fieldfresh on our list ofpossible distributors.”

In this case, Helen's team found severd useful thingsin the previous
project's documentation: a proven approach to organizing work
around marketing andysis and planning; reporting forms; and a po-
tential overseesdistributor.Your project may likewise beagold mine
of useful information for subsequent project teams—but only if you
gather together all important documents and store them in accessi-
bleformats.

L essons Learnaed

Writing in the Harvard Business Review, Frank Gulliver identified
learning & one of theimportant vaduesof pmject wor k - avaueover-
looked by many. “If your company islikemost,” he writes,“you spend
thousandsof hours planning an investment,millionsof dollarsimple-
mentingit—and nothing evaluatingandlearningfromit.”! Not every
organization is that shortsighted. The U.S Army hes maintained its
Center for Army LessonsLearned for decades. The center'smissonis
tolearnwhatever it canfrom every typeof combat operationand turn
that learning into practica advicethat it then disseminatesto soldiers
in the field. It actively solicits input from battle-tested soldiers on
everythingfrom urban warfare maneuvers,to when and when not to
wear body armor, to the effectiveness of high-tech sysemsunder ad-
versefidd conditions,as experienced in mountai nousAfghanistan.

The center dsolooks outside the amy's own experienceforim-
portant lessons. One article on itsWeb site, for example, documents
and evauates the tactics used by Chechen rebds in the embattled
city of Grozny and the problems that Russianforces had in dealing
with those insurgents. (See http://call.army.ril for the Center for
Army Lessons Learned.)
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Most businesspeople believe that they are light-years ahead of
the military in matters of management. But lessons learned is one
area in which private industry can learn a lesson of its own. And
plenty of those lessons can be found in project team operations and
their supporting reports.

Lessonslearned should be part of every closedown operation.Pro-
ject participantsshould conveneto identify what went right and what
went wrong. They should makealist of their successes, their mistakes,
their unjustified assumptions,and things that could have been done
better. That list should become part of the documented record.

In an articlein Harvard Business Review, Frank Gulliver pointsto
four main lessonsthat he and British Petroleum | earned through
systematic postproject gopraisas (PPA). These are:

1. Det er ni ne cost moreaccuratdy. Prior to PPA,BP planners
inaccurately predicted the scope of their projects. In most
cases thisled to unrealistically low project budgets.

2. Anticipateand mi ni ni ze risk. The company learned from
its experiencewith acquisitionsand plant expansionsthat
project planners should take the extra time needed to study
market issues.

3. Evaluatecontractors. PPA |ed to the establishment of a
contractor evauation unit dedicated to judging contractor
qualificationsand monitoring their performance.

4. 1mproveproject management At the recommendation of
PPA, the company set up a projects department to help its
engineers develop the know-how to become skilled project
managers.

source: Frank R Gulliver, “Past-Project Appraisals Pays,” Harvard Business Review, March—April 1987.
128-130.
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Hereisapartid ligt of questionsthat should be addressed at ales-
sonslearned sesson:

* In retrospect,how sound were our assumptions?

» Did we bother to test key assumptions?

* How wdl did we seek out dternatives?

* What about our time estimates-did we under- or overesti-
mate task duration?

» Were our meetings productiveor time wasters?

And the ultimate question: If we could start over again tomorrow,

which thingswould we change?

Make asystematiclist of theselessons, grouped by topic (for ex-
ample, planning, budgeting, execution, and so forth) and organized
in aform smilar to table 12-1. Make that document available to all
subsequent project teams. Next to the deliverables, these lessons may
be the most vauable output of your project experience.

TABLE 12-1

Project Lessons Learned

Project
Phase/Task What Worked What Didn*t Work ~ Ways to Improve
Planningltime Consistently under- Must be more
estimates estimatedtime to systematic in
complete tasks. making estimates.
Wrecked our No more top-of-
schedule. the-head guesses.
Get expert advice.
Execution/budget  Biweekly budget Underestimated
contml reporting identified the budget for out-
variances before sourced software
they could get development. Next
out of hand. time include one

of our internal IT
people on the team.

Source: Harvard ManageMentor® on Project Management (Boston: Harvard Business School Publishing,
2002). 54. Used with permission.
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Oneway that you can put learned lessonsto work isto estabhsh
staffing continuity between the projectsyour company launches.
For example, if the company hes just completed one software-
development project, make sure that, skill requirementspermit-
ting,severd veteransof that project are assignedto the next one.
These veterans will bring lessons from the firgt project with
them and wWill be sources of experienceand know-how for first-
time project members.

Cdebration

If you followed the advice given earlier, you formally began your
project with alaunch meeting and perhaps some attendant festivities.
The sponsor attended that event and drew a mental picture of the
journey you were about to begin and what the project aimed to ac-
complish. The CEO was present to explain the importance of the
project to the company and to all of its employees.

In closing down the project, do somethingvery smilar, with the
same cadt of charactersreflectingback on what you've done and on
the project's impact on the company. If the project was asuccess, be
sure to invite whichever customers, suppliers, and nonproject em-
ployees helped during the journey. If the project failed to deliver on
itsentirelist of objectives, highlight the effort that people made and
the godsthey did achieve.

The project manager should use the occasion to thank all who
helped and participated. Once that's done, it's time to pull the corks
and celebratethe end of your project.



The Closedown Phase

Summingup

» Evaluate project performance on the bass of chartered objec-
tives or deliverables and adherence to scheduleand cost.

* Project documentation createsa record for futurelearning.

» At the end of the project, use an informal meeting to dredge up
the many thingsthat led to successand faillure. Make a system-
aticlist of thoseitemsand makeit availableto future project
personnel.

» Use a closedown meeting to make theformal end of the proj-
ect, to celebrate successes, to recount lessons, and to thank all

participants.
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Useful Implementation Tools

Thisappendix containsanumber of toolsthat can help you be more
effectivein forming ateam, managingits progress,and handlingt yp-
icd problems. All theformsare adapted from Harvard ManageMen-
tor, an online product of Harvard Business School Publishing.

1. Defining Your Projet(fi gure A-13. Thisform will help you un-
cover the issuesand parametersat the core of your project.

2. Work Br eakdown structure (figureA-2). Usethisform to de-
velop a Work Breakdown Structureto ensure that you do not
overlook asignificant part of acomplex activity or underesti-
mate the time and money needed to completethe work. Use
multiple pages & needed.

3. Project ProgressReport (figure A-3). Usethisformto help as-
s progress, present information to others, and think through
next steps. For the convenience of readers, a downloadable ver-
sion of thistool can be found on the Harvard Business Essen-
tials seriesWeb site: www.elearning. hbsp.org/businesstools.
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FIGURE A-1

Defining Your Project

UNCOVER THE ISSUES AND PARAMETERS AT THE CORE @F YOUR PRQOJECT.

| The "real* proiect

Whatis the perceived need @ purpose for what we aretryingto do?

What caused peopleto see this as a problemthat neededto be soived?

What criteriaare people going to use to judge this projecta success?

The stakeholders

Who has a stake in the solution or outcome?

How do the various stakeholders’ goalsfor the project differ?

What functions or people might the project’s activities or outcomes affect?

Who Is going to ¢ontribute resources (people, space, time, tools, money)?

Skillsrequiredfor the project

Skl Needed Possible Team Member

Source: Harvard ManageMentor® on Project Management (Boston: Harvard Business School Publishing,
2002), 50. Used with parmisslon.
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FIQURE A-2
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Work Breakdown Structure

Describe the overall project:

Level 1 Level 2
Major Task Subtasks Subtasks

Level 2
Subtask Duration

Total duration (hours/weeks/days)

Level 1 Level 2
Major Task Subtasks Subtasks

Level 2
Subtask Duration

Total duration (hours/weeks/days)

Source: Harvard ManageMentor® on Projact Management (Boston: Harvard Business Schacl Publishing,

2002), 51. Used with permission.
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FIGURE A-3

Project Progress Report

Project: Prepared by:
For the period from: To
Current Status
Key milestonesfor this period:
Achieved (list) ‘ Corning Up next (list}

Key issues or problems:

Resolved (list) Need to be resolved (list)

Key decisions:

Made (list) Need to be made (list) By whom When
implications

List changesin objectives, timeline/dellvery dates, project scope, and resource
allocation (including people and financial).

Nextsteps

List the specific action steps that will be done to help move this project forward
successfully. Put a name and date next to each step if possible.

Step | Personresponsible | Date

|

|

Comments:

Source: Harvard ManageMentor® on Project Management (Boston: Harvard Business School Pu'plishlng,
2002), 52. Used with permission.
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A Guide to Effective Meetings

Meetings are a fact of lifein most organizational work, and equally
S0 with projects. Because they are 0 frequent and so important, it's
in the project's interests to make those meetingsas effective as possi-
ble.You can conduct effective meetingsif you pay attention to these
key aspects of meetings. preparation, the meeting process itsalf, and
follow-up. This guide is adapted from Harvard ManageMentor, an
online product of Harvard BusinessSchool Publishing.

Be Prepared

Y ouve undoubtedly attended meetingsfor which therewaslittle or
no preparation. Did those meetings accomplish anything?Probably
not. In some cases, the purpose of the meeting wes unclear from the
beginning. In others, one or more of the people needed to make a
decision didn't receive an invitation.You can avoid such mistakesby
following these commonsenserules.

* Make sure that your meetings are necessary. Meetings eat up
timefor everyone at the table. If you can accomplish your ob-
jective without callingameeting, do 0.

» Clarify every medting's objective. Every attendeeshould be
ableto answer this question: Why am | here?|f the objective
is to make a decision, be sure that everyone understands this
in advance, and that they have the time and materials needed

to prepare.
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* Involvetheright people. Invite only those who have something
to contribute, whose participation is necessary, or who can
learn from the discussion.

* Provide an agendain advance. An agendaindirectly identifies
the meeting'sobjective.

» Sound out key participantsin advance.You'll be better prepared
for ameeting if you know in advance what key participants
think about important items on the agenda. What you learn
may suggest an ateration in the agenda.

* Ingg that people be prepared. This meansbeing up to gpeed on the
issues, bringing relevant documents, reports, or physica objects,
and being ready to contribute to the discusson and adecision.

DuringtheM eeting

Good preparation will set you up for this second stage. Here you
should:

* State the meeting's purpose. Even though you sadit dready
when you invited people to the meeting, it's dways smart to
reiterate the meeting's purpose.

* Let everyone have asgy. If one or two individualsare dominat-
ing the conversation, or if certain attendeesare shy about legp-
ingin,sy," Thanksfor those idess, Phil. What are your thoughts
about this problem, Charlotte?*

* Keep the discussion from wandering. Meetings that wander off
the key issues quickly degenerateinto time-wasting gab sessons.

* End with confirmation and an action plan. Your meeting
should transition to some action.” OK, weve decided to hire
DataWhack to install the new servers.And, as agreed, | will
obtain the purchase order, Bill will phone the sdesperson and
st up the schedule,and Janet will begin looking for someone
to take the old equipment off our hands"
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Falow-Up

Once ameetingis over, we're al tempted to relax and sy, I'm glad
thet's over with."" But it isnt over if you led the meeting or agreed to
accept responsibility for actions emanating from it.

The meetingleader should rapidly follow up with aquick memo
in the same spirit as thisone:

From: Richard
To: The I'T Proect Team

Thanlks for your contributions to this morning’ meeting.We have s=-
lected Datal#’hack as the supplierfor the new sewers. | view thisas a
good choice and a decison that moves us one step doser to the conple-
tion of our project. The action steps from this decision are as _follows:

* | will obtain the purchase order.
* Bill will contact the salesperson about the schedule.

* Janet will begin looking for someone to take the dd sewers off our
hands.

Let's complete these chores this week. Then we can gef on to the next
scheduled task.

Thistype of follow-up memo encourages peopl e by saying that they
are one step closer to their goal, and it reminds certain attendees
about the action steps to which they have agreed.
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Glossary

BOTTLENECK Any task on the critical path that causes the work feeding
it to pileup.

BUDGET The trandation of plansinto measurable expenditures and an-
ticipated returns over acertain period of time.

CHARTER A concise written description of the project's intended work.
The charter may contain the name of the sponsor, a timetable, a de-
scription of deliverables, the benefits to the company, and abudget.

COACHING A two-way activity in whichthe partiesshare knowledgeand
experiencein order to maximize a team member's potential and help
him or her achieve agreed-upongods. It is ashared effortin which the
person being coached participates actively and willingly.

CONTINGENCY PLAN A courseof action preparedin advanceof apoten-
tial problem;it answersthis question:“If X happens, how can we respond
in an effectiveway?"

CRITICAL PATH METHOD A planning technique used for complex proj-
ectsthat consist of severd individual activities. If one or more of the ac-
tivities need to be completed before others can move forward, then
those activitiesare called “critical ™—and necessary for the on-time suc-
cess of the project. The total duration of the project is defined by the
critical path.

FACILITATOR A person, usudly aconsultant or human resource trainer,
who helps team membersto work together effectively.

FINISH-TO-START A task relationshipin which one task must finish be-
fore the other can begin.

GANTT CHART A bar chart with taskslisted in the left-hand column and
fitted into appropriate time blocks. These blocks indicate when a task
should begin, based on task relationships,and when they should end.
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INTERPERSONAL SKILL The ability to work effectively with others—a
very important trait for team-based work.

LAGGING A task relationship in which one task must await the start and
partial completion of another.

NETWORK DIAGRAM A scheduling chart that revedsall the dependent
relationships between tasks. It ds0 reveds the critical path. Generally
synonymouswith aPERT chart.

ORGANIZATIONAL sKILL Theghility to communicate with other units,
knowledge of the poalitical landscape of the company, and possession of
a network.

PERFORMANCE EVALUATION AND REVIEW TECHNIQUE (PERT) A
scheduling method that, when charted, represents every task & a node
that connects with other nodes required to complete the project. A
PERT chart may have many pardld or interconnecting networks of
tasksso that periodic reviews are encouraged for complex projects. Un-
like the Gantt chart, it indicatesall the important task relationshipsand
project milestones.

PROBLEM-SOLVING SKILL Anindividud's ability to analyzedifficult Sit-
uationsor impasses and to craft solutions.

PROJECT A st of activitiesthat (1)amsto producea unique ddliverable
(for example, anew commercid airframe) and (2) is time bound within
aclear beginning and ending point.

PROJECT MANAGEMENT  The allocation, tracking, and utilization of re-
sources to achieve a particular objective within a specified period of
time.

PROJECT MANAGER Theindividual charged with planningand schedul -
ing project tasksand with day-to-day management of project execution.

PROJECT STEERING COMMITTEE A project entity that gpproves the
project charter, secures resources, and adjudicates dl requeststo change
key project eements, including deliverables, schedul e, and budget.

PROJECT TEAM A team organized around a nonroutine task of limited
duration.

RISK MANAGEMENT The part of the project planning processthat iden-
tifies the key risks and develops plansto prevent them and/or mitigate
the adverse effects of their occurrence.
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SPONSOR A manager or executive who has agakein ateam's outcome
and the authority to defineand approve itswork.

STAKEHOLDER Anyone who has a vested interest in the outcome of a
project, who will judge a project's success or failure.

STEERING COMMITTEE  See project steering committee.

TEAM ROOM A physica space dedicated to project team work. The team
roomis used for meetings, informal gatherings,and the digplay and stor-
age of artifactsand documents that are central to the teeam's mission.

TECHNICAL SKILL Specific expatis—in market research, finance, soft-
ware programming,and so forth. Usualy acquired through specid train-
ing or education.

VARIANCE The difference between actual results and expected resultsin
the budget.Variance can befavorableor unfavorable. Managers use vari-
ance to spot sources of trouble and exceptiona performance.

WORK BREAKDOWN STRUCTURE (wBS) A planning routine that de-
composes a project's god into the many tasks required to achieveit.
Thetimeand money needed to compl etethose tasks arethen estimated.
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Notesand Articles

Gulliver, Frank R."" Post-Project Appraisas Ry!" Harvard Business Review,
March—April 1987. British Petroleum (BP} began operating a postpro-
ject gppraisa unit—a team of insde andysts and investigatorswho scru-
tinized projectssevera yearsafter they had been completed to learn why
they succeeded or misfired. The author explains how the agppraisa
process has helped managers be more accurate in devel oping project
proposds and more efficient in implementing them. He dso indicates
that every BP project generated areturn on investment at leest sshigh as
that in the project'sforecast.

Harvard Busness School Publishing. Project Management Manual. Boston:
Harvard Business School Publishing, 2002.A brief primer on getting a
project organized and managingit to completion.

Pinto, Jeffrey K., and Om F Kharbanda.""How to Fail in Project Manage-
ment (Without Really Trying)." Business Horizons, July—August 1996,
45-53. Project management techniques have met with widespread ac-
ceptance as a means of expediting product development, making effi-
cient use of resources,and stimulating cross-functional communication.
Not only manufacturing firms, but dsolega offices, hospitals,and loca
governments have accepted project management s an indispensable
part of their operations, Yet failures and outright disasters abound. A
study of these unsuccessful attempts by these authors indicatesa dozen
surefire methodsfor dooming a project.

“What You Can Learn from Professiond Project Managers,”” Harvard Man-
agement Update, February 2001. Companies that manage large-capita
projects or a multitude of simultaneous projects have long recognized
the need for expertise in the techniques of planning, scheduling, and
controlling work. But over the past decade, non-project-drivenfirms—
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especidly those that see themsalves as selling solutionsrather than prod-
uds—have seen the light too. As a result, project management has be-
come increasingly important and complex. This article outlines how
they can benefit from the professionaismof thefield.

Books

Frame,J. Davidson. The Project Management Competence: Building Key Skills

for Individuals,Teams and Organizations. San Francisco: Jossey-Bass, 1999.

L i e other management arts, effective project management requires skill

a the individual, team, and organizational level. This book shows how

project management skill a those levels dovetails to achieve successful

outcomes. It explainsthe competenciesneeded by project managersand
how they must be supported by the larger organization.

Kerzner, Harold. Applied Project Management: Best Practices on | mplementa-
tion. New York: John Wiley & Sons, Inc., 2000. This book offers com-
mentariesfrom managerson their decision-making processes,including
their successes and failures, in project management implementation.
Twenty-five cage studies highlight important project management is-
sues, problems, and their solutions. Also included are commentaries on
benchmarked best practices.

Mingus, Nancy. Alpha Teach Yourself Project Management in 24 Hours. Indi-
anapolis, IN: Alpha Books, 2002.A step-by-step guide of 24 lessonsfor
building and managing a project.

Schmaltz, David A.The Blind Man and the Elephant. San Francisco; Berrett-
Koehler Publishers, Inc., 2003. Using the familiar metaphor of six blind
men who fail to describean elephant to each other, thisauthor seeksout
the cause of difficultiesin project work. That cause,in hisfinding, is the
inability of agroup of coworkersto createcommon meaning from their
common project experience.
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