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Preface to the
Third Edition

Like many things in life, the more things change, the more they
stay the same. Interest in project management remains fairly high,
though there has been some decline in recent years. However, the
practice of project management remains questionable, as project
failures continue to be almost as numerous as they were when the
first and second editions of this book were published.

[t is one thing to talk about project management and an
entirely different thing to do it. It seems to me there are a lot of
talkers out there but not many do-ers.

This year, 2006, marks my 25th anniversary as a project man-
ager instructor and consultant. I have personally trained over
30,000 individuals in project management. Yet my guess is that less
than ten percent of them actually practice what they learned.
There are many reasons, but the foremost is probably that the orga-
nization does not support them in practicing formal project man-
agement. In the United States, and perhaps in many other
countries, there is a preference for action rather than planning, We
just want to get the job done, and planning is often viewed as a
waste of time.

This is not true, but it is the perception. In fact, one hour spent

i
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in planning will generally save about three hours in execution time.
As [ have heard it expressed, you have to go slow to go fast.

One example of the validity of this statement is that in 1983
the San Diego Builder’s Association conducted a competition to see
how fast they could build a single-family house. This was a house
built on a cement slab, approximately 2000 square feet in size, and
when finished, had sod grass in the yard, was fully wired, carpeted,
and was ready to be occupied. The house was not prefabricated,
nor was the cement slab poured when the starting gun was fired.
Two houses were built simultaneously by two different work
crews. The winning team finished their house in an incredible two
hours and forty-five minutes!

You may ask how this can be, as the slab takes several days to
completely cure. They mixed exothermic chemicals in the cement
to make it gel faster—it was cured in 45 minutes.

The previous week, two identical houses were built, and the
time required was six hours. What they learned from these two
houses was incorporated into changes to the plan, so that the next
week, they cut the time by more than 50 percent—showing the
value of lessons-learned reviews.

The point of all this is simple—you don’t build a house in two-
hours-and-forty-five minutes unless you have a really good plan, so
the message is that, if time is really important to you, then you
should take time to plan your projects.

While this book is intended to give a quick overview of project
management—the tools, techniques, and discipline as a whole—it
does contain what you need to manage your projects. But as obvi-
ous as it may seem, reading the book won'’t speed up your work.
You have to apply the tools and techniques, and if you do, you can
be sure your projects will go a lot better. Good luck.

Jim Lewis
Vinton, VA
May 2006
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An Overview of
Project Management

this book was published in 1997, the Project Management

|

/ hat’s all the fuss about, anyway? Since the first edition of

Institute (PMI®) has grown from a few thousand to nearly
250,000 in 2006. For those of you who don’t know, PMI is
the professional organization for people who manage pro-
jects. You can get more information from their web site,
www.pmi.org. In addition to providing a variety of member ser-
vices, a major objective of PMI is to advance project management
as a profession. To do so, they have established a certification
process whereby qualifying individuals receive the Project Manage-
ment Professional (PMP®) designation. To do so, such individuals
must have work experience (approximately 5000 hours) and pass
an online exam which is based on the Project Management Body of
Knowledge or PMBOK®.
A professional association? Just for project management? Isn’t
project management just a variant on general management?
Yes and no. There are a lot of similarities, but there are enough
differences to treat project management as a discipline separate from
general management. For one thing, projects are more schedule-
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intensive than most of the activities that general managers handle.
And the people in a project team often don’t report directly to the
project managet, whereas they do report to most general managers.

So just what is project management, . )
and for that matter, what is a project? PMI defines a proj-

PMI defines a project as “. . . a tempo- ect as “...atem-
rary endeavor undertaken to produce
a unique product, service, or result” porary endeavor

(PMBOK 2004, p. 5). This means that a
project is done only one time. If it is repet-
itive, it’s not a project. A project should produce a unique
have definite starting and ending points
(time), a budget (cost), a clearly defined
scope—or magnitude—of work to be or result.”
done, and specific performance require-

ments that must be met. [ say “should” because seldom does a pro-
ject conform to the desired definition. These constraints on a
project, by the way, will be referred to throughout this book as the
PCTS targets.

Dr. J. M. Juran, the quality guru, also defines a project as a
problem scheduled for solution. I like this definition because it
reminds me that every project is con-
ducted to solve some kind of problem A pr‘oject is a
for a company. However, I must caution
that the word problem typically has
a negative meaning, and projects deal for solution.
with both positive and negative kinds of
problems. For example, developing a —J. M. Juran
new product is a problem, but a positive
one, while an environmental cleanup project deals with a nega-
tive kind of problem.

undertaken to

prod uct, service,

problem scheduled

Project Failures

In fact, the Standish Group (www.standishgroup.com) has found
that only about 17 percent of all software projects done in the
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United States meet the original PCTS targets, 50 percent must have
the targets changed—meaning they are usually late, overspent, and
have performance requirements reduced—and the remaining 33
percent are actually canceled. One year, we spent over 250 billion
dollars on software development nationwide, so this means that 80
billion dollars was completely lost on canceled projects. What is
truly astonishing is that 83 percent of all software projects get into
trouble!

The Standish study reported here was conducted in 1994. In
the February 2001 issue of Software Development magazine, an
ad for a software development conference stated that we spend
about 140 billion dollars on canceled and over-budget projects
each year.

Now, lest you think I am picking on software companies, let
me say that these statistics apply to many different kinds of pro-
jects. Product development, for example, shares similar dismal
rates of failure, waste, and cancellation. Experts on product devel-
opment estimate that about 30 percent of the cost to develop a
new product is rework. That means that one of every three engj-
neers assigned to a project is spending full-time just re-doing what
two other engineers did wrong in the first place!

[ also have a colleague, Bob Dudley, who has been involved
in construction projects for 35 years. He tells me that these jobs
also tend to have about 30 percent rework, a fact that I found dif-
ficult to believe, because [ have always thought of construction as
being fairly well defined, and thus easier to control than might
be true of research projects, for example. Nevertheless, several
colleagues of mine confirm Bob’s statistics.

The reason for these failures is consistently found to be inad-
equate project planning. People adopt a ready-fire-aim approach
in an effort to get a job done really fast and end up spending far
more time than necessary by reworking errors, recovering from
diversions down blind “alleys,” and so on.

[ am frequently asked how to justify formal project manage-
ment to senior managers in companies, and I always cite these sta-
tistics. However, they want to know whether using good project


http://www.indoebooks.com

Fundamentals of Project Management |

management really reduces the failures and the rework, and I can
only say you will have to try it and see for yourself. If you can

achieve levels of rework of only a few per-
cent using a seat-of-the-pants approach to
managing projects, then keep doing what
you’re doing! However, I don’t believe
you will find this to be true.

The question I would ask is whether
general management makes a difference.
If we locked up all the managers in a
company for a couple of months, would
business continue at the same levels of
performance, or would those levels
decline? If they decline, then we could
argue that management must have been
doing something positive, and vice
versa. [ doubt that many general man-
agers would want to say that what they
do doesn’t matter. However, we all
know that there are effective and inef-
fective general managers, and this is true
of project managers as well.

What Is Project
Management?

The PMBOK definition of project man-
agement is “. . . application of knowl-
edge, skills, tools and techniques to
project activities to achieve project
requirements. Project management is
accomplished through the application
and integration of the project manage-
ment processes of initiating, planning,

Project manage-
ment is application
of knowledge, skills,
tools and tech-
hiques to project
activities to achieve
project require-
ments. Project
management is
accomplished
through the appli-
cation and integra-
tion of the project
management
processes of initi-
ating, planning,
executing, monitor-
ing and controlling,

and closing.

executing, monitoring and controlling, and closing” (PMBOK
2004, p. 8). Project requirements include the PCTS targets
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mentioned previously. The various processes of initiating, plan-
ning, and so on, will be addressed later in this chapter, and the
bulk of this book is devoted to explaining how these processes

are accomplished.

[t would be better if the PMBOK specified that a project man-
ager should facilitate planning. One mistake made by inexperi-

enced project managers is to plan the
project for the team. Not only do they
get no buy-in to their plan, but it is usu-
ally full of holes. They can’t think of
everything, their estimates of task dura-
tions are wrong, and the entire thing
falls apart after the project is started. The
first rule of project management is that
the people who must do the work should
help plan it.

The role of the project manager is

The first rule of
project manage-
ment is that the
people who must
do the work should
help plan it.

that of an enabler. Her job is to help the team get the work com-
pleted, to “run interference” for them, to get scarce resources that
they need, and to buffer them from outside forces that would dis-
rupt the work. She is not a project czar. She should be—above

everything—a /leader, in the true sense
of the word.

The best definition of leadership that
[ have found is the one by Vance Packard
(1962). He says, “Leadership is the art of
getting others to want to do something
that you believe should be done.” The
operative word here is “want.” Dictators
get others to do things that they want
done. So do guards over prison work
teams. But a leader gets people to want
to do the work, and that is a significant
difference.

“Leadership is the
art of getting
others to want to
do something that
you believe should
be done.”

—Vance Packard

The planning, scheduling, and control of work is the man-
agement or administrative part of the job. But without leadership,
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projects tend to just satisfy bare minimum requirements. With
leadership, they can exceed those bare minimums.

It Is Not Just Scheduling!

One of the common misconceptions about project management
is that it is just scheduling. At last report, Microsoft had sold a
huge number of copies of Microsoft Project®, yet the failures
remain high. Scheduling is certainly a major tool used to manage
projects, but it is not nearly as important as developing a shared
understanding of what the project is supposed to accomplish or
constructing a good work breakdown structure (WBS) to identify
all the work to be done (I will discuss the WBS later). In fact,
without practicing good project management, the only thing a
detailed schedule is going to do is allow you to document your
failures with great precision!

[ do want to make one point about scheduling software. It
doesn’t matter too much which package you select, as they all
have strong and weak points. However, the tendency is to give
people the software and expect them to learn how to use it with-
out any training. This simply does not work. The features of
scheduling software are such that most people don’t learn the
subtleties by themselves. They don’t have the time, because they
are trying to do their regular jobs, and not everyone is good at
self-paced learning. You wouldn’t hire a green person to run a
complex machine in a factory and put him to work without train-
ing, because you know he would destroy something or injure
himself. So why do it with software?

One-Person Projects

When is managing a project not project management? When only
one person is involved.

Alot of people are sent to my seminars to learn how to man-
age projects, but they are the only person working on their pro-
jects. Now it is true that a one-person job can be called a project,
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because it has a definite starting point, target end date, specific
performance requirements, defined scope of work, and a budget.
However, when no one else is working on the project (including
outside vendors), there is no need for a critical path schedule. A
critical path schedule is one that has a number of parallel paths,
and one of them will be longer than the others and will deter-
mine how long it will take to complete the job, or ultimately,
whether the given end date can be met. When you’re working
on a job by yourself, there aren’t any parallel paths—unless you
are ambidextrous!

One-person projects do require good self-management, or
good time management, but all you need is a good to-do list,
which comes from a task listing. However, unless you are coordi-
nating the work of other people, you aren’t practicing true project
management.

The Big Trap—Working Project Managers

[t is common to have individuals serve as project managers and
require that they do part of the actual work in the project. This is
a certain prescription for problems. If it is a true team, consisting
of several people, the project manager will inevitably find herself
torn between managing and getting her part of the work done.
Naturally, the work must take precedence, or the schedule will
slip, so she opts to do the work. That means that the managing
will not get done. She hopes it will take care of itself, but it never
does. After all, if the team could manage itself, there would be no
need for a project manager in the first place (remember our argu-
ment above about whether project management matters?).

Unfortunately, when time comes for her performance evalua-
tion, she will be told that her managing needs improving. Actu-
ally, she just needs to be allowed to practice management in the
first place.

Yes, for very small teams—perhaps up to three or four people—
a project manager can do some of the work. But as team sizes
increase, it becomes impossible to work and manage both, because
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you are constantly being pulled away from the work by the needs
of your team members.

One of the reasons for this situation is that organizations don’t
fully understand what project management is all about, and they
think that it is possible for individuals to do both. The result is that
nearly everyone in the company is trying to manage projects, and
as is true in every discipline, some of them will be good at it and
others will have no aptitude whatsoever. I have found that a far
better approach is to select a few individuals who have the apti-
tude and desire to be project managers and let them manage a
number of small projects. This frees “technical” people (to use the
term broadly) to do technical work without having to worry about
administrative issues, and allows project managers to get really
good at their jobs.

[t is outside the scope of this book to discuss how to select pro-
ject managers, but for the interested reader, the topic is covered in
a book entitled 7he World-Class Project Manager (Wysocki &
Lewis, 2001).

You Can’t Have It All!

One of the common causes of project failures is that the project
sponsor demands that the project manager must finish the job by a
certain time, within budget, at a given magnitude or scope, while
achieving specific performance levels. In other words, the sponsor
dictates all four of the project constraints. This doesn’t work.

The relationship between the PCTS constraints can be writ-
ten as follows:

C=f{PT,9)

In words, this says, “Cost is a function of Performance, Time, and
Scope.” Graphically, I like to show it as a triangle, in which P, C,
and T are the sides and S is the area. This is shown in Figure 1-1.

In geometry, we know that if we are given values for the
sides of a triangle, we can compute the area. Or, if we know the
area and two sides, we can compute the length of the remaining
side. This translates into a very practical rule of project manage-


http://www.indoebooks.com

| An Overview of Project Management 9

Figure 1-1. Triangles showing the relationship
between P, C, T, and S.

T T

ment: The sponsor can assign values to any three variables, but
the project manager must determine the remaining one.

So let’s assume that the sponsor requires certain performance,
time, and scope from the project. It is the project manager’s job to
determine what it will cost to achieve those results. However, I
always caution project managers that they should have a para-
medic standing by when they give the cost figure to the sponsor
because she will probably have a stroke or heart attack, and the
paramedic must revive her.

[nvariably, the sponsor exclaims, “How can it cost that much?”
She had a figure in mind, and your number will always exceed her
figure. And she may say, “If it’s going to cost that much, we can’t
justify doing the job.” Exactly! And that is the decision she should
make. But she is certain to try to get the project manager to
commit to a lower number, and if you do, then you only set up
yourself—and her—to take a big fall later on.

[t is your obligation to give the sponsor a valid cost so that
she can make a valid decision about whether the project should
be done or not. If you allow yourself to be intimidated into com-
mitting to a lower number, it is just going to be a disaster later on,
and you are far better off to take your lumps now than to be hung
later on.

Of course, there is another possibility. If she says she can only
afford so much for the job, then you can offer to reduce the scope.
If the job is viable at that scope level, then the project can be done.
Otherwise, it is prudent to forget this project and do something else
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that can make profits for the company. As someone has said, there
is a higher probability that things will accidentally go wrong in a

project than that they will accidently go
right. In terms of cost estimates, this
means that there is always a higher likeli-
hood that the budget will be overrun than
that the project will come in below bud-
get. This is just another way of stating
Murphy’s law, that “whatever can go
wrong will go wrong.”

The Phases of a Project
There are many different models for the

There is a higher
probability that
things will acciden-
tally go wrong in a
project than that
they will acciden-

tally go right.

phases a project goes through during its life-cycle. One of these
captures the all-too-frequent nature of projects that are not man-

aged well, and is shown in Figure 1-2.

Figure 1-2. Life cycle of a troubled project.

Project Initiation

Promotion of

Search for the
Guilty

Y

the Innocent | Nonparticipants

Definition of the
Requirements

000 by The Lewis Imstute. Iny

Y
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[ have shown this diagram to people all over the world, and
they invariably laugh and say, “Yes, that’s the way it works.”
suppose the comfort I can take is that we Americans are not
the only ones who have the problem, but the bad news is that
there are a lot of dysfunctional projects if everyone recognizes
the model.

At the simplest level, a project has a beginning, middle, and
end. I prefer the life-cycle model shown in Figure 1-3, but there
are other versions that are equally valid. In my model you will
notice that every project begins as a concept, which is always
“fuzzy”, and that the project team must formalize the definition
of the job before doing any work. However, because of our ready-
fire-aim mentality, we often start working on the job without
ensuring that we have a proper definition or that the mission and
vision for the job are shared by everyone. This invariably leads to
major problems as the project progresses. This is illustrated by the
example which follows.

Definition Phase

Some years ago a project manager in one of my client companies
called me and said, “I've just had a conference call with key mem-

Figure 1-3. Appropriate project life cycle.

CONCEPT EDEFINITIONE PLANNING EEXECUTION; CLOSEOUT

Marketing * Define .Develop - Do all Work Final Reports

Input . Problem ©  Strategy . Monitor - Lessons-
Survey of - Develop ‘Implementation;  Progress . Learned
Competition . Vision - Planning - Corrective * Review

" Write Mission :Risk . Action

Statement ° Management .

EFFORT EXPENDED IN I:’LANNING
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bers of my project team, and I realized that we don’t agree on
what the project is supposed to accomplish.”

[ assured him that this was common.

“What should I do?” he asked.

[ told him that he had no choice but to get them all going in
the same direction by clarifying the mission of the project. He asked
me to facilitate a meeting to do this, and I stood in front of a flip
chart and began by saying, “Let’s write a problem statement.”
Someone immediately countered by saying, “We don’t need to do
that. We all know what the problem is.”

[ was unmoved by this comment. I said, “Well, if that is true,
it’s just a formality and will only take a few minutes, and it would
help me if we wrote it down, so someone help me get started.”

I’'m going to be a little facetious to illustrate what happened
next. Someone said, “The,” and I wrote the word on the chart,
and someone else said, “I don’t agree with that!”

Three hours later we finally finished writing a problem
statement.

The project manager was right. They did not agree on what
the problem was, much less how to solve it. This is fundamental—
and is so often true that I begin to think we have a defective gene
in all of us that prohibits us from insisting that we have a good def-
inition of the problem before we start the work. Remember, project
management is solving a problem on a large scale, and the way you
define a problem determines how you will solve it. If you have the
wrong definition, you may come up with the right solution—to the
wrong problem!

In fact, [ have become convinced that projects seldom fail at
the end. Rather, they fail at the definition stage. I call these pro-
jects headless-chicken projects because they are like the chicken
that has had its head chopped off and runs around spewing blood
everywhere before it finally falls over and is “officially” dead. Pro-
jects work the same way. They spew blood all over the place, until
someone finally says, “I think that project is dead,” and indeed it
is. But it was actually dead when we chopped off its head in the
beginning—it just took a while for everyone to realize it.
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Once the project is defined, you can plan how to do the
work. There are three components to the plan: Strategy, tactics,
and logistics. Strategy is the overall approach or “game plan” that
will be followed to do the work. An example of strategy was
related to me by a friend who is into military history.

Strategy

During World War II, defense contractors were under great
pressure to build weaponry at an intense level. To accelerate
construction of ships and planes in particular, many new assem-
bly methods were invented. Avondale shipyards, for example,
worked on the method of building ships. The traditional way
had always been to build the ship in an upright position. How-
evet, ships built from steel required welding in the bottom, or
keel area of the boat, and this was very difficult to do. Avondale
decided to build their ships upside down, to make the welding
easier, and then turn them over to complete the structures
above the top deck. This strategy was so effective that they
could build boats faster, cheaper, and of higher quality than
their competitors, and the strategy is still being used today,
nearly 60 years later.

Implementation Planning

This phase includes tactics and logistics. If you are going to build
boats upside down, you must work out the details of how it will
be done. A fixture must be constructed that will hold the boat
and allow it to be turned over without being damaged. This is
called working out the tactics. It also includes the sequence in
which the work will be done, who will do what, and how long
each step will take.

Logistics deal with making sure the team has the materials
and other supplies needed to do their jobs. Ordinarily we think
about providing them with the raw materials they need, but if
the project is in a location where they can’t get food, it will soon
come to a grinding halt. So provisions must be made for the team
to be fed—and possibly housed.
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Execution and Control

Once the plan has been developed and approved, the team can
begin work. This is the execution phase, but it also includes con-
trol, because while the plan is being implemented, progress is
monitored to ensure that the work is progressing according to the
plan. When deviations from the plan occur, corrective action is
taken to get the project back on track, or if this is not possible, the
plan is changed and approved, and the revised plan becomes the
new baseline against which progress is tracked.

Closeout

When all the work has been completed, the closeout phase
requires that a review of the project be conducted. The purpose is
to learn lessons from this job that can be applied to future ones.
Two questions are asked: “What did we do well?” The second is,
“What do we want to improve next time?”

Notice that we don’t ask what was done wrong. This ques-
tion tends to make people defensive and they try to hide things
that may result in their being punished. In fact, a lessons-learned
review should never be conducted in a blame-and-punishment
mode. If you are trying to conduct an inquisition, that’s different.
The purpose of an inquisition is usually to find who is responsible
for major disasters and punish them. Lessons-learned should be
exactly what the words imply.

[ have learned during the past few years that very few orga-
nizations do regular lessons-learned reviews of their projects.
There is a reluctance to “open a can of worms.” And there is a
desire to get on with the next job. The problem is that you are
almost sure to repeat the mistakes made on the previous project
if no one knows about them or has an understanding of how they
happened so that they can determine how to prevent them. But
perhaps most importantly, you can’t even take advantage of the
good things you did if you don’t know about them.

[t has been said that the organizations that survive and thrive
in the future will be those that learn faster than their competitors.
This seems especially true for projects.
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The Steps in Managing a Project

The actual steps to manage a project are straightforward. Accom-

plishing them may not be. The model in Figure 1-4 illustrates the
steps.

Figure 1-4. The steps in managing a project.

‘ Define the Problem ‘

‘ Develop Solution Options ‘

Plan the Project

What must be done?

Who will do it?

How will it be done?
When must it be done?
How much will it cost?
What do we need to do it?

4

Execute the Plan

4

Monitor & Control Progress
Are we on target?

If not, what must be done?
Should the plan be changed?

£

Close Project
What was done well?
What should be improved?
What else did we learn?
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Subsequent chapters of this book will elaborate on how each
step is accomplished. For now, here is a brief description of the
actions involved.

DEFINE THE PROBLEM

As was discussed previously, you need to identify the problem to
be solved by the project. It helps to visualize the desired end
result. What will be different? What will you see, hear, taste,
touch, or smell? (Use sensory evidence if things can’t be quanti-
fied.) What client need is being satisfied by the project?

DEVELOP SOLUTION OPTIONS

How many different ways might you go about solving the prob-
lem? Brainstorm solution alternatives (you can do this alone or
as a group). Of the available alternatives, which do you think will
best solve the problem? Is it more or less costly than other suit-
able choices? Will it result in a complete or only a partial fix?

PLAN THE PROJECT

Planning is answering questions. What must be done, by whom,
for how much, how, when, and so on. Naturally, answering these
questions often requires a crystal ball. We will discuss these steps
in more detail in chapters two through four.

EXECUTE THE PLAN

Obvious. Once the plan is drafted, it must be implemented. Inter-
estingly, we sometimes find people going to great effort to put
together a plan, then failing to follow it. If a plan is not followed,
there is not much point in planning, is there?

MONITOR AND CONTROL PROGRESS

Plans are developed so that you can achieve your end result suc-
cessfully. Unless progress is monitored, you cannot be sure you
will succeed. It would be like having a roadmap to a destination,
but not monitoring the highway signs.
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Of course, if a deviation from the plan is discovered, you
must ask what must be done to get back on track, or—if that
seems impossible—how should the plan be modified to reflect
new realities?

CLOSE THE PROJECT

Once the destination has been reached, the project is finished, but
there is a final step that should be taken. Some people call it an
audit, others a post-mortem (sounds a bit morbid, doesn’t it?).
Whatever you call it, the point is to learn something from what
you just did. Note the way the questions are phrased: What was
done well? What should be improved? What else did we learn?
We can always improve on what we have done. However, asking
What did we do wrong? is likely to make people a bit defensive, so
the focus should be on improvement, not on placing blame. More
on this later.

The Project Management Body of
Knowledge (PMBOK®)

The Project Management Institute has attempted to determine a
minimum body of knowledge that is needed by a project manager
in order for him or her to be effective. As I mentioned earlier
when [ defined project management, there are five processes
defined by the PMBOK, together with nine general areas of
knowledge, and I will give brief summaries of them. If you want a
complete document, you can get one by visiting the PMI web site:
WWW.pmi.org,.

Project Processes

A process is a way of doing something. As previously men-
tioned, the PMBOK identifies five processes that are used to man-
age projects. Although some of them will be predominant at
certain phases of a project, they may come into play at any time.
Broadly speaking, however, they tend to be employed in the
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sequence listed as the project progresses. That is, initiating is done
first, then planning, then executing, and so on. In the event that a
project goes off course, re-planning comes into play, and if a pro-
ject is found to be in serious trouble, it may have to go all the way
back to the initiating process to be re-started.

Initiating

Once a decision has been made to do a project, it must be initiated
or launched. There are a number of activities associated with this.
One is for the project sponsor to create a project charter, which
would define what is to be done to meet the requirements of pro-
ject customers. This is a formal process that is often omitted in
organizations. The charter should be used to authorize work on
the project, define the authority, responsibility, and accountability
of the project team, and establish scope boundaries for the job.
When such a document is not produced, the team may misinter-
pret what is required of them, and this can be very costly.

Planning

One of the major causes of project failures is poor planning. Actu-
ally, I am being kind. Most of the time the problem is due to no
planning! The team simply tries to “wing it,” to do the work with-
out doing any planning at all. As I have explained earlier in this
chapter, many of us are task-oriented, and we see planning as a
waste of time, so we would rather just get on with the work. As
we will see when we turn to controlling the project, failing to
develop a plan means that there can be no actual control of the
project. We are just kidding ourselves.

Executing

There are two aspects to this process. One is to execute the work
that must be done to create the product of the project. This is prop-
erly called technical work, and a project is conducted to produce a
product. Note that we are using the word product in a very broad
sense. A product can be an actual tangible piece of hardware or a
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building. It can also be software or a service of some kind. It can
also be a result—consider, for example a project to service an auto-
mobile, which consists of changing the oil and rotating the tires.
There is no tangible deliverable for such a project, but there is
clearly a result that must be achieved, and if it is not done correctly
the car may be damaged as a result.

Executing also refers to implementing the project plan. It is
amazing to find that teams often spend time planning a project,
then abandon the plan as soon as they encounter some difficulty.
Once they do this, they cannot have control of the work, since
without a plan there is no control. The key is to either take correc-
tive action to get back on track with the original plan or to revise
the plan to show where the project is at present and continue for-
ward from that point.

Monitoring and Controlling

These could actually be thought of as two separate processes, but
because they go hand-in-hand, they are considered one activity.
Control is exercised by comparing where project work is to where
it is supposed to be, then taking action to correct for any deviations
from target. Now the plan tells where the work should be. Without
a plan, you don’t know where you should be, so control is impos-
sible, by definition.

Furthermore, knowing where you are is done by monitoring
progress. An assessment of quantity and quality of work is made
using whatever tools are available for the kind of work being done.
The result of this assessment is compared to the planned level of
work and if the actual level is ahead or behind of the plan, some-
thing will be done to bring progress back in line with the plan. Nat-
urally small deviations are always present and are ignored unless
they exceed some pre-established threshold or they show a trend to
drift further off course.

Closing

In too many cases, once the product is produced to the cus-
tomer’s satisfaction, the project is considered finished. This


http://www.indoebooks.com

20 Fundamentals of Project Management |

should not be the case. A final lessons-learned review should be
done before the project is considered complete. Failing to do a
lessons-learned review means that future projects will likely suffer
the same headaches encountered on the one just done.

Knowledge Areas

As previously mentioned, the PMBOK identifies nine knowledge
areas that project managers should be familiar with in order to be
considered professionals. These are as follows.

Project Integration Management

Project integration management ensures that the project is prop-
erly planned, executed, and controlled, including the exercise of
formal project change control. As the term implies, every activity
must be coordinated or integrated with every other one in order
to achieve the desired project outcomes.

Project Scope Management

Changes to project scope are often the factors that “kill” a project.
Scope management includes authorizing the job, developing a
scope statement that will define the boundaries of the project, sub-
dividing the work into manageable components with deliverables,
verifying that the amount of work planned has been achieved, and
specifying scope change control procedures.

Project Time Management

[ consider this a bad choice of terms, as time management implies
personal efforts to manage one’s time. For projects, it refers to
developing a schedule that can be met, then controlling work to
ensure that this happens! It’s that simple. Because everyone refers
to this as scheduling, it should really be called schedule manage-
ment. (I know, [ may be booted out of PMI for such heresy!)

Project Cost Management

This is exactly what it sounds like. It involves estimating the cost of
resources, including people, equipment, materials, and such things
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as travel and other support details. After this is done, costs are bud-
geted and tracked to keep the project within that budget.

Project Quality Management

As T have commented earliet, one cause of project failure is that
quality is overlooked or sacrificed so that a tight deadline can be
met. [t is not very helpful to complete a project on time, only to dis-
cover that the thing delivered won’t work properly! Quality man-
agement included both quality assurance (planning to meet quality
requirements) and quality control (steps taken to monitor results to
see if they conform to requirements).

Project Human Resource Management

Managing human resources is often overlooked in projects. It
involves identifying the people needed to do the job, defining their
roles, responsibilities, and reporting relationships, acquiring those
people, and then managing them as the project is executed. Note
that this topic does not refer to the actual day-to-day managing of
people. PMBOK mentions that these skills are necessary, but does
not attempt to document them. Given that these are the most
important skills that a project manager must have, PMBOK is defi-
cient in omitting them.

Project Communications Management

As the title implies, communication management involves plan-
ning, executing, and controlling the acquisition and dissemination
of all information relevant to the needs of all project stakeholders.
This information would include project status, accomplishments,
events that may affect other stakeholders or projects, and so on.
Again, this topic does not deal with the actual process of commu-
nicating with someone. This topic is also mentioned but not
included in PMBOK.

Project Risk Management

Risk management is the systematic process of identifying, quanti-
fying, analyzing, and responding to project risk. It includes maxi-
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mizing the probability and consequences of positive events and
minimizing the probability and consequences of adverse events to
project objectives. This is an extremely important aspect of pro-
ject management that sometimes is overlooked by novice project
managers.

Project Procurement Management

Procurement of necessary goods and services for the project is the
logistics aspect of managing a job. It involves deciding what must be
procured, issuing requests for bids or quotations, selecting vendors,
administering contracts, and closing them when the job is finished.

Summary

Following are the key points that you should retain from this
chapter.

A project is a temporary endeavor undertaken to produce a
unique product, service or result.

A project is also a problem scheduled for solution.

Project management is application of knowledge, skills, tools
and techniques to project activities to meet project require-
ments. Project management is accomplished by applying the
processes of initiating, planning, executing, monitoring and
controlling, and closing,.

All projects are constrained by Performance, Time, Cost, and
Scope requirements. Only three of these can have values
assigned. The fourth must be determined by the project team.

Projects tend to fail because the team does not take time to
ensure that they have developed a proper definition of the
problem being solved.

The major phases of a project include concept, definition, plan-
ning, execution and control, and closeout.
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Questions for Review

1. Project management is not just:
a. planning
b. rework
C. scheduling
d. controlling

2. The problem with being a working project manager is that, in
a conflict between working and managing:
a. You don’t know what priorities to set.
b. Your boss will think you’re slacking off.
. There will never be enough time to do both.
d. The work will take precedence and managing will suffer.

3. PMBOK defines:
a. The body of knowledge identified by PMI as needed by
project managers to be effective.
b. A test administered by PMI to certify project managers
c. An acronym for a special kind of risk analysis, like FMEA.
d. None of the above

4. Project scope defines:
a. A project manager’s visibility to the end date.
b. The magnitude or size of the job.
c. How often a project has been changed.
d. The limits of a project manager’s authority.
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The Role of the
Project Manager

= he role of project managers seems to be very misunder-
stood throughout the world. Because many project man-
agers arrive at their position as a
natural progression from their The primary respon-
jobs as engineers, programmers, S )
scientists, and other kinds of jobs, both | @iPility of the project
they and their bosses see the job as a manager is to ensure
technical job. This simply isn’t true.
If you remember that every project that all work is
produces a product, service, or result,
then there is a technical aspect to the
job. However it is a question of who is | within budget and
responsible for what, and project man-
agers who must manage the project and
handle technical issues are set up to fail correct performance
from the beginning. I will explain this
later on. For now, suffice it to say that
the primary responsibility of the project
manager is to ensure that all work is completed on time, within
budget and scope, and at the correct performance level. That is,

completed on time,

scope, and at the

level.

24
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she must see that the PCTS targets are met. That is, her primary
role is to manage the project, not do the work!

What Is Managing?

The PMI definition of project management does not completely
capture the true nature of project management. Remember, it says
that “project management is application of knowledge, skills, tools
and techniques to project activities to achieve project requirements.
Project management is accomplished through the application and
integration of the project management processes of initiating, plan-
ning, executing, monitoring and controlling, and closing” (PMBOK
2004, p. 8). That sounds nice on paper, but what is it that a person
really does when he manages?

[ don’t know if it is really possible to convey what managing
actually is. One reason is that project management is a perform-
ing art, and it is difficult to convey in words what an actor, ath-
lete, or artist does. However, we can describe the various roles of
a project manager, and that will be the focus of this chapter. What
should be clear is that you can’t very well become something if
you can’t describe and define it, so this is a necessary exercise.

Definitions of Management

One common definition of management is that a manager gets
work done by other people. Only a bit of thought is needed to
realize how useless this definition is. Dictators get work done by
other people, but [ wouldn’t call that management. Dr. Peter
Drucker, who many credit with being the “father” of manage-
ment, because he first made people realize that management was
a profession, rather than a job, has written that a manager is sup-
posed to make an unsolicited contribution to the organization
(Drucker, 1973). That is, a manager looks around to see what
needs to be done to advance the cause of the organization and
does it without asking permission or having to be told to do it.
This is often called pro-active, as opposed to reactive, and it is.
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But most importantly, a manager can’t do this unless she
understands the mission and vision for the organization, and takes
initiative to help achieve these. And I believe this applies equally
well to project managers. They must understand the mission and

vision of the organization first, then they
must see how the project they are man-
aging meshes with the organization’s mis-
sion, and they must steer the project to
ensure that the interests of the organiza-
tion are met.

It’s About People!

In addition, I said above that the job is not
a technical job. It is about getting people
to perform work that must be done to
meet the objectives of the project. In that
respect, the classical definition is correct,
but Drucker has pointed out that the
manager must get people to perform
above the minimum acceptable perfor-
mance level. The reason is that this mini-
mum level is the survival level for the
organization, and any company that just
manages to survive will not do so for
long. Eventually their competition will
pass them and the organization will die.
So the first skills that a project man-
ager needs are people skills. Herein lies
the source of major problems for many
project managers—and general man-

Project managers
must understand
the mission and
vision of the organi-
zation first, then
they must see how
the project they are
Mmanaging meshes
with the organiza-
tion’s mission, and
they must steer the
project to ensure
that the interests
of the organization

are met.

agers too, for that matter. [ have found that most managers know
more about getting performance from computers, machines, and
money than they do about getting people to perform. There are
many reasons for this, but chief among them is that nobody has
ever taught them practical methods for dealing with people, and
we simply aren’t born knowing how. So far as [ know, the geneti-
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cists have not yet found a people-skills gene that would endow a
person with these.

Furthermore, many project managers who have strong techni-
cal backgrounds find it difficult to deal with people effectively. They
are “things-oriented,” not people-oriented, and some will even go
so far as to say that they hate this aspect of the job. My recom-
mendation is that they forget about being project managers if this is
true. You usually aren’t very effective at something you hate doing,
but beyond that, why spend your life doing something you hate?

The Working Project Manager

In fact, one of the biggest traps for project managers is to be what
is euphemistically called a working project manager. This means
that the project manager is indeed responsible for performing
technical work in addition to managing the job. The problem
with this is that when there is a conflict between managing and
doing work—and there always is such a conflict—the work will
take priority and the managing will be neglected. However, when
it comes time for the manager’s performance appraisal, he will be
told that his technical work was okay, but the managing was
inadequate. This is a double-bind that should not exist.

Authority

The universal complaint from project managers is that they have a
lot of responsibility but no authority. It is true, and it is not likely to
change. It is the nature of the job, I'm afraid. However, you can’t
delegate responsibility without giving a person the authority com-
mensurate with the responsibility you want him to take, so while
the project managet’s authority might be limited, it cannot be zero.

A word to project managers, however. I learned early in my
career as an engineer that you have as much authority as you are
willing to take. I know that sounds strange. We see authority as
something granted to us by the organization, but it turns out that
those individuals who take authority for granted usually get it offi-
cially. Of course I am not advocating that you violate any of the
policies of the organization. That is not a proper use of authority.
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But when it comes to making decisions, rather than checking with
your boss to see if something is okay, make the decision yourself,
take action that is appropriate and does not violate policy, and then
inform your boss what you have done. Many managers have told
me that they wish their people would quit placing all decisions on
their shoulders to make. And they wish their people would bring
them solutions, rather than problems. In other words, your boss is
looking for you to take some of the load and leave him or her free
to do other things.

A Moment of Truth

In 1987 Jan Carlzon published a book entitled, Moments of
Truth. Carlzon was the youngest ever CEO of Scandinavian Air-
lines, and he successfully turned around the ailing airline. He did
so in part by empowering all employees to do their jobs without
having to ask permission for every action they felt they should
take to meet customer needs. He pointed out that every interac-
tion between an employee and a customer was a moment of
truth in which the customer would evaluate the airline’s service.
If that service was good, then they would be likely to fly SAS
again and, conversely, if it wasn’t good, they would be less likely
to do so. As Carlzon pointed out, from the customer’s point of
view, the SAS employee is the airline.

Furthermore, Carlzon revised the standard organization
chart, which is typically a triangle with the CEO at the apex and
successive levels of managers cascading down below, eventuat-
ing in the front-line employees at the very bottom. This implies
that there is more and more authority as you go from the bottom
toward the apex at the top, and that the people at the lowest
level have almost no authority at all.

Carlzon simply inverted the triangle, placing the apex at the
bottom and the front-line employees at the top. In doing so, he said
that the job of managers is to make it possible for the front-line to
deliver the services that the customer expects. The manager is an
enabler of employees. They are actually servants of employees, not
their masters, when you look at it this way.
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This is, to me, the essence of the project manager’s role. Since
you have very little authority anyway, consider that your job is to
ensure that everyone in the project team
has what they need to do their job well. Since you have very
If you do, then most of them will perform

at appropriate levels. little authority any-

Leadership and Management way, consider the

Finally, because the project manager’s job to ensure that
job is mostly about dealing with people, everyone in the pro-
it is absolutely essential that you exer-
cise leadership as well as management | ject team has what
skills. I have defined management as
making an unsolicited contribution to
the organization. The definition of lead- | their job well.
ership that seems to me to best express

the meaning of the word is that “Leadership is the art of getting
others to want to do something that you believe should be
done” (Packard, 1962). The operative word in the definition is
want.

As I said previously, dictators get people to do things. Leaders
get them to want to do things. There is a big difference. As soon as
the dictator turns her back, people quit working. When the leader
turns her back, people continue working, because they are work-
ing willingly.

Clearly a project manager needs to exercise leadership—since
he lacks authority. But most importantly, the dictator can only con-
trol people within his or her immediate range of sight. The leader
can get people to perform without having to closely supervise
them. And this is necessary in projects.

However, a project manager must also exercise management
skills. In fact, the two sets of skills must be integrated into the job
of project management because management deals with the
administrated aspects of the job—budgets, schedules, logistics,
and so on—while leadership gets people to perform at optimum
levels. If you exercise one set of skills to the exclusion of the

they need to do
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other, the outcome will be far less effective than if you integrate
the two skill sets.

Do You Want to Be a Project Manager?

Project management is not for everyone. I emphasized above that
it is not a technical job. It is about getting people to perform work
that must be done to meet the objectives
of the project. So when I am asked what So when | am asked
[ consider to be the most important .
attributes for project managers to have, I what | consider to
always say that people skills are number be the most impor‘-
one through three. Then below that
comes everything else. If you can deal | tant attributes for
with people, you can either learn to do
everything else or delegate it to someone
who can do it. But being able to do | to have, | always
everything else without being good at
dealing with people just won't cut it.
Now the question is, do you really skills are number
want to be a project manager? Do you
like having responsibility with very lim- | ©he through three.
ited authority? Do you enjoy working to
impossible deadlines, with limited resources, and unforgiving stake-
holders? Are you, in other words, a bit masochistic? If you are,
then you will love being a project manager.
If you are the boss of project managers, these are things you
should consider in selecting people for the job. Not everyone is cut
out for the job.

project managers

say that people
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Planning the Project

n chapter 1 I talked about the high cost of project failures.

Almost every study finds that failures are caused primarily

by poor project management, especially the failure to plan

properly. There are two barriers to good planning. The first

is prevailing paradigms, and the second is the nature of
human beings.

A paradigm is a belief about what the world is like. You can
tell what people believe by watching what they do, because they
always behave consistently with their deeply held beliefs. It is not
necessarily what they say they believe, but what they really
believe that counts. Chris Argyris has called these beliefs one’s
theory espoused as opposed to one’s theory in practice. (Over-
coming Organizational Defenses, 1990).

To illustrate, a fellow who attended my seminar on the tools
of project management later told me that, upon returning to
work, he immediately convened a meeting of his project team to
prepare a plan. His boss called him out of the conference room.

“What are you doing?” asked the boss.

“Planning our project,” explained the fellow.

“Oh, you don’t have time for that nonsense,” his boss told

31
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him. “Get them out of the conference room so they can get the
job done!”

[t is clear that his boss didn’t believe in planning, which raises
the question, Why did he send the fellow to a training program if
he really didn’t believe in what is taught? Go figure.

The second reason that people don’t plan is that they find the
activity painful. Some individuals, especially engineers and pro-
grammers, are concerned that they will be held to estimates of
task durations that they have made using their best guesses.
Because they have no historical data to draw on, this is all they
can do. But they also know that such numbers are highly uncer-
tain, and they are afraid that failure to meet established targets
will get them in trouble. As one of my engineers told me once,
“You can’t schedule creativity.”

[ replied that this may be true, but we must pretend we can,
because no one will fund the project unless we put down a time.
Since then, I have changed my mind—you can schedule creativ-
ity, within limits. In fact, there is no better stimulus to creative
thinking than a tight deadline. If you give people forever, they
simply mess around and don’t produce anything,.

Nevertheless, we find that, when people are required to plan
a project, they find the activity painful, and they resist the pain it
causes. The net result is that they wind up on the pain curve
numbered 1 in Figure 3-1. The net result of being on this curve is
to experience a lot of pain, because the total pain experienced is
represented by the area under the curve.

In curve 2 of the figure, there is a lot of pain early on, but it
diminishes over time, and the total area under the curve is less
than that under curve 1.

The Absolute Imperative of Planning

If you consider the major function of managing, it is to ensure
that desired organization objectives are met. This is accom-
plished by exercising control over scarce resources. However,
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Figure 3-1. Two pain curves in a project over time.

Pain

2

Time

the word controlhas two connotations, and we must be careful

which one we intend.

One meaning of the word is power
and domination. In management, this is
sometimes called the command-and-con-
trol approach, which in its worst form
degenerates into the use of fear and
intimidation to get things done. This
method works when people have no
other desirable options for employment
or are not free to leave (as in the military
or a prison). However, in a robust econ-
omy, very few will tolerate such man-
agement for long.

The second meaning of control—and

Control is exercised
by comparing where
you are to where
you are supposed
to be so that cor-
rective action can
be taken when there

is a deviation.
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the one I advocate for managers—is highlighted in the extracted
quotation. Control is exercised by comparing where you are to
where you are supposed to be so that corrective action can be
taken when there is a deviation. Notice that
this is an information systems or guidance
definition. Further note that two things are necessary for control
to exist. First, you must have a plan that tells where you are sup-
posed to be in the first place. If you have no plan, then, you can-
not possibly have control. [ think we need to remind ourselves of
this almost every day, because it is so ..
easy to forget when you are constantly Predicting the future
being assaulted by demands Fo do this is easy. It's knowing

and that and a million other things.

Second, if you don’t know where | what's going on now

you are, you gan’t have contljol. As the that’s hard.
second quotation says, knowing where
you are isn’t as easy as it may seem, —Fritz R. 5. Dressler
especially in doing knowledge work.
For example, you say you expect to write 10,000 lines of code
by today, and you’ve written 8,000. Does that mean you’re 80
percent of where you should be? Not necessarily. You may have
found a more efficient way to write the code.

In any event, the major point to remember is that you can-
not have control unless you have a plan, so planning is not an
option.

Another trap that causes people not to plan is to believe that
they have no time to plan; they need to get the job done really
fast! This is counterintuitive, but think about it—if you have for-
ever to get something done, then you don’t need a plan. It’s when
the deadline is tight that the plan becomes really important. As a
simple example, imagine flying into Chicago and being late. You
have a meeting across town in less than an hour. You've never
been to Chicago, but when the rental car attendant asks if you
need a map, you say, “I don’t have time for a map. I've got to get
to my meeting really fast!” Not very likely, is it?

| No plan, no control!
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Planning Defined

Planning is quite simply answering the questions shown in Figure
3-2. They may be called the “Who, What, When, Why, How
Much, How Long?” questions that you learned if you ever studied
interviewing methods. It is that simple. And it is that hard. I say
hard because answering some of these questions requires a crystal
ball—especially questions like “How long will that take?” On
tasks for which no history is available, this is a very hard question
to answer. As my engineer said, “You can’t schedule creativity.”

Figure 3-2. Planning is answering questions.

WHO WILL BY WHEN MUST
DO I1T? IT BE DONE?

HOW MUCH WILL

. . 5
HOW SHOULD . . 1T COST"
IT BE DONE?

WHAT

MUST
BE DONE?

HOW GOOD
DOES IT

HAVE TO BE?

Strategy, Tactics, and Logistics

To plan a project properly, you must attend to three kinds of activ-
ities that may have to be performed during the life of the job.
These are strategy, tactics, and logistics.

Strategy refers to the overall method you will employ to do
the job, sometimes referred to as a “game plan.” As I related in
Chapter 1, for thousands of years boats have been built with the
keel down so that when one wishes to put the boat in the water,
it is already right side up. This method worked fine until the
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1940s, when World War II placed tremendous pressure on ship-
yards to build military ships faster, and ships were being built out
of steel plate, rather than wood. Shipbuilders quickly found that
it was extremely difficult to weld in the keel area. From the out-
side, you had problems getting under the ship, and inside you
had to stand on your head to weld.

Avondale shipyards decided that it would be easier to build
steel boats if they built them upside down. The welding in the
keel area now could be done from outside, standing above the
ship, and to work on the inside one could stand upright. This
strategy proved so effective that Avondale could build boats faster,
cheaper, and of higher quality than its competitors, and the
approach is still being used today.

Too often planners choose a project strategy because “it has
always been done that way,” rather than because it is best. You
should always ask yourself, “What would be the best way to go
about this?” before you proceed to do detailed implementation
planning.

Implementation Planning

Once you have decided to build boats upside down, you must
work out all of the details of how it will be done. Sometimes we
say that we must be sure to dot all of the “i’s” and cross all the
“t’s.” This is where you answer those “who, what, when, and
where” questions. In fact, it is implementation planning that
many people think of when they talk about planning. However, a
well-developed implementation plan for the wrong project strat-
egy can only help you fail more efficiently.

Logistics

Military people can quickly tell you the benefit of attention to
logistics. You can’t fight a battle if people have no ammunition,
food, clothing, or transportation. It is logistics that attends to
these things. [ once saw a project scheduling program (regrettably
now defunct) that allowed construction managers to record
when a certain quantity of bricks was delivered to their site; it
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then showed when they would run out, given a specific utiliza-
tion rate. This would alert managers to schedule delivery of a
new supply just before the existing stock was depleted.

[ was also told about a road construction project in India that
had very bad living conditions for the workers. The food was bad,
sleeping conditions were poor, and the workers were suffering
low morale. The project manager and his staff were all staying in
a nice hotel in the nearby city. They finally realized the problem
and moved to the site with the workers. Living conditions imme-
diately improved, and so did worker morale. This is an example
of the importance of a peripheral aspect of logistics.

Plan Ingredients

Following are the minimum ingredients that should be contained
in a project plan. It is a good idea to keep these in a loose-leaf note-
book. Initially, the notebook will contain only the plan. As the
project is managed, reports, changes, and other documents will be
added, so that when the project is completed the notebook will
contain a complete history of the project, which can be used by
others as data for planning and managing their own projects.

A suggestion here—until recent years, project notebooks
have been the only way to completely document a project. With
the advent of good personal computer databases, [ suggest that
the notebook be backed up with electronic data. It is very difficult
to locate data in a notebook. Transferring information to a com-
puter database makes it much easier to access. This may be the
only device used a few years from now.

In any case, here are the items that make up the project plan:

Problem statement.

Project mission statement (see chapter 3 for instructions on
how to develop a mission statement).

Project objectives (see chapter 3).

Project work requirements, including a list of all deliverables,
such as reports, hardware, software, and so on. It is a good
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idea to have a deliverable at each major project milestone so
that progress can be measured more easily.

Exit criteria. Each milestone should have criteria established
that will be used to determine whether the preceding phase
of work is actually finished. If no deliverable is provided at a
milestone, then exit criteria become very important.

End-item specifications to be met: This means engineering
specifications, architectural specs, building codes, govern-
ment regulations, and so on.

Work Breakdown Structure (WBS). This is an identification
of all of the tasks that must be performed in order to achieve
project objectives. A WBS is also a good graphic portrayal of
project scope (see chapter 6).

Schedules (both milestone and working schedules should be
provided; see chapters 6 and 7).

Required resources (people, equipment, materials, and facili-
ties). These must be specified in conjunction with the sched-
ule (see chapters 5 and 0).

Control system (see chapters 8 and 9).

Major contributors. Use a Linear Responsibility Chart for this
(see chapter 5).

Risk areas with contingencies when possible (see chapter 3).

Sigh-Off of the Plan

Once the plan has been prepared, it should be submitted to stake-
holders for their signatures.

Following are some comments about the meaning of a sigha-

ture and suggestions for handling the process:

A signature means that the individual is committed to his
contribution, agrees with the scope of work to be done, and
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accepts the specs as valid. A signature on the part of a con-
tributor does not mean a guarantee of performance. It is a

commitment. Because there are fac-
tors outside our control, few of us
would like to guarantee our perfor-
mance. However, most would be
willing to make a commitment,
meaning we promise to do our best
to fulfill our obligations. If a signa-
ture is treated as a guarantee, either
signers will refuse to sign or they
will sign without feeling really com-
mitted to the agreement. Neither
response is desirable.

The plan should be signed in a pro-

STAKEHOLDER:
Anyone who has a
vested interest in
the project. These
include contribu-
tors, customers,
managers, and

financial people.

ject plan review meeting, not by mail. Circulating copies for
signature by mail seldom works, as people may be too busy to

read in depth and may miss impor-
tant points that would be brought
out in a signoff meeting,

People should be encouraged to “shoot
holes in the plan” during the review
meeting, rather than wait until prob-
lems develop later on. Naturally, this
does not mean that they should nitpick
the plan. The objective is to ensure that
the plan is workable; that is all.

Changing the Plan

[t would be nice to think that a plan, once
developed, would never change. However,
that is unrealistic. No one has 20/20 fore-
sight. Unforeseen problems are almost cer-
tain to arise. The important thing is to

The project plan
should be reviewed
and signed off in
a meeting—not
through interoffice

maill

Encourage people
to spot problems
during the sign-off

meeting, not later.
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make changes in an orderly way, following a standard change

procedure.

If no change control is exercised,
the project may wind up over budget,
behind schedule, and hopelessly inade-
quate, with no warning until it is too
late. Here are suggestions for handling
changes to the plan:

Make changes in an
orderly way, follow-
ing a standard
change procedure.

Changes should be made only when a significant deviation
occurs. A significant change is usually specified in terms of
percent tolerances relative to the original targets.

Change control is necessary to pro-
tect everyone from the effects of
scope creep—changes to the pro-
ject that result in additional work. If
changes in scope are not identified
and managed properly, the project
may come in considerably over
budget and/or behind schedule.

Any plan is bad
which is not sus-
ceptible to change.

—Bartolommno de San
Concordio (1475-1517)

Causes of changes should be documented for reference in
planning future projects. The causes should be factual, not

blame-and-punishment statements.

Suggestions for Effective Planning
Here are some ideas to help you plan effectively:

Plan to plan. It is always difficult to get people together to
develop a plan. The planning session itself should be planned or it
may turn into a totally disorganized meeting of the type that plagues
many organizations. This means that an agenda must be prepared,
the meeting should be time-limited to the degree possible, and peo-
ple should be kept on track. That is, if someone goes off on a tan-
gent, the meeting facilitator should get the person back on track as
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quickly as possible. There are many excellent guides to running
meetings (e.g., Mining Group Gold, by Tom Kayser [Kayser, 1995]);
the reader is referred to those.

The people who must implement Rule: The people

a plan should participate in preparing it. who must do the
Otherwise, you risk having contributors
who feel no sense of commitment to the
plan; their estimates may be erroneous, pate in developing
and major tasks may be forgotten.

work should partici-

the plan.
The first rule of planning is to be

prepared to replan. Unexpected obstacles will undoubtedly crop
up and must be handled. This also means that you should not
plan in too much detail if there is a likelihood that the plan will
have to be changed, as this wastes time.

Because unexpected obstacles The first rule of
will crop up, always conduct a risk analy- P' anning is to be
sis to anticipate the most likely ones.

Develop Plan B just in case Plan A | prepared to replan!
doesn’t work. Why not just use Plan B in

the first place? Because Plan A is better but has a few weaknesses.

Plan B has weaknesses also, but they must be different from those

in Plan A, or there is no use in considering Plan B a backup.

The simple way to do a risk analysis
is to ask, “What could go wrong?” This
should be done for the schedule, work risks and develop
performance, and other parts of the pro-
ject plan. Sometimes simply identifying
risks can help avert them, but, if that can- deal with them if
not be done, at least you’ll have a backup
plan available. One caution: if you are they occur.
dealing with very analytical people, they
may go into analysis paralysis here. You are not trying to identify
every possible risk—just those that are fairly likely.

Identify project

contingencies to
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Begin by looking at the purpose of doing whatever is to
be done. Develop a problem statement. All actions in an organi-
zation should be taken to achieve a result, which is another way

of saying “solve a problem.” Be careful
here to identify what the end user really
needs to solve the problem. Sometimes we
see projects in which the team thinks a
solution is right for the client but that solu-
tion is never used, resulting in significant
waste to the organization.

Use the Work Breakdown Structure
(discussed in chapter 5) to divide the work
into smaller chunks for which you can
develop accurate estimates for duration,
cost, and resource requirements.

Project Planning Steps

Consider the little
mouse, how saga-
cious an animal it
is which never
entrusts its life to
one hole only.

—pPlautus (254-184 B.c.)

The basic planning steps are as follows. Note that some of these

topics are covered in the next chapter.

Define the problem to be solved by the
project.

Develop a mission statement, followed by
statements of major objectives.

Develop a project strategy that will
meet all project objectives.

Write a scope statement to define proj-
ect boundaries (what will and will not
be done).

Be sure the project
really satisfies the
customer’s needs,
rather than being
what the team
thinks the cus-

tomer should get!

Develop a Work Breakdown Structure (WBS).

Using the WBS, estimate activity durations, resource require-
ments, and costs (as appropriate for your environment).
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Prepare the project master schedule and budget.

Decide on the project organization structure—whether
matrix or hierarchical (if you are free to choose).

Set up the project notebook.
Get the plan signed off by all project stakeholders.

Key Points to Remember

If you have no plan, you have no control.

The people who must execute a plan should participate in
preparing it.

Have the plan signed off in a meeting, not by sending it
through the interoffice mail.

Keep all project documentation in a project notebook.

Use exit criteria to determine when a milestone has actually
been achieved.

Require that changes to the project plan be approved before
making them.

Risk management should be part of all project planning.
A paradigm is a belief about what the world is like.

Planning is answering the “who, what, when, and how”
questions.

Logistics refers to supplying people with materials and sup-
plies they need to do their jobs.

Exercise

We have talked about strategy, tactics, and logistics. Which must be
decided first? What is the function of tactics? When would you plan
for logistics?
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Developing a Mission,
Vision, Goals, and
Objectives for the Project

efore a project team does any work, it should spend time
) ensuring that it has a shared understanding of where it is
going. The terms used to define that destination are mis-
) sion, vision, goals, and objectives. And it is at this very
early stage that projects tend to fail, because everyone
takes for granted that “we all know what the mission is.”

Defining the Problem

Every project solves a problem of some kind, but people are
inclined to skip over the definition of the problem. This is a big mis-
take. The way you define a problem determines how you will solve
it, so it is critical that a proper definition be developed. For exam-
ple, too often a problem is defined in terms of a solution. A person
may say, “I have a problem. My car has quit, and I have no way to
get to work. How am I going to get my car repaired, because I have
no money to do it?”

The problem has essentially been defined as “How do I repair

44
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my car?” The actual problem, however, at its most fundamental
level, is that the person has no way to get to work—or so he says.
But could he ride the bus, go with a coworker, or ride a bike until
he has the money to have the car repaired? It is true that having
no money to repair the car is a problem, but it is important to dis-
tinguish between the basic or core problem and those at another
level.

[ once heard a sales manager berate a salesman, saying, “The
company has spent a lot of money developing this new product,
and none of you are selling it. If you don’t get out there and sell this
product, I'm going to find myself some salespeople who can sell!”

[t is clear how he has defined the problem—he has a group of
salespeople who can'’t sell. However, given that none of them can
sell the product, [ am sure he is wrong. There is something
wrong with the product or market, or the competition is killing
them. You are very unlikely to have all

bad salespeople! A problem is a gap

Nevertheless, this manager has
defined the problem in terms of people,

and that is the way it must be solved. are and where you

Imagine that he replaces all of the sales- .
people. He will still have the same prob- | Waht to be, with

lem, because he has not addressed the obstacles existing

actual cause.

People sometimes define a problem that prevent easy

as a goal. A goal in itself is not a problem.
[t is when there are obstacles that make
it difficult to reach the goal that one has a the gap.
problem. Given this definition of a prob-

lem, we can say that problem solving involves finding ways to deal
with obstacles: They must be overcome, bypassed, or removed.

Confusion of Terms

Suppose a person tells you that she is taking a new job in a distant
city, and she plans to move there. She immediately realizes that

between where you

movement to close
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she must find a place to live. So she says, “I have a problem. I
have to find a place to live.”

You ask her what her mission is. “To find a place to live,” she
says.

And how about her vision? “To have a place to live,” she
answers, a little confused.

No wonder she is confused. All three statements sound alike!
She needs to understand the difference between them if she is to
solve this problem.

Remember, a problem is a gap. Suppose we were to ask her
to tell us where she wants to be when her problem is solved. She
would say, “I would have a place to live in the new city.”

“And where are you now?” you ask.

“I have no place to live,” she says.

Then the gap is between having a place and not having one.
This can be stated simply as “I have no place to live.” And, indeed,
this is the problem she is trying to solve.

But—would just anyplace be okay? Of course not. She doesn’t
want to live under a bridge, although homeless people sometimes
do. So if you ask her, “What kind of place are you looking for?” she
can tell you.

“It needs to have three bedrooms, the house must be of a cer-
tain size, and I prefer a certain style,” she says. This is her vision for
the kind of place she wants to live in. That vision literally paints a
picture in her mind, and, when she finds a place that comes close
to that picture, she will have “arrived” at her destination. This is
the function of vision—it defines “done.”

Her mission, then, is to find a place that conforms to her vision.
Another way to say this is that the mission of a project is always to
achieve the vision. In doing so, it solves the stated problem. So you
may want to diagram it as shown in Figure 4-1. Note that the
vision has been spelled out as a list of things she must have, along
with some that she wants to have and a few that would be nice to
have if she could get them.
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Figure 4-1. Chevron showing mission, vision,

and problem statement.

Problem:
| have no place to live.
MUSTS | WANTS |NICE
3 bedrooms [room for fireplace in
2,500 sq. ft. |home office |family room
2-cargarage |basement
1-acre lot
large family
room
Mission:
To find a place that meets all

musts and as many of the
others as possible.

The Real World

Okay, now we know the difference between the mission, vision,
and problem, but in the “real world” you never get them in this
order. Your boss or project sponsor will say, “Here is your mis-
sion,” without any mention of a problem statement. It is possible
that some discussion of the sponsor’s vision of the end result will
take place, but even that may be fairly sketchy. So the first order
of business for a project team is to develop these into a form that
everyone will accept.

The major “political” problem you may encounter is that
the sponsor will undoubtedly have given you a mission based
on his definition of the problem to be solved. Sometimes his
definition will be incorrect, and you will have to confront this.
Otherwise, you will spend a lot of the organization’s money,
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only to find that you have developed the right solution to the
wrong problem.

The Real Mission of Every Project

[ said earlier that the mission is always to achieve the vision.
However, [ should add that the vision you are trying to achieve is
the one the customer holds. Another way to say this is that you
are trying to satisfy the customer’s needs. That is the primary
objective. Your motive may be to make a profit in the process,
but the mission is always to meet the needs of the customer. That
means, of course, that you must know what those needs are, and
sometimes this isn’t easy, because even the customer isn’t clear
about them. So you have to translate or interpret as best you can.
Your best safeguard is to keep the customer involved in the pro-
ject from concept to completion so that there is a constant check
on whether what you are doing will achieve the desired result.

The mission of the project can be written by answering two
questions:

1. What are we going to do?

2. For whom are we going to do it?

In the previous edition of this book, I suggested that you also
state how you will go about meeting those customer needs, but I
have since decided that this should not be part of the mission
statement itself. The mission statement defines “what” you are
doing; “how” you are going to do it is project strategy and should
be dealt with separately.

Some Examples

When AMACOM called me to update this book, it defined the
problem this way: the second edition was considered a bit dated,
and it did not contain much information on Project Management
Institute and the Project Management Body of Knowledge
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(PMBOK®) (which was presented in chapter 1 of this edition). I
also felt, on the basis of the experience I have had since the first
edition was released, that some sections of the book could be
clarified for the reader.

Problem Statement

If I were to write a problem statement for this project, then, it
would say: The second edition of Fundamentals of Project Man-
agement lacks information on the PMBOK and needs to be
updated.

Vision

The vision for the book remains about the same as for the first
edition. The original series was designed to provide readers with
a quick, easy read on the subject covered. The books are kept to
under 200 pages and are written in down-to-earth language. All
are published in paperback. I also add to this my own component
of the vision: I like my books to be well illustrated, to enhance
the reader’s understanding of the material.

Mission Statement

The mission for this project is to develop a new edition of the
book that includes expanded PMBOK material and that adds
some new material. The target audience (who it is for) is senior
managers and other readers who need a quick overview of pro-
ject management without going into a great deal of depth. That’s
it—this is an example of developing the problem, vision, and mis-
sion for this book project.

Boeing’s 777 Airplane

[ said above that we are always trying to meet customer require-
ments, so we should listen to them. This can be harder to do than
it seems. In his book 21st Century Jet, which chronicles develop-
ment of Boeing’s 777 airplane, Karl Sabbagh (1996) explains that
Boeing’s customers started asking for a plane smaller than the 747.
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Boeing had just finished developing the 767, so they suggested that
customers buy it. “It’s too small,” said the airlines.

Other customers asked for a plane a little larger than the 767.
Boeing suggested the 747. “It’s too big,” said the airlines. It took
Boeing nearly two years to realize that the airlines wanted a
plane intermediate in size between the 747 and the 767. When
they finally got the message, they developed the 777, which is
the subject of Sabbagh’s book.

A problem statement for this project might have said:

We have no plane intermediate in size between the 747
and the 767 that can carry passengers over a transpa-
cific route.

(Please note that this is my statement. Boeing did not provide it
to me, and I don’t know if it would fully agree with it.)

Developing Project Objectives

Once a mission statement has been developed, you can write your
project objectives. Note that objectives are much more specific
than the mission statement itself and

define results that must be achieved in Goal setting has

order for the overall mission to be accom-
plished. Also, an objective defines the

desired end result. based on Pagt
[ may want to finish this chapter by

10 o'clock this morning. That is my | performance. This
desired outcome or result—my objective. pra ctice has tended

The way in which I achieve that objective

is to perform a number of tasks. These to perpetuate the

might include typing text into my com-
puter, reviewing some other literature on
the topic about which I am writing, call- —J. M. Juran

ing a colleague to ask a question for clari-

fication, and printing out the chapter, proofing it, and entering
some revisions into my computer.

sins of the past.

traditionally been
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The following acronym may help you remember the essen-
tial qualities that a statement of objectives must have. We say that
an objective must be SMART, each letter standing for a condition
as follows:

Specific
Measurable
Attainable
Realistic

Time-limited

Dr. W. Edwards Deming has raised some serious questions
about the advisability of trying to quantify goals and objectives. He
argued, in Out of the Crisis (1986), that there is no point in setting
quotas for a manufacturing process to
reach. If the system is stable, he argued, | An objective specifies
then there is no need to specify a goal,
since you will get whatever the system
can produce. A goal beyond the capabil- to be achieved. A
ity of the system can’t be achieved.

On the other hand, if the system is
not stable (in the statistical sense of the per‘formed to achieve
word), then again there is no need to
specify a quota, since there is no way to | that result. An
@OW What the capability of the system objective is usually
is (Deming, p. 76).

In project work, we may know the a noun, whereas a
capability of a person by looking at his or
her past performance, but unless you
have a large number of samples, you have no way of knowing
exactly what the person can do, since there is always variability
in people’s performance. Furthermore, it does no good to base a
quota on what someone else has done. The quota must be valid
for the person who is going to do the job this time.

a desired end result

task is an activity

task is a verb.
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We all know that some people are capable of more output
than others. So defining the measurement and attainability
aspects of goal or objective setting is very difficult. I go into this
more in chapter 5 when I discuss time estimating,

[ have found the following two questions to be useful both
in setting objectives and in monitoring progress toward those
objectives:

What is our desired outcome? This is called the outcome frame
and helps keep you focused on the result you are trying to
achieve, rather than on the effort being expended to get there.

How will we know when we achieve it? I call this the evi-
dence question. This question is very useful for establishing
exit criteria for objectives that cannot be quantified.

Some Examples of Objectives

Our objective is to develop a one-minute commercial to
solicit contributions to WXYZ to air on local TV stations by
June 5, 2002.

Our objective is to raise $600,000 in funds from local viewers
by September 18, 2002.

The Nature of Objectives

Note that these examples of objectives do not say how they will be
achieved. I consider an objective to be a statement that tells me
what result is to be achieved. The how is problem solving, and I
prefer to keep that open so that solutions can be brain-stormed
later. If the approach is written into the objective statement, it may
lock a team into a method that is not really best for the project.

Assessing Project Risks

Once you have established your objectives, you can develop
plans for how to achieve them. Unfortunately, the best plans
sometimes don’t work. One safeguard in managing projects is to
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think about the risks ahead that could sink the job. This can be
done for critical objectives and for other parts of the plan.

The simplest way to conduct a risk
analysis is to ask, “What could go
wrong?” or “What could keep us from
achieving our objective?” It is usually best
to list the risks first, then think about con-
tingencies for dealing with them. One
way to look at risk is to divide a flip chart
page in half, have the group brainstorm
the risks, which you write down on the
left side of the page, and then go back and
list the contingencies— things you can do
to manage the risks if they do materialize.
An example of a risk analysis for a pho-
tography project is shown in Figure 4-2.

It is helpful to
assess risks of fail-
ure of the following:
The schedule
The budget
Project quality
Customer satis-

faction

One benefit of doing a risk analysis in this manner is that it may
help you avert some risks. When you cannot avert a risk, you will

at least have a backup plan. Unexpected
risks can throw a project into a tailspin.

[ mentioned this point previously,
but it bears repeating: you are not trying
to identify every possible risk, just some
of the more likely ones. This point

Risk analysis
should not lead to

analysis paralysis!

should be made to team members who are highly analytical or
who perhaps have a tendency to be negative in general. Also, risk

Figure 4-2. Risk analysis example.

What could go wrong? Contingency

1. Exposure wrong Bracket the exposure
2. Shots unacceptable Take extra photos

3. Film lost or damaged | Hand carry to client
4. Weather delays Allow extra time
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analysis always has a positive thrust—that is, you are asking, “If it
happens, what will we do about it?” You don’t want people to
play “Ain’t it awful!”

Key Points to Remember

The way a problem is defined determines how you will solve it.

A problem is a gap between where you are and where you
want to be, with obstacles making it hard to reach the goal. A
goal by itself is not a problem. Obstacles must exist for there
to be a problem.

Vision is what the final result will “look like.” It defines “done.”

The mission is to achieve the vision. It answers the two ques-
tions “What are we going to do?” and “For whom are we
going to do it?”

Objectives should be SMART.
You can identify risks by asking, “What could go wrong?”

Planning Exercise

Choose a project that you are going to do or perhaps have just
started. Answer the questions that follow to the best of your ability.
If you need to confer with others to answer some of them, fine.
Remember, the people who have to follow the plan should partici-
pate in preparing it.

What are you trying to achieve with the project? What need does
it satisfy for your customer? Who exactly is going to actually use
the project deliverable(s) when it is finished? (That is, who is your
real customer?) What will distinguish your deliverable from those
already available to the customer?
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Write a problem statement on the basis of your answers to the
first question. What is the gap between where you are now and
where you want to be? What obstacles prevent easy movement
to close the gap?

Write a mission statement, answering the two basic questions:

What are we going to do?
For whom are we going to do it?

Talk to your customer about these issues. Do not present your
written statements to her. Instead, see whether you can get con-
firmation by asking open-ended questions. If you can’t, you may
have to revise what you have written.
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Using the Work
Breakdown Structure
to Plan a Project

n a previous chapter, I said that planning answers the ques-

tions “What must be done?,” “How long will it take?,” and

“How much will it cost?” Planning the what is vital; proj-

ects frequently fail because a significant part of the work is

Jorgotten. In addition, once tasks have been identified, the

time and resource requirements must be determined. This
is called estimating.

A major problem in project planning is determining how long
tasks will take and what it will cost to do them. Inaccurate esti-
mates are a leading cause of project failures, and missed cost tar-
gets are a common cause of stress and recrimination in project
management.

The most useful tool for accomplishing all of these tasks is the
Work Breakdown Structure (WBS). The idea behind the WBS is
simple: You can subdivide a complicated task into smaller tasks,
until you reach a level that cannot be further subdivided. At that
point, it is usually easier to estimate how long the small task will
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take and how much it will cost to perform than it would have
been to estimate these factors for the higher levels.

Nevertheless, it is still not easy to estimate task durations for
activities that have never been performed before. Because this is
the typical situation in engineering hardware and software devel-
opment projects, we might expect many of these estimates to be
in error, and this seems to be demonstrated by experience. Still,
the Work Breakdown Structure makes it easier to estimate
knowledge tasks than any other tool we have.

A Simple Example

As an example, if I want to clean a room (see Figure 5-1), [ might
begin by picking up clothes, toys, and other things that have been
dropped on the floor. I could use a vacuum cleaner to get dirt out
of the carpet. [ might wash the windows and wipe down the
walls, then dust the furniture. All of these activities are subtasks
performed to clean the room.

As for vacuuming the room, I might have to get the vacuum
cleaner out of the closet, connect the hose, plug it in, push the
vacuum cleaner around the room, empty the bag, and put the
machine back in the closet. These are still smaller tasks to be

Figure 5-1. WBS diagram to clean a room.

Clean
Room

Clean Vacuum Pick up toys Wash walls Dust
curtains carpets & clothes furniture
— Get vacuum
out of closet
— Connect hose
and plug

— Push around
room
- Empty bag
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performed in accomplishing the subtask called vacuuming. The
diagram in Figure 5-1 shows how this might be portrayed in
WABS format.

Note that we do not worry about the A Work Breakdown

sequence in which work is performed

when we do a WBS. That will be worked Structure does not

out when we develop a schedule. How-
ever, you will probably find yourself think-
ing sequentially, as it seems to be human in which work is
nature to do so. The main idea of doing a
WABS is to capture all of the tasks. So if
you find yourself and other members of gequencing is
your team thinking sequentially, don’t be .
too concerned, but don’t get hung up on | determined when
trying to diagram the sequence or you a schedule is
will slow down the process of task identi-
fication. developed.

The typical WBS has three to six
levels, and these can be named as shown in Figure 5-2. It is, of
course, possible to have projects that require a lot more levels.
Twenty levels is considered to be the upper limit, and that is a
huge project. Note that level 1 is called the programlevel. The
difference between a program and a project is just one of
degree.

An example of a program is the development of an airplane.
For example, the WBS for Boeing’s 777 airplane program might
have been drawn as shown in Figure 5-3. Notice that the engine,
wing, and avionics are large enough jobs to be called projects in
their own right.