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Preface

EPMB8e is a courageous step into the unknown for me. I hope you will continue
to join me in this exciting journey! I'm feeling a state of euphoria as I have the
opportunity to transform a great book into an even greater book. I have built a
professional relationship with so many of you over the past 25 years and want
to continue serving your needs for many years to come. Please join me in this
journey.

The few constraints that were placed on me are now lifted and I am free to
choose my own destiny. With this 8th edition I think I finally have arrived at a
comprehensive and practical tool for faculty, trainer, student, and practitioner.
That in itself is a major accomplishment given the different needs of these
markets. I have been very fortunate to produce a product that works well in
the higher education market and simultaneously in the professional market.
I thank all of my readers who have traveled this road with me. Their support
and advice have been immensely valuable. And so, I am hopeful that I have
maintained the product to your satisfaction.

All seven of the previous editions have been successful and have grown in
value from the feedback I have received from those who have shared their com-
ments. I owe that to over 400 faculty worldwide who are using my books as well
as the practitioners who are using it in their consulting and training practices.
Effective Project Management has successfully been branded. Both markets have
been overwhelmingly supportive of my practical and easy-to-read format. Sev-
eral of you have been with me for all seven editions! The 8th edition will carry
forward with all of the features and teaching support tools of its past editions.
Effective Project Management: Traditional, Agile, Extreme, Hybrid, 8th
Edition (EPM8e) will continue to meet the needs of higher education and the
professional markets.

XXXiii
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Even after this 8th edition goes to press I still view EPM8e as a work in progress.
AsTand my readers gain further experience with its use and as I hear about the
experiences of clients, trainers, faculty, and project management professionals,
the work will undoubtedly improve. You might say that the development of
EPMS8e and its successor editions is an Agile project. The goal is to produce a
perfectly intuitive and commonsense approach to project management.

EPM8e incorporates several changes. The first is a new topic—Hybrid Project
Management. Chapter 14 is devoted to this topic. Recent research findings sug-
gest that there is more use of “Do It Yourself” approaches than there is the use of
conventional models. These approaches seem to be based on three related factors:

m The physical and behavioral characteristics of the project
m The organizational environment in which the project will be conducted

m The dynamic situation of the marketplace of the project deliverables

From the cover you can see that Hybrid Project Management is somehow a
derivative of Traditional, Agile, and Extreme Project Management. These have
been the cornerstones of my framework for many years now. With the addition
of Hybrid Project Management, they are that and more! There is no defined
body of knowledge for Hybrid Project Management. Research has shown that
itis reflective of actual practice rather than predefined process. EPM8e will take
the lead in developing that definition!

The second is also a new topic—the Collaborative Project Team. We understand
the implication here but EPM8e will take it one step further and talk about the
processes and practices that can facilitate Collaborative Project Management.

The training and higher education market has been a strong market
for EPM. In response to numerous requests from trainers and teaching faculty for
a slide presentation, I have continued that offering on my website (accessible at
eiipubs.com). That slide presentation is a cradle-to-grave mirror image of the
text. These are the very same slides that I would use when teaching or training
using EPM8e. You can use it right out of the box to teach EPM, or you might
want to modify it to fit your specific needs.

The professional reference market has been equally strong. In response to
numerous requests from practicing professionals I have expanded the coverage
of contemporary approaches to project management.

My clients have been a constant source of input. Their guidance has been
invaluable to me. From them I have learned about implementation experiences
and ways to improve my presentation of the processes and practices of contem-
porary project management.
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Thank you again for adding my book to your project management library. If
you have any questions or would just like to comment, please let me hear from
you at rkweeiicorp.com. You have my promise that I will quickly respond per-
sonally to each and every communiqué.

Enjoy!

Robert K. Wysocki, Ph.D.

Founder and President

EII Publications
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Effective Project Management: Traditional, Agile, Extreme, Hybrid Eighth Edition
(EPM8e) represents a significant change from the 7th edition. All of the ped-
agogical and organizational strengths of EPM7e are retained and expanded
in EPM8e. EPMS8e offers not only the five different project management life
cycle (PMLC) models (Linear, Incremental, Iterative, Adaptive, and Extreme) to
managing a project but also adds a new one—the Hybrid Project Management
(HPMgt) Framework. The choice of the best-fit PMLC is based on the charac-
teristics of the project and the business and organizational environment in
which the project will be undertaken. These approaches recognize that major
differences exist among projects and that those differences require different
management approaches if the project is to be managed and successfully com-
pleted. Those differences become obvious through an analysis of the Require-
ments Breakdown Structure (RBS).

We commonly define a project as a unique experience that has never hap-
pened before and will never happen again under the same set of circumstances.
So, then, why don’t we define the management of such projects the same way?
There are a number of factors affecting the choice of PMLC and the adaptation of
those models as the project unfolds and conditions change. This is the approach
I'have taken for years and have been successful beyond the statistics on failure
that we are all familiar with. I hope to convince you of the benefits of that view
in this book. Fifty years of experience managing projects of all types has led me
to this conclusion. I want to share my thinking with you and convince you to
follow my lead. EPM8e introduces the HPMgt. HPMgt has existed in some form
for some time now as suggested by recent surveys but it has stayed below the
radar. Chapter 14, “Hybrid Project Management Framework,” is a first attempt
to put some formality to a practice that has been largely informal.

XXxvii



xxxviii Introduction

The entire EPM series is based on the need for robust project management
processes that reflect the uniqueness of projects and how they should be managed.
It is unique in that regard.

Why | Wrote This Book

I am passionate about helping the entire project management community from
their time as a student, to the novice practitioner, to the seasoned veteran. My
goal is to prepare the student with the skills they will need to take a practical
position when it comes to managing projects. Rather than following a pre-
specified project management model, I want the practitioner to think about the
project, to consider its unique characteristics, to understand and adapt to
the organizational culture and environment, and lastly to consider the market in
which the deliverables will have to compete. To take all of this into consideration
and to craft the best-fit management approach is a unique challenge. We claim
that projects are unique. They will never be repeated under the same set of
circumstances and conditions. So, shouldn’t we expect that their management
approach would also be unique? You should because it is but you will need the
tools, templates, processes, and skills and to be able to align them so you can
effectively manage that uniqueness and deliver the expected business value.
That is my calling. This book is my contribution to that effort.

I believe a number of professionals and practitioners are looking for some help.
I am trying to fill their needs with this book. When scheduled training is not
available or practical, my book can help. It is written to be studied. It is written
to guide you as you learn about and practice effective project management. It
is written to be a self-paced resource. And most important of all, it is written
to be applied out of the box to any project. Let it be your companion through
the entire project life cycle.

On a more altruistic level, I have four reasons for writing this eighth edition:

m ['ve learned more about complex project management since the publi-
cation of EPM7e in 2013. Experience with my clients has made me rethink
how we should explain the ever-changing discipline of project management
and how we should approach the education and training of project man-
agers. EPM7e did a good job of that. However, there is much more to be
said, and EPM8e fills that gap.

m To come to the rescue of the discipline of project management. I believe
that it is seriously out of alignment with the needs of our businesses.
Project managers are trapped and need some alternatives and a working
knowledge of their use. The high failure rates of projects are evidence of
that misalignment. The problem is that project management is the hammer,
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and all projects are seen as nails. This is a one-size-fits-all approach to
project management, and it simply doesn’t work. The nature and charac-
teristics of the project must dictate the type of management approach to
be taken. Anything short of that will fail. As I have already shown, projects
have fundamentally changed, but our approach to managing them has
not changed much. We need a more robust approach to project
management—one that recognizes the project environment and adapts
accordingly.

m To further document the Adaptive Project Framework (APF). APF is
really a hybrid that takes the best from TPM and xPM. It is an Agile
approach that works for all types of projects rather than just for software
development projects as do most other Agile approaches. It reaches across
the gap between projects with a clearly defined goal and solution and
projects where the goal and the solution are not clearly defined. The work
that I report here is a work in progress. APF has been updated to the
ECPM Framework and presented in Chapter 14, “Hybrid Project Management
Framework,” and adopted as the de facto Agile model for several large
and small companies. By putting it before my colleagues, I expect that
others will contribute to its further maturation and application.

m My challenge to offer a practical how-to guide for project managers in
the management of all of their projects. My style is applications-oriented.
While the book is based on sound concepts and principles of project
management, it is by no means a theoretical treatise. It is written from the
perspective of the practicing project manager—me. I offer it to you to be
your companion and to be used.

EPMB8e was written for four distinct markets: the education market, the training
market, the consultant market, and the practitioner market. It has been success-
ful in all four. In this respect it occupies a unique position in the literature of
project management.

Education Market

I have maintained a database of all those faculty and institutions that have
adopted the EPM materials and with whom I have had e-mail contact. That
database numbers more than 300 adopters. A number of educators have shared
their experiences with me. To them I owe a debt of gratitude. I've tried to incor-
porate their suggestions as best I can. The resulting book is much better because
of their inputs. On the EPM8e website (eiipubs.com) are files containing a set of
slides for each chapter and a collection of class, team, and individual exercises
I'have used and recommend to you. These are comprehensive and may be mod-
ified to meet your specific needs. I encourage you to use them and adapt them to
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your training and education environment. If you have a need for other training
materials to support your project management or business analyst curriculum,
please contact me at rkweeiicorp.com.

Training Market

In addition to many adoptions in the higher education market, EPM7e is also
used in many training programs and corporate universities. EPM8e will con-
tinue to serve that market. All of the instructional materials available to the
educator apply equally well to the trainer. I have successfully offered a number
of variations of the EPM8e content in training programs of all lengths and
configurations. I would be happy to share my experiences with any interested
parties. You can reach me at rkweeiicorp.com.

Consultant Market

EPMSe is unique. It is one of the few project management books that simulta-
neously met the needs of the educator/trainer and the consultant/practitioner.
These markets are very different. The business model suggested that the edu-
cator/trainer market was much larger than the consultant/practitioner market
and so there was a distinct bias in the approach of EPMZe.

EPMS8e restores balance to those two markets. That is the primary reason for
including the Hybrid Project Management Framework. It is designed to meet
the challenges of effectively managing any complex project. These projects
account for about 80 percent of all projects worldwide but an effective process
for designing a best-fit Project Management Life Cycle (PMLC) Model has not
been forthcoming until EPM8e.

Practitioner Market

EPMle was written for the practicing professional but when it was published
in 1995 I didn’t realize the journey that I was starting. More than 20 years have
passed and I have maintained my allegiance to those professionals. They are
constantly challenged to master the complex and ever-changing world of pro-
jects. On this journey I have added the educator and trainer to my audience.
EPMS8e has proven its value.

AN OFFER YOU CAN’'T REFUSE

All four of these markets need answers, and | believe EPM8e continues in the tradi-
tion of EPM1e to provide those answers. If | can be of any help or give you any advice
on particular project management client challenges or education challenges, please
contact me at rkweeiicorp.com.
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How Is This Book Organized?

EPMS8e is organized into 3 parts containing a total of 15 chapters and 5 appendixes.

Part I: Understanding the Project Management Landscape

The purpose of Part I is to introduce you to the tools, templates, and processes
that compose the effective project manager’s toolkit. Because many of my readers
will be familiar with the PMI A Guide to the Project Management Body of Knowledge
(PMBOK® Sixth Edition) standards document, I have decided to group the tool-
kits around the five Process Groups, which I call Scoping, Planning, Launching,
Monitoring and Controlling, and Closing.
Part I consists of five chapters:

m Chapter 1, “What Is a Project?”

m Chapter 2, “What Is Project Management?”

m Chapter 3, “What Is Strategic Project Management?”

m Chapter 4, “What Is a Collaborative Project Team?”

m Chapter 5, “What Are Project Management Process Groups?”

Part II: Traditional Project Management

Part IT discusses TPM and presents project management fundamentals as most
would understand it from casual conversations and experiences. It begins with
Chapter 6, “"How to Scope a TPM Project” and continues with individual chapters
(Chapters 7-10) devoted to planning, launching, monitoring and controlling, and
finally closing. Many of the tools, templates, and processes that will be used and
adapted to more complex situations are introduced here. For those who wish to
prepare for the PMP certification exams, this would be a good start on that study.
Part II consists of five chapters:

m Chapter 6, “"How to Scope a TPM Project”
m Chapter 7, “How to Plan a TPM Project”

m Chapter 8, “How to Launch a TPM Project”
m Chapter 9, “How to Execute a TPM Project”
m Chapter 10, “How to Close a TPM Project”

Part lll: Complex Project Management

Part III is an in-depth presentation of the contemporary world of project
management. In addition to a discussion of the five PMLC models, it also includes
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a new topic—Hybrid Project Management. The final chapter is a discussion of
all of the complex project management—specific PMLC models along with a
comparison of each.

Part III consist of five chapters:

m Chapter 11, “Complexity and Uncertainty in the Project Landscape”
m Chapter 12, “Agile Complex Project Management Models”

m Chapter 13, “Extreme Project Management Models”

m Chapter 14, “Hybrid Project Management Framework”

m Chapter 15, “Comparing TPM and CPM Models”

Appendices

EPMS8e includes updated versions of the EPM7e Appendices as well as two
new Appendices on case studies that can be used to supplement in class team
exercises:

m Appendix A, “Terms and Acronyms”

m Appendix B, “Case Study: Workforce and Business Development Center”
m Appendix C, “Case Study: Pizza Delivered Quickly (PDQ)”

m Appendix D, “Cited References”

m Appendix E, “What’s on the eiipubs.com Website?”

Unique Value Propositions

Unique Value Propositions (UVP) are a new feature of EPM8e. One of the ben-
efits of an active consulting business is that I learn as much or even more than
my clients learn. Through the years I have discovered more effective ways of
doing project management in the ever-changing complex project world. I share
these with you in EPM8e. The uniqueness comes from the fact that you will not
find them elsewhere. They are client inspired, home grown, and battle tested.

I have not only found value in using them with my clients but they will also
have value for the educator and trainer. Since they are new and may be disrup-
tive of some practices, they are a good source of team exercises and Chapter
Discussion Questions. I hope you find value just as I have found value.

Here is a brief summary of nine UVPs. The details are in the chapters.
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Co-Manager Model

For several years the Standish Group has listed lack of user involvement as one
of the major reasons for projects failing or being challenged. Despite the impor-
tance of user involvement to project success, nothing much has been done to
correct this problem—until now. EPM8e advocates and defines a collaborative
model for project success that is based on a Co-Manager model (Figure 1).

Task Leaders

Y

Development
Team Members

collaborates

Task Leaders

Y

Figure 1: The ECPM Framework Co-Manager model

One manager is a process expert (the typical project manager) and the other
manager is a product expert from the client side (much like the Product Owner
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in a Scrum project). Together they equally share decision making, authority,
and responsibility for the project. This is a strong foundation for a collaborative
environment and meaningful client involvement.

See Chapter 4, “What Is a Collaborative Project Team?”

Integrated Continuous Improvement Process

Since the complex project is high risk and the project management process to find
a solution may be unique, there is a high likelihood that improvements can be
made to both process and product. Such is the justification for an improvement
program that can function in real time. So, the recommendation is to design
a program that can run in parallel with the project. Figure 2 is the best one I
have developed. It has several benefits:

m |t is lean and responsive

m Jt is managed as a project portfolio

m Jt does not use project team resources

m [t integrates into any phase-based model

m [t is designed to quickly provide feedback

DOl #1 — #6
Performance Audit

Ideation Conduct Set-up Execution
phase - ECRM Framework Phase Phase
Continuous Improvement Program

Create a customized version
of the ECPM Framework
for the Organization

Figure 2: Integrated Continuous Improvement Process

Requirements Elicitation

In the complex project landscape complete requirements are seldom known at
the outset but must be discovered and learned through some type of iterative
process. Guessing is not acceptable in these high-risk projects. EPM8e intro-
duces a two-phased elicitation process. In the first phase a set of necessary and
sufficient requirements are defined. These must be present in any acceptable
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solution. The Requirements Breakdown Structure (RBS) is discovered through
iteration.

See Chapter 6, “How to Scope a TPM Project,” and Chapter 14, “Hybrid Project
Management Framework.”

Scope Triangle

The “Iron Triangle” has served the needs of the traditional project quite well
for many years but lacks the breadth and depth needed in the complex project
landscape. EPM8e has a six-variable “Scope Triangle” (Figure 3).

Risk Risk
G
§
Scope
& Quality
Risk Resource Availability Risk

Figure 3: The Scope Triangle

Risk affects all five of the variables and must be managed. The other five var-
iables form an interdependent set that defines a system in balance. Changes to
one or more of the variables requires adjustments to one or more of the others
in order to restore balance to the Scope Triangle. This acts as a decision model
and problem-solving tool for managing complex projects.

See Chapter 6, “How to Scope a TPM Project.”

Project Set-up Phase

Unique projects require unique management models. EPM8e includes a Set-up
phase for the design of these unique management models. The design is based on:

m The physical and behavioral characteristics of the project
m The organizational culture and environment of the project
m The dynamic conditions of the product supply and demand markets

m The custom design of the project management approach specific to the
needs of the project using a vetted portfolio of tools, template, and processes

See Chapter 14, “Hybrid Project Management Framework.”



xlvi

Introduction

Project Scope Bank

The Scope Bank is the only depository of the ideas for improving the solution.
It will contain the updated RBS, new functionality, processes, or features not
yet integrated into the solution. All of the ideas for solution enhancement are
held for further consideration and prioritization. At any point in time the Scope
Bank will contain the following;:

m List of learning and discovery from prior cycles

m Change requests not yet incorporated

m Current prioritized requirements

m The known RBS decomposition

m Prioritized Probative Swim Lanes not yet acted upon

m Prioritized Integrative Swim Lanes not yet acted upon

This is a knowledge base upon which all cycle planning is done.

See Chapter 9, “How to Execute a TPM Project,” and Chapter 12, “Agile Complex
Project Management Models,” and Chapter 13, “Extreme Project Management
Models.”

Probative Swim Lanes

EPMB8e has incorporated several “lean” processes and practices. This is particu-
larly useful in the complex project landscape where risk is high whenever goal
and solution are not clearly defined. My objective with these lean processes
and practices is to minimize the resources spent following dead end paths. So
the strategy is to spend the minimum on an unsubstantiated idea. If it shows
promise, spend a little more and continue this approach until a solution com-
ponent is found or the idea doesn’t show promise.

See Chapter 12, “Agile Complex Project Management Models,” and Chapter 14,
“Hybrid Project Management Framework.”

Bundled Change Management

In the complex project landscape frequent change is the strength of the project
management model. That is the only way that the final solution can emerge. That
is on the positive side. On the negative side is that processing frequent change
is a resource hog especially as it requires team members to spend time away
from their assigned project work to analyze and process these requests. The
Bundled Change Management Process is a Lean process and protects project
team resources (Figure 4).
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Figure 4: Bundled Change Management Process

See Chapter 8, “How to Launch a TPM Project,” and Chapter 14, “Hybrid
Project Management Framework.”
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Vetted Portfolio

The portfolio of vetted tools, templates, and processes has been designed to
meet the specific needs of complex project management. Think of it as the food
stuff pantry of the chef. To that end here is a list of its contents:

m Bodies of knowledge (PMBOK®, IIBA, IPMA, etc.)
m A specific portfolio of PMLC Model Templates

m Customized reports

m Business process models

m Farned Value Analysis

m Process improvement program

m Professional development program

m Problem solving and decision making processes
m Conflict resolution and prioritization models

m Organizational tools, templates, and processes

Note that the list includes published standards, commonly used processes,
and items designed by the organization itself.

The Rationale for This Organization

This book does not advocate following fixed recipes and pre-defined proce-
dures for managing projects. Rather, it is based on constructing a best-fit project
management approach based on the characteristics of the project, its environ-
ment, the business climate, the team skills profile, and other descriptors.

A Bottom-Up Learning Experience

To begin your study I introduce six questions that form an architecture for any
effective project management approach:

m What business situation is being addressed by this project?
m What does the business need to do?

m What are you proposing to do?

m How will you do it?

m How will you know you did it?

m How well did you do?
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As long as your chosen approach provides answers to these six questions,
you will have defined an effective approach.

Learning about Process Groups

The Project Management Institute (PMI) has provided a comprehensive defini-
tion of the basic building blocks from which every project management meth-
odology can be defined. You first learn these and then apply them later in the
book to specific project management methodologies and models.

Learning How Process Groups Form Life Cycle Processes

PMI defines the five basic Process Groups that can be used to form project
management life cycle processes. Every effective project management life
cycle will contain these five Process Groups. In some life cycles the Process
Groups will appear once, in others several times.

Learning Effective Life Cycle Management Strategies

In this book the profile of the project and the degree to which requirements are
specified and documented form the strategies for defining the best-fit project
management life cycle. As the project work commences, the profile of the
project and the requirements definition may change, prompting a change of
strategy. Always keeping the project management approach aligned with the
changing profile of the project is the unique feature of my approach to project
management.

Learning How to Adapt to the Realities of Projects

In Part Il you learn about the infrastructure for project support. In a sense this
will be a peek into the future for many enterprises. It is a suitable conclusion to
my book. Projects, programs, and portfolios as well as the project management
processes that support them can impact the business of the enterprise.

Learning to Be a Thinking Project Manager

If you are looking for a book of recipes look elsewhere.

OBSERVATION

I have long held the opinion that project management is nothing more than organized
common sense.



Introduction

Cooks can only use recipes developed by others and such is the case with
complex project management. The complex project landscape is populated
with projects that are uncertain and high risk. They are executed in a dynamic
and changing environment both from an internal and external perspective.
It would be foolhardy to assume that an off-the-shelf project management
model would fit the situation. A chef could do better. Chefs can create and
adapt a recipe.

I use a cook/chef metaphor to further explain my disruptive observation. A
cook is a person who arms themselves with recipe books and an inventory of
food stuffs to execute these recipes. As long as they can deliver client require-
ments with one of these recipes, they are on safe grounds. But if a need arises
to deviate from these recipes to meet a unique requirement the cook will have
been put in harm’s way.

Deviations from the recipes take the cook out of their comfort zone. Enter
the chef. Their recipes book has been replaced with an acute memory for how
various ingredients interact with one another to produce a desired result.

I have a real-life example that illustrates how the chef differs from the cook.
Heather was my soulmate and knew her way around the kitchen like any good
chef would. It was late Sunday night and she asked me if I would like some cheese-
cake. Her cheesecake was to die for, so I said “Yes.” A few minutes later I heard
a groan coming from the kitchen. “What’s wrong?” I asked, only to hear that she
was out of vanilla extract. Vanilla extract was a critical ingredient in her recipe
and all the stores were closed. So, I thanked her for her offer and said, “Let’s do it
tomorrow.” About 30 minutes later I could smell a cheesecake baking in the oven!
“What happened?” I asked. She said we had some vanilla frosting in the pantry
and it had vanilla extract in it. So, she figured out how much vanilla frosting she
would have to use in order to substitute for the vanilla extract. The cheesecake
was her best ever. She can adapt and create recipes, not just follow them.

My goal for you is that this book will help you become a chef—a project man-
ager who can think her way out of complex and unique situations and succeed
despite the odds.

How to Use This Book

As I noted earlier in this introduction, EPM8e simultaneously accommodates
the education, training, consultant, and practitioner markets.

Introductory (Chapters 1-10)

A good introductory 3-credit undergraduate course or 3-day training course
would consist of Chapters 1-10. Chapters 1-10 introduce the tools, templates,
and processes used by the contemporary project manager. These chapters are
structured around the five Process Groups defined by the PMBOK® Sixth Edition.
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Intermediate (Chapters 6-15)

A good upper-division undergraduate or introductory graduate course or 3-day
intermediate training course would consist of Chapters 6-15. The prerequisite
would be an introductory course in project management. However, my experi-
ence with training programs is not to have a prerequisite. I would recommend
a 5-day training course that covers Chapters 1-15.

Advanced (Chapters 11-15)

A good graduate level course would consist of Chapters 11-15. For scheduling
or topic interests, some subset from Chapters 11-15 could be chosen. This would
open the opportunity for more in-depth coverage with supplemental readings
and for course projects drawn from those chapters.

Who Should Use This Book

The original target audience for EPMle was the practicing project manager.
However, as I discovered, many of the second and third edition sales were to
university and college faculty. I certainly want to encourage their use of my
book, so with each edition I further expanded the target market to include both
practicing project managers and faculty. I added discussion questions to each
chapter, and to assist in lecture preparation, I put copies of all figures and ta-
bles on the website. EPM8e takes it to the next level with much more collateral
content for the instructor.

Practicing Professionals

This book adapts very well to whatever your current knowledge of or experi-
ence with project management might be:

m [f you are unfamiliar with project management, you can learn the basics
by simply reading and reflecting.

m [f you wish to advance to the next level, I offer a wealth of practice oppor-
tunities through the case exercises.

m [f you are more experienced, I offer several advanced topics, including
TPM, APM, and xPM in Part IIL

In all cases, the best way to read the book is front to back. If you are an expe-
rienced project manager, feel free to skip around and read the sections as a
refresher course.



Introduction

The seasoned professional project manager will find value in the book as
well. I have gathered a number of tools and techniques that appeared in the
tirst edition of this book. The Joint Project Planning session, the use of sticky
notes and whiteboards for building the project network, the completeness cri-
teria for generating the Work Breakdown Structure, the use of work packages
for professional staff development, and milestone trend charts are a few of the
more noteworthy and original contributions.

I have used EPM7e as a text in consulting engagements whose objective was
the design and development of project management environments to meet the
specific needs of an organization. The changes integrated into EPM8e further
strengthens that use. The PowerPoint slide file of Team Exercises can be adapted
to the specific client situation and requirements of their organization to be the
vehicle for designing and developing their project management environment.

Undergraduate, Graduate, and Adjunct Faculty

A significant adopter of EPM1e through EPM7e has been the education market.
EPMS8e offers even more to that market than all previous editions. The complete
PowerPoint slide files for each chapter are collateral materials to support edu-
cators and trainers, and those slides have been further expanded in EPM8e.
The slides contain all of the content that should be in the class lectures. Faculty
can add to, delete, or modify these files to suit their specific purpose and style
for each lecture. I have also included a PowerPoint file of exercises. These are
designed as individual, team, or class exercises.

\[o XN The PowerPoint slide files and exercise file are available for download on
the book’s website at eiipubs.com.

Corporate Trainers

EPM8e continues to have the corporate trainer’s needs in mind. In addition to
the materials available to the faculty for their credit courses, I will make avail-
able several venues for offering EPM8e. These range from 3-day programs to
13- and 24-session programs. Contact me at rkweeiicorp.com with a statement
of your specific needs. I will be happy to offer my advice.

What's on the Website

EPMS8e offers more support to the educator and trainer than EPM7e did. Both
of the slide files explained earlier were first introduced in EPM5e, expanded
in EPM6e, and continued into EPM7e and now into EPM8e. I owe a great debt
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to those adopters who commented on the contents and offered improvement
suggestions.

\'[e X You can find the EPM8e website at eiipubs.com

Slide Presentation

There is a PowerPoint file for each chapter that you can download and adapt
to your specific needs. Each file includes a complete set of slides for delivery of
the content of the chapter. You may add, delete, or modify to suit their interests
and purposes.

Individual, Team, and Class Exercises

EPM8e also offers at the website another PowerPoint file containing several exer-
cises that have been used successfully in both education and training offerings.

In addition to these downloads, EPM7e included a question-and-answer file
(based on the discussion questions at the end of each chapter) that could be
obtained by vetted faculty and instructors by writing me at rkweeiicorp.com
and requesting the file. EPM8e continues that offer.

Case Studies

To the extent possible this textbook is an accurate and realistic representation
of the real world of projects. Much of the content is the direct result of client
engagements and the intelligence gathered from those experiences. To enrich
the content, I have written two case studies:

m Appendix B, “Workforce and Business Development Center”
m Appendix C, “Pizza Delivered Quickly (PDQ)”

Both are hypothetical. They have been developed to offer a broad and deep
experience for the student in solving real-world problems. If you want to inte-
grate the real world into your class experiences, you should obtain copies of
the WBDC Case Study [Wysocki, 2010] for your students. The WBDC book is a
complete description of a hypothetical business project that creates a complex
environment in which you can create learning opportunities for individuals
and teams. I have included a few team exercises and the PowerPoint slides to
support your use of both case studies.
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Putting It All Together

EPMS8e is a valuable addition to the library of every professional with an interest
in being an effective project manager. It is my intention to help project man-
agers learn to think like effective project managers. To me an effective project
manager is like a master chef. They know how to create recipes rather than just
blindly follow existing recipes. As I've said already in this introduction, project
management is nothing more than organized common sense, and this book will
help you wake up the common sense you already possess and channel it into
effective project management.

The client is an essential part of every project. They are either a member of
the supporting organization that utilizes the project management resource or a
customer of the project management consulting organization. These organiza-
tions provide project management service and training to their client companies.

EPM8e Logo

Extreme

Hybrid

Traditional Agile

The pyramid has always been associated with strength and stability. And so, it
was the natural choice for the EPM8e logo shown on the right. The foundation of
the logo is defined by three major project areas: Traditional, Agile, and Extreme.
These project types are the foundation of the project landscape. This foundation
provides for the support of 5 specific Project Management Life Cycle (PMLC)
types: Linear, Incremental, Iterative, Adaptive, Extreme. These 5 PMLC types
include more than 20 specific models such as Waterfall, Prototyping, Scrum,
DSDM, ASD, RUP, FDD, and INSPIRE to name a few. An organization will
support several of these models and given a specific project, one of the models
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is chosen and adapted by the team as the best-fit model given the characteristics
of the project and their own preferences.

This structure would seem sufficient for effective project management. However,
recent observations of processes versus the practices of those processes sends
a different message. The complex project management landscape has become
even more complex than initially expected and these off-the-shelf specific PMLC
models are no longer sufficient. Project managers are encountering projects
where these off-the-shelf models must be force fit in order to accommodate the
needs of their projects. That seldom works in a complex landscape now defined
by three factors:

m The physical and behavioral characteristics of the project (the old landscape)

m The organizational environment in which the project will be executed
(the new landscape)

m The dynamic conditions of the relevant supply and demand markets (the
new landscape)

Project managers draw upon their experiences and the portfolio of tools,
templates, and processes to design the management approach they will use for
such projects. This portfolio should have been in place for some time. In EPM8e
these are called “Hybrid Projects” and the management approach designed for
the Hybrid Project by the “Hybrid Project Manager” (HPMgr) is called “Hybrid
Project Management” (HPMgt) Framework. To date, the HPMgt Framework has
been an informal “under the radar” practice of the HPMgr. On close inspection,
it turns out that the HPMgt Framework is a logical transition from the Agile
movement. The HPMgr community may be the largest PM community but
have been totally ignored. Recent surveys suggest that this is certainly the case.
EPM8e takes a step forward to understand these informal practices and defines
an HPMgt Framework to support it.

The HPMgt Framework is the culmination of EPM8e. It brings together the
very informal approaches used by the Occasional Project Manager (OPM) to
the very formal approaches used by the Co-Manager models. It is the fitting
pinnacle of EPM8e, which is seen as the collection of robust project management
models and frameworks. It is the best starting point for learning about project
management processes and practices.



Understanding the Project
Management Landscape

This part introduces the complex and uncertain world of projects and their
effective management. If you expected to learn a magic recipe that works for
all projects, you will be disappointed because every project is different. Being
an effective project manager is a creative and challenging experience.

Chapter 1: What Is a Project? defines a project. The chapter defines the
simple concept of what a project contains and how to recognize that you have
a project. However, the definition is complex as well because there are many
types of projects that populate the landscape. It is in that complexity of projects
that the real challenges to effective management will arise.

Chapter 2: What Is Project Management? illustrates that project manage-
ment is not a cookie-cutter experience; rather, it is a creative experience. Rather
than having just one approach, you now have a variety of approaches. The
purpose of this chapter is to establish a landscape that categorizes projects and
then define project management life cycle (PMLC) models that align with each
type of project.

Chapter 3: What Is Strategic Project Management? explains that strategic
project management is a top-down model for identifying and planning projects
that align with the strategic plan of the enterprise. All projects are aligned to
the strategic plan, prioritized, and resources assigned.

Chapter 4: What Is a Collaborative Project Team? discusses collaboration
today. The selection of project team members is no longer based on availability.
Availability is not a skill; it is a convenience. Collaboration has become an

Effective Project Management: Traditional, Agile, Extreme, Hybrid, Eighth Edition.
Robert K. Wysocki.
© 2019 John Wiley & Sons, Inc. Published 2019 by John Wiley & Sons, Inc.
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essential requirement of project team success. To that end, this chapter
introduces the co-manager team. It is not the traditional matrix environment
because all decision-making is equally shared between both managers. The
primary benefit is that the process knowledge and product knowledge are
brought into the decision-making and management activities.

Chapter 5: What Are Project Management Process Groups? discusses
the 10 project management knowledge areas, the 5 process groups, and the 49
processes that populate the sixth edition of the Project Management Body
of Knowledge (PMBOK®) Guide. However, don’t expect the PMBOK® Guide to be
your silver bullet. It isn’t. Rather, the PMBOK® Guide describes processes,
not methodologies. Your management must define the methodology or
methodologies you will use to manage your projects.



What Is a Project?

Things are not always what they seem.
—Phaedrus, Roman writer and fabulist

CHAPTER LEARNING OBJECTIVES

After reading this chapter, you will be able to

>

Y Y Y Y Y VY VY VY Y

Express a business need in terms of a problem or opportunity

Understand how goal and solution can be used to define project types
Appreciate the challenges of the complex project landscape

Define a project, program, and portfolio

Define a complex project

Understand the Scope Triangle

Envision the Scope Triangle as a system in balance

Prioritize and apply the Scope Triangle for improved change management
Know the importance of classifying projects

Understand the project landscape and how it is applied

To put projects into perspective, you need a definition—a common starting
point. All too often, people call any work they have to do a project. Projects
actually have a specific definition. If a set of tasks or work to be done does not

Effective Project Management: Traditional, Agile, Extreme, Hybrid, Eighth Edition.
Robert K. Wysocki.
© 2019 John Wiley & Sons, Inc. Published 2019 by John Wiley & Sons, Inc.
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meet the strict definition, then it cannot be called a project. To use the project
management techniques presented in this book, you must first have a project.

UNIQUE VALUE PROPOSITIONS

The classification of a project based on a clear or not clear statement of the project
goal and solution is the foundation for the learning and discovery of effective project
management. Every project falls in only one quadrant of the four-quadrant matrix at a
time and establishes the issues and opportunities for solution discovery.

The new systems-oriented definition of the Scope Triangle creates a unique tool for
understanding the relationships between the scope variables including risk and offers
help with problem-solving and decision-making.

This chapter introduces a different definition of a project—one that focuses on the
generation of business value as the only success criteria. To that end we are redefining
the project as a business-focused definition.

Defining a Project

Projects arise out of unmet needs. Some projects have been done several times
under similar situations and are relatively risk free. Others can be quite com-
plex for a variety of reasons. Those unmet needs might be to find a solution to
a critical business problem that has evaded prior attempts at finding a solution.
Or those needs might be to take advantage of an untapped business opportu-
nity. In either case, a sponsor or customer prepares a business case to advocate
approval to pursue the appropriate project. Beginning with the projects that
fall somewhere between these very different types of projects, the main focus
of this book is to develop the best-fit project management approaches. This is
and will continue to be a major challenge even for the most skilled and creative
project teams. The formal definition of that effort follows.

DEFINITION: PROJECT

A project is a sequence of unique, complex, and connected activities that have one
goal or purpose and that must be completed by a specific time, within budget, and
according to specification.

This definition works well for simple projects, but we will find reason to
modify it for more complex projects. It is a commonly accepted definition of
a project and tells you quite a bit. Let’s take a closer look at each part of the
definition.
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Sequence of Activities

A project comprises a number of activities that must be completed in some
specified order, or sequence. For now, an activity is a defined chunk of work.
Chapter 7, “How to Plan a TPM Project,” formalizes this definition.

The sequence of the activities is based on technical requirements, not on
management prerogatives. To determine the sequence, it is helpful to think
in terms of inputs and outputs. The output of one activity or set of activities
becomes the input to another activity or set of activities.

Specifying a sequence based on resource constraints or statements such as
“Pete will work on activity B as soon as he finishes working on activity A” should
be avoided because this establishes an artificial relationship between activities.
What if Pete wasn't available at all? Resource constraints aren’t ignored when
you actually schedule activities. The decision of what resources to use and
when to use them comes later in the project planning process.

Unique Activities

The activities in a project are unique. Something is always different each time
the activities of a project are repeated. Usually the variations are random in
nature—for example, a part is delayed, someone is sick, or a power failure
occurs. These random variations are the challenge for the project manager and
what contributes to the uniqueness of the project.

Complex Activities

The activities that make up the project are not simple, repetitive acts, such as
mowing the lawn, painting the rooms in a house, washing the car, or loading
the delivery truck. Instead they are complex. For example, designing an intuitive
user interface to an application system is a complex activity. Most activities in
the contemporary project are complex while some are still simple.

Connected Activities

Being connected implies a logical or technical relationship between pairs of
activities. There is an order to the sequence in which the activities that make
up the project must be completed. They are considered connected because the
output from one activity is the input to another. For example, you must design
the computer program before you can program it.

You could have a list of unconnected activities that must all be complete in
order to complete the project. For example, consider painting the interior rooms
of a house. With some exceptions, the rooms can be painted in any order. The
interior of a house is not completely painted until all its rooms have been painted,
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but they can be painted in any order. Painting the house is a collection of activ-
ities, but it is not considered a project according to the definition.

One Goal

Projects must have a single goal—for example, to design an inner-city play-
ground for AFDC (Aid to Families with Dependent Children) families. However,
very large or complex projects may be divided into several subprojects, each of
which is a project in its own right. This division makes for better management
control. For example, subprojects can be defined at the department, division,
or geographic level. This artificial decomposition of a complex project into sub-
projects often simplifies the scheduling of resources and reduces the need for
interdepartmental communications while a specific activity is worked on. The
downside is that the projects are now interdependent. Even though interdepen-
dency adds another layer of complexity and communication, it can be handled.

Specified Time

Projects are finite. They have a beginning and an end. Processes are contin-
uous. They repeat themselves. Projects have a specified completion date. This
date can be self-imposed by management or externally specified by a client or
government agency. The deadline is beyond the control of anyone working on
the project. The project is over on the specified completion date whether or not
the project work has been completed.

Being able to give a firm completion date requires that a start date also be
known. Absent a start date the project manager can only make statements like,
“I will complete the project 6 months after I start the project.” In other words,
the project manager is giving a duration for the project. Senior management
wants a deadline.

Within Budget

Projects also have resource limits, such as a limited amount of people, money, or
machines that can be dedicated to the project. These resources can be adjusted
up or down by management, but they are considered fixed resources by the
project manager. For example, suppose a company has only one web designer.
That is the fixed resource available to project managers. If the one web designer
is fully scheduled, the project manager has a resource conflict that he or she
cannot resolve.

{3 [4J Chapter 6, “How to Scope a TPM Project,” and Chapter 8, “How to
Launch a TPM Project,” cover resource limits and scheduling in more detail.
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Resource constraints become operative when resources need to be scheduled
across several projects. Not all projects can be scheduled because of the con-
straining limits on finite resources. That brings management challenges into
the project approval process.

According to Specification

The client, or the recipient of the project’s deliverables, expects a certain level
of functionality and quality from the project. These expectations can be self-
imposed, such as the specification of the project completion date, or client-
specified, such as producing the sales report on a weekly basis.

Although the project manager treats the specification as fixed, the reality of
the situation is that any number of factors can cause the specification to change.
For example, the client may not have defined the requirements completely at the
beginning of the project, or the business situation may have changed (which often
happens in projects with long durations). It is unrealistic to expect the specifi-
cation to remain fixed through the life of the project. Systems specification can
and will change, thereby presenting special challenges to the project manager.

LA\ Chapter 6, “How to Scope a TPM Project,” and Chapter 7, “How to
Plan a TPM Project,” describe how to effectively handle client requirements.

Specification satisfaction has been a continual problem for the project man-
ager and accounts for a large percentage of project failures. Project managers
deliver according to what they believe are the correct specifications only to find
out that the customer is not satisfied. Somewhere there has been an expectation
or communications disconnect. The Conditions of Satisfaction (COS) process
(discussed in Chapter 6, “How to Scope a TPM Project”) is one way of managing
potential disconnects.

A Business-Focused Definition of a Project

The major shortcoming of the preceding definition of a project is that it isn’t focused
on the purpose of a project, which is to deliver business value to the client and to
the organization. So, lots of examples exist of projects that meet all of the constraints
and conditions specified in the definition, but the client is not satisfied with the
results. The many reasons for this dissatisfaction are discussed throughout
the book. So, I offer a better definition of a project for your consideration.

DEFINITION: BUSINESS-FOCUSED PROJECT

A project is a sequence of finite dependent activities whose successful completion
results in the delivery of the expected business value that validated doing the project.
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The major focus of every project is the satisfaction of client needs through
the generation of the expected business value. That will be the primary metric
for assessing project performance and progress.

An Intuitive View of the Project Landscape

Projects are not viewed in isolation. The enterprise will have collections of all
types of projects running in parallel and drawing on the same finite resources,
so you will need a way of describing that landscape and providing a foundation
for management decision-making.

I like simple and intuitive models, so I have defined a project landscape around
two characteristics: goal and solution. Every project must have a goal and a
solution. You could use a number of metrics to quantify these characteristics,
but the simplest and most intuitive will be two values: clear and complete or
not clear and incomplete. Two values for each characteristic generate the four-
quadrant matrix shown in Figure 1.1.

Solution
Clear Not Clear
Emertxe Extreme
Not Clear Projects Projects
(Q4) (Q3)
Goal
Traditional Agile
Clear Projects Projects
(a1) (02)

Figure 1.1: The four quadrants of the project landscape

I don’t know where the dividing line is between clear and not clear, but that
is not important to this landscape. These values are conceptual, not quantifi-
able, and their interpretation is certainly more subjective than objective. A given
project can exhibit various degrees of clarity. The message in this landscape
is that the transition from quadrant to quadrant is continuous and fluid. To
further label these projects, traditional projects are found in Quadrant 1; Agile
projects are found in Quadrant 2; Extreme projects are found in Quadrant 3,
and Emertxe (pronounced ee-MERT-zee) projects are found in Quadrant 4.
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Traditional projects are defined and discussed in Part II, “Traditional Project
Management.” Complex projects (Agile, Extreme, and Emertxe) are defined and
discussed in Part III, “Complex Project Management.”

As an example, say that the project goal is to cure the common cold. Is this
goal statement clear and complete? Not really. The word cure is the culprit. Cure
could mean any one of the following:

m Prior to birth, the fetus is injected with a DNA-altering drug that prevents
the person from ever getting a cold.

m As part of everyone’s diet, they take a daily dose of the juice from a tree
that grows only in certain altitudes in the Himalayas. This juice acts as a
barrier and prevents the onset of the common cold.

m Once a person has contracted a cold, they take a massive dose of tea made
from a rare tree root found only in central China, and the cold will be
cured within 12 hours.

So, what does cure really mean? As another example, consider this paraphrasing
of a statement made by President John F. Kennedy during his Special Message
to Congress on urgent national needs on May 25, 1961: By the end of the decade,
we will have put a man on the moon and returned him safely to earth. Is there
any doubt in your mind that this goal statement is clear and complete? When
the project is finished, will there be any doubt in your mind that this goal has
or has not been achieved?

Every project that ever existed or will exist falls into only one of these four
quadrants at any point in time. This landscape is not affected by external changes
of any kind. It is a robust landscape that will remain in place regardless. The
quadrant in which the project lies will provide an initial guide to choosing a
best-fit project management life cycle (PMLC) model and adapting its tools,
templates, and processes to the specific characteristics of the project. As the
project work commences and the goal and solution become clearer, the project’s
quadrant can change, and perhaps the PMLC will then change as well; how-
ever, the project is always in one quadrant. The decision to change the PMLC
for a project already underway may be a big change and needs to be seriously
considered. Costs, benefits, advantages, and disadvantages are associated with a
mid-project change of PMLC. Chapter 14, “Hybrid Project Management Frame-
work,” offers some advice for making this decision.

Beyond clarity and completeness of the goal and solution, you have several
other factors to consider in choosing the best-fit PMLC and perhaps modifying
it to better accommodate these other factors. By way of example, one of those
factors is the extent to which the client has committed to be meaningfully
involved. If the best-fit PMLC model requires client involvement that is heavy
and meaningful, as many complex projects do, and you don’t expect to have
that involvement, you may have to fall back to an approach that doesn’t require
as much client involvement or includes other preparatory work on your part.
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For example, you may want to put a program in place to encourage the desired
client involvement in preparation for using the best-fit PMLC model. This is a
common situation, and you learn strategies for effectively dealing with it in Part
III, “Complex Project Management.”

Defining a Program

A program is a collection of related projects. The projects may have to be completed
in a specific order for the program to be considered complete. Because programs
comprise multiple projects, they are larger in scope than a single project. For
example, the United States Government had a space program that included sev-
eral projects such as the Challenger Project. A construction company contracts a
program to build an industrial technology park with several separate projects.

Unlike projects, programs can have many goals. For example, every launch
of a new mission in the NASA space program included several dozen projects
in the form of scientific experiments. Except for the fact that they were all aboard
the same spacecraft, the experiments were independent of one another and
together defined a program.

Defining a Portfolio

A simple definition of a project portfolio is that it is a collection of projects that
share some common link to one another. The operative phrase in this definition
is “share some common link to one another.” That link could take many forms.
At the enterprise level, the link might be nothing more than the fact that all
the projects belong to the same company. While that will always be true, it is
not too likely the kind of link you are looking for. It is too general to be of any
management use. Some more useful and specific common links might be any
one of the following:

m The projects may all originate from the same business unit—for example,
information technology.

m The projects may all be new product development projects.

m The projects may all be research and development projects.

m The projects may all be infrastructure maintenance projects from the same
business unit.

m The projects may all be process improvement projects from the same
business unit.

m The projects may all be staffed from the same human resource pool.

m The projects may request financial support from the same budget.



Chapter 1 = What Is a Project?

11

Each portfolio will have an allocation of resources (time, dollars, and staff) to
accomplish whatever projects are approved for that portfolio. Larger allocations
usually reflect the higher importance of the portfolio and stronger alignment
to the strategic plan. One thing is almost certain: whatever resources you have
available for the projects aligned to the portfolio, the resources will not be enough
to meet all requests. Not all projects proposed for the portfolio will be funded
and not all projects that are funded will necessarily be funded 100 percent. Hard
choices have to be made, and this is where an equitable decision model is needed.

Your organization will probably have several portfolios. Based on the stra-
tegic plan, resources will be allocated to each portfolio based on its priority
in the strategic plan, and it is those resources that will be used as a constraint
on the projects that can be supported by the specific portfolio.

Understanding the Scope Triangle

You may have heard of the term Iron Triangle or Triple Constraint. It refers to
the relationship between Time, Cost, and Scope. These three variables form the
sides of a triangle and are an interdependent set. If any one of them changes, at
least one other variable must also change to restore balance to the project. That
is all well and good, but there is more to explain.

Consider the following constraints that operate on every project:

m Scope

m Quality

m Cost

m Time

m Resources

m Risk

Except for Risk these constraints form an interdependent set—a change in

one constraint can require a change in one or more of the other constraints
in order to restore the equilibrium of the project. In this context, the set of five
parameters form a system that must remain in balance for the project to be in

balance. Because they are so important to the success or failure of the project,
each parameter is discussed individually in this section.

Scope

Scope is a statement that defines the boundaries of the project. It tells not only
what will be done, but also what will not be done. In the information systems
industry, scope is often referred to as a functional specification. In the engineering
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profession, it is generally called a Statement of Work (SOW). Scope may also be
referred to as a document of understanding, a scoping statement, a project ini-
tiation document, or a project request form. Whatever its name, this document
is the foundation for all project work to follow. It is critical that the scope be
correct. Scope is the most important of the six factors as it changes over the life
of the project and can cause significant changes to the project plan.

ALY Chapter 6, “How to Scope a TPM Project,” describes exactly how
this should happen in its coverage of the COS.

Beginning a project on the right foot is important, and so is staying on the
right foot. It is no secret that a project’s scope can change. You do not know
how or when, but it will change. Detecting that change and deciding how to
accommodate it in the project plan are major challenges for the project manager.

Quality
The following two types of quality are part of every project:

m Product quality—The quality of the deliverable from the project. As used
here “product” includes tangible artifacts like hardware and software as
well as business processes. The traditional tools of quality control, dis-
cussed in Chapter 5, “What Are Project Management Process Groups?”
are used to ensure product quality.

m Process quality—The quality of the project management process itself.
The focus is on how well the project management process works and how
it can be improved. Continuous quality improvement and process quality
management are the tools used to measure process quality.

A sound quality management program with processes in place that monitor
the work in a project is a good investment. Not only does it contribute to client
satisfaction, but it helps organizations use their resources more effectively and
efficiently by reducing waste and revisions. Quality management is one area
that should not be compromised. The payoff is a higher probability of success-
fully completing the project and satisfying the client.

Cost

The dollar cost of doing the project is another variable that defines the project.
It is best thought of as the budget that has been established for the project. This
is particularly important for projects that create deliverables that are sold either
commercially or to an external customer.

Cost is a major consideration throughout the project management life cycle.
The first consideration occurs at an early and informal stage in the life of a
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project. The client can simply offer a figure about equal to what he or she had
in mind for the project. Depending on how much thought the client put into
it, the number could be fairly close to or wide of the actual cost for the project.
Consultants often encounter situations in which the client is willing to spend
only a certain amount for the work. In these situations, you do what you can
with what you have. In more formal situations, the project manager prepares a
proposal for the projected work. That proposal includes an estimate (perhaps
even a quote) of the total cost of the project. Even if a preliminary figure has
been supplied by the project manager, the proposal allows the client to base his
or her go/no-go decision on better estimates.

Time

The client specifies a time frame or deadline date within which the project
must be completed. To a certain extent, cost and time are inversely related to
one another. The time a project takes to be completed can be reduced, but costs
increase as a result.

Time is an interesting resource. It can’t be inventoried. It is consumed whether
you use it or not. The objective for the project manager is to use the future time
allotted to the project in the most effective and productive ways possible. Future
time (time that has not yet occurred) can be a resource to be traded within a
project or across projects. Once a project has begun, the prime resource avail-
able to the project manager to keep the project on schedule or get it back on
schedule is time. A good project manager realizes this and protects the future
time resource jealously.

Resources

Resources are assets such as people, equipment, physical facilities, or inventory
that have limited availabilities, can be scheduled, or can be leased from an
outside party. Some are fixed; others are variable only in the long term. In any
case, they are central to the scheduling of project activities and the orderly
completion of the project.

For systems development projects, people are the major resource. Another
valuable resource for systems projects is the availability of computer processing
time (mostly for testing purposes), which can present significant problems to
the project manager with regard to project scheduling.

Risk

Risk is not an integral part of the Scope Triangle, but it is always present and
spans all parts of the project both external as well as internal, and therefore it
does affect the management of the other five constraints.
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Envisioning the Scope Triangle as a System in Balance

The major benefit of using the Scope Triangle shown in Figure 1.2 instead of
the three-variable Iron Triangle can now be discussed. Projects are dynamic
systems that must be kept in equilibrium. Not an easy task, as you shall see!
Figure 1.2 illustrates the dynamics of the situation.

Risk Risk

& Quality

A

Resource Availability

Risk Risk

Figure 1.2: The Scope Triangle

COMMENT ON THE SCOPE TRIANGLE

While the accountants will tell you that everything can be reduced to dollars, and they
are right, you will separate resources as defined here. They are independently control-
lable by the project manager and need to be separately identified for that reason.

The geographic area inside the triangle represents the scope and quality of
the project. Lines representing time, cost, and resource availability bound scope
and quality. Time is the window of time within which the project must be com-
pleted. Cost is the dollar budget available to complete the project. Resources
are any consumables used on the project. People, equipment availability, and
facilities are examples.

The project plan will have identified the time, cost, and resource availability
needed to deliver the scope and quality of a project. In other words, the project
is in equilibrium at the completion of the project planning session and approval
of the commitment of resources and dollars to the project. That will not last too
long, however. Change is waiting around the corner.

The Scope Triangle offers a number of insights into the changes that can
occur in the life of the project. For example, the triangle represents a system in
balance before any project work has been done. The sides are long enough to
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encompass the area generated by the scope and quality statements. Not long
after work begins, something is sure to change. Perhaps the client calls with an
additional requirement for a feature that was not envisioned during the planning
sessions. Perhaps the market opportunities have changed, and it is necessary
to reschedule the deliverables to an earlier date, or a key team member leaves
the company and is difficult to replace. Any one of these changes throws the
system out of balance.

Part III, “Complex Project Management,” discusses projects whose final scope
cannot be known until the project is nearly complete. That presents some inter-
esting management challenges to the client and the project manager. Those
challenges revolve around the business value delivered by the final solution
and the final goal.

The project manager controls resource utilization and work schedules.
Management controls cost and resource level. The client controls scope, quality,
and delivery dates. Scope, quality, and delivery dates suggest a hierarchy for the
project manager as solutions to accommodate the changes are sought.

Prioritizing the Scope Triangle Variables for Improved
Change Management

The critical component of an effective project management methodology is the
scope management process. The five variables that define the Scope Triangle
must be prioritized so that the suggested project plan revisions can be priori-
tized. Figure 1.3 gives an example.

Flexible

Priority Critical @) (3) @ (5)

Variahle 1)

Scope X
Quality X
Time X
Cost X

Resource Availability X

Figure 1.3: Prioritized Scope Triangle variables

A common application of the prioritized Scope Triangle variables occurs
whenever a scope change request is made. The analysis of the change request is
documented in a Project Impact Statement (PIS). If the change is to be approved,
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there will be several alternatives as to how that change can be accommodated.
Those alternatives are prioritized using the data in Figure 1.3.

Applying the Scope Triangle

There are only a few graphics that I want you to burn into your brain because
of their value throughout the entire project life cycle. The Scope Triangle is one
such graphic. It will have at least two major applications for you: as a problem
escalation strategy and as a reference for the Project Impact Statement, which
is created as part of the scope change process.

Problem Resolution

The Scope Triangle enables you to ask the question, “Who owns what?” The
answer will give you an escalation pathway from project team to resource man-
ager to client to sponsor. The client and senior management own time, budget,
and resources. The project team owns how time, budget, and resources are used.
Within the policies and practices of the enterprise, any of these may be moved
within the project to resolve problems that have arisen. In solving a problem,
the project manager should try to find a solution within the constraints of
how the time, budget, and resources are used. Project managers do not need to
go outside of their sphere of control.

The next step in the escalation strategy would be for the project manager to
appeal to the resource managers for problem resolution. The resource manager
owns who gets assigned to a project as well as any changes to that assignment
that may arise.

The final step in the problem escalation strategy is to appeal to the client
and perhaps to the sponsor for additional resources. They control the amount
of time and money that has been allocated to the project. Finally, they control
the scope of the project. Whenever the project manager appeals to the client, it
will be to get an increase in time or budget and some relief from the scope by
way of scope reduction or scope release.

Scope Change Impact Analysis

The second major application of the Scope Triangle is as an aid in the prep-
aration of the Project Impact Statement. This is a statement of the alternative
ways of accommodating a particular scope change request of the client. The
alternatives are identified by reviewing the Scope Triangle and proceeding in
much the same way as discussed in the previous paragraph. Chapter 9, “How
to Execute a TPM Project,” includes a detailed discussion of the scope change
process and the use of the Project Impact Statement.
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The Importance of Classifying Projects

There are many ways to classify a project, such as the following:
m By size (cost, duration, team, business value, number of departments
affected, and so on)
m By type (new, maintenance, upgrade, strategic, tactical, operational)

m By application (software development, new product development, equip-
ment installation, and so on)

m By complexity and uncertainty (see Chapter 11, “Complexity and Uncertainty
in the Project Landscape”)

Projects are unique and to some extent so is the best-fit model to manage
them. Part I1I, “Complex Project Management,” is devoted to exploring the best
fit models and when to use them. For now, it is sufficient to understand that a
one-size-fits-all approach to project management doesn’t work and has never
worked. It is far more effective to group projects based on their similarities and
to use a project management approach designed specifically for each project
type. That is the topic of this section.

Establishing a Rule for Classifying Projects

For the purposes of this chapter, two different rules are defined here. The first
is based on the characteristics of the project, and the second is based on the
type of project.

Classification by Project Characteristics

Many organizations choose to define a classification of projects based on such
project characteristics as the following:

m Risk—Establish levels of risk (high, medium, and low).
m Business value—Establish levels (high, medium, and low).

m Length—Establish several categories (such as 3 months, 3 to 6 months, 6
to 12 months, and so on).

m Complexity—Establish categories (high, medium, and low).

m Technology used—Establish several categories (well-established, used
occasionally, used rarely, never used).

= Number of departments affected—Establish some categories (such as
one, a few, several, and all).

m Cost
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The project profile determines the classification of the project. The classification
defines the extent to which a particular project management methodology is to
be used. In Part III, “Complex Project Management,” you use these and other
factors to adjust the best-fit project management approach.

I strongly advocate this approach because it adapts the methodology to
the project. “One size fits all” does not work in project management. In the
final analysis, I defer to the judgment of the project manager. In addition to the parts
required by the organization, the project manager should adopt whatever
parts of the methodology he or she feels improves his or her ability to help suc-
cessfully manage the project. Period.

Project characteristics can be used to build a classification rule as follows:

m Type A projects—These are high-business-value, high-complexity pro-
jects. They are the most challenging projects the organization under-
takes. Type A projects use the latest technology, which, when coupled
with high complexity, causes risk to be high also. To maximize the
probability of success, the organization requires that these projects
utilize all the methods and tools available in their project management
methodology. An example of a Type A project is the introduction of a
new technology into an existing product that has been very profitable
for the company.

m Type B projects—These projects are shorter in length, but they are still
significant projects for the organization. All of the methods and tools in
the project management process are probably required. Type B projects
generally have good business value and are technologically challenging.
Many product development projects fall in this category.

m Type C projects—These are the projects that occur most frequently in an
organization. They are short by comparison and use established tech-
nology. Many are projects that deal with the infrastructure of the organi-
zation. A typical project team consists of five people, the project lasts 6
months, and the project is based on a less-than-adequate scope statement.
Many of the methods and tools are not required for these projects. The
project manager uses those optional tools only if he or she sees value in
their use.

m Type D projects—These just meet the definition of a project and may
require only a scope statement and a few scheduling pieces of information.
A typical Type D project involves making a minor change in an existing
process or procedure or revising a course in the training curriculum.

Table 1.1 gives a hypothetical example of a classification rule.

These four types of projects might use the parts of the methodology shown
in Figure 1.4. The figure lists the methods and tools that are either required or
optional, given the type of project.



Chapter 1 » What Is a Project? 19

Table 1.1: Example of Project Classes and Definitions

LIKELIHOOD
CLASS DURATION RISK COMPLEXITY TECHNOLOGY OF PROBLEMS
TypeA  >18months  High High Breakthrough Certain
TypeB  9-18 months Medium  Medium Current Likely
TypeC  3-9 months Low Low Best of breed Some
TypeD <3 months Verylow  Verylow Practical Few

Project Management Process Project Classification
A B C D

Define

Conditions of Satisfaction R R 0 0

Project Overview Statement R R R R

Approval of Request R R R R
Plan

Conduct Planning Session R R 0 0

Prepare Project Proposal R R R R

Approval of Proposal R R R R
Launch

Kick-off Meeting R R 0 0

Activity Schedule R R R R

Resource Assignments R R R 0

Statements of Work R 0 0 0
Monitor/Control

Status Reporting R R R R

Project Team Meetings R R 0 0

Approval of Deliverables R R R R
Close

Post-Implementation Audit R R R R

Project Notebook R R 0 0

R = Required 0O = Optional

Figure 1.4: The use of required and optional parts of the methodology by type of project

Classification by Project Application

Many situations exist in which an organization repeats projects that are of the
same type. Following are some examples of project types:

m [nstalling software
m Recruiting and hiring

m Setting up hardware in a field office



20

Part | = Understanding the Project Management Landscape

m Soliciting, evaluating, and selecting vendors
m Updating a corporate procedure

m Developing application systems

These projects may be repeated several times each year and probably will
follow a similar set of steps each time they are done.

MY You look at the ramifications of that repetition in Chapter 7, “"How
to Plan a TPM Project,” when Work Breakdown Structure templates are discussed.

The Contemporary Project Environment

The contemporary project environment is characterized by high speed, high
change, lower costs, complexity, uncertainty, and a host of other factors. This
presents a daunting challenge to the project manager as is described in the
sections that follow.

High Speed

The faster products and services get to market, the greater will be the resulting
value to the business. Current competitors are watching and responding to unmet
opportunities, and new competition is waiting and watching to seize upon any
opportunity that might give them a foothold or expansion in the market. Any
weakness or delay in responding may just give them that advantage. This need
to be fast translates into a need for the project management approach to not
waste time—to rid itself, as much as possible, of spending time on non-value-
added work. Many of the approaches you will study are built on that premise.

The window of opportunity is narrowing and constantly moving. Organi-
zations that can quickly respond to those opportunities are organizations that
have found a way to reduce cycle times and eliminate non-value-added work
as much as possible. Taking too long to roll out a new or revamped product can
result in a missed business opportunity. Project managers must know how and
when to introduce multiple release strategies and compress project schedules to
help meet these requirements. Even more importantly, the project management
approach must support these aggressive schedules. That means that these
processes must protect the schedule by eliminating all non-value-added work.
You simply cannot afford to burden your project management processes with
a lot of overhead activities that do not add value to the final deliverables or that
may compromise your effectiveness in the markets you serve.

Effective project management is not the product of a rigid or fixed set of
steps and processes to be followed on every project. Rather, the choice of project
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management approach is based on having done due diligence on the project
specifics and defined an approach that makes sense. I spend considerable time
on these strategies in later chapters.

High Change

Clients are often making up their minds or changing their minds about what they
want. The environment is more the cause of high change than is any ignorance
on the part of the client. The business world is dynamic. It doesn’t stand still just
because you are managing a project. The best-fit project management approach
must recognize the realities of frequent change, accommodate it, and embrace it. The
extent to which change is expected will affect the choice of a best-fit PMLC model.

Change is constant! I hope that does not come as a surprise to you. Change
is always with you and seems to be happening at an increasing rate. Every
day you face new challenges and the need to improve yesterday’s practices. As
John Naisbitt says in The Third Wave, “Change or die.” For experienced project
managers as well as “wannabe” project managers, the road to breakthrough
performance is paved with uncertainty and with the need to be courageous,
creative, and flexible. If you simply rely on a routine application of someone
else’s methodology, you are sure to fall short of the mark. As you will see in
the pages that follow, I have not been afraid to step outside the box and outside
my comfort zone. Nowhere is there more of a need for change and adaptation
than in the approaches we take to managing projects.

Lower Cost

With the reduction in management layers (a common practice in many organi-
zations) the professional staff needs to find ways to work smarter, not harder.
Project management includes a number of tools and techniques that help the
professional manage increased workloads. Your staffs need to have more room
to do their work in the most productive ways possible. Burdening them with
overhead activities for which they see little value is a sure way to failure.

In a landmark paper, “The Coming of the New Organization,” written more
than 20 years ago but still relevant, Peter Drucker [Drucker, 1988] depicts middle
managers as either ones who receive information from above, reinterpret it, and
pass it down, or ones who receive information from below, reinterpret it,
and pass it up the line. Not only is quality suspect because of personal biases and
political overtones, but also the computer is perfectly capable of delivering that
information to the desk of any manager who has a need to know. Given these
factors, plus the politics and power struggles at play, Drucker asks why employ
middle managers? As technology advances and acceptance of these ideas grows,
we have seen the thinning of the layers of middle management. Do not expect
them to come back; they are gone forever. The effect on project managers is
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predictable and significant. Hierarchical structures are being replaced by organi-
zations that have a greater dependence on projects and project teams, resulting
in more demands on project managers.

Increasing Levels of Complexity

All of the simple problems have been solved. Those that remain are getting
more complex with each passing day. At the same time that problems are get-
ting more complex, they are getting more critical to the enterprise. They must
be solved. We don't have a choice. Not having a simple recipe for managing
such projects is no excuse. They must be managed, and we must have an effec-
tive way of managing them. This book shows you how to create common-sense
project management approaches by adapting a common set of tools, templates,
and processes to even the most complex of projects.

More Uncertainty

With increasing levels of complexity come increasing levels of uncertainty. The
two are inseparable. Adapting project management approaches to handle uncer-
tainty means that the approaches must not only accommodate change, but also
embrace it and become more effective as a result of it. Change is what will lead
the team and the client to a state of certainty with respect to a viable solution
to its complex problems. In other words, we must have project management
approaches that expect change and benefit from: it.

Discussion Questions

1. Compare and contrast the two definitions of a project presented in this
chapter.

2. Suppose the Scope Triangle were modified as follows: Resource Availability
occupies the center, and the three sides are Scope, Cost, and Schedule.
Interpret this triangle as if it were a system in balance. What is likely to
happen when a specific resource on your project is concurrently allocated
to more and more projects? As project manager, how would you deal with
these situations? Be specific.

3. Where would you be able to bring about cost savings as a program man-
ager for a company? Discuss these using the standard project
constraints.
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The design, adaptation, and deployment of project management life cycles and models are
based on the changing characteristics of the project and are the guiding principles behind

practicing effective project management.

Don’timpose process and procedure that stifles team and individual creativity! Rather create

and support an environment that encourages that behavior.
—Robert K. Wysocki, Ph.D., President, Ell Publications

CHAPTER LEARNING OBJECTIVES

After reading this chapter, you will be able to

>

>

>

Understand the challenges of effective project management
Apply a business value definition of requirements

Understand the Requirements Breakdown Structure (RBS) as the key to
choosing and adapting a best-fit Project Management Life Cycle (PMLC)

Know the characteristics of Traditional Project Management (TPM), Agile
Project Management (APM), Extreme Project Management (xPM), and
Emertxe Project Management (MPx)

Know how complexity and uncertainty affect the project landscape

Understand the similarities and differences between Linear, Incremental,
Iterative, Adaptive, and Extreme PMLC models

I'suspect that for many of you this chapter will be your first exposure to just
how broad and deep the world of managing projects can be. It never ceases to
amaze me that even after more than 50 years of practicing project management
I am still encountering new challenges and learning wondrous things about
this amazing discipline. I do know that it requires courage, creativity, and flex-
ibility to be successful.

Effective Project Management: Traditional, Agile, Extreme, Hybrid, Eighth Edition.
Robert K. Wysocki.
© 2019 John Wiley & Sons, Inc. Published 2019 by John Wiley & Sons, Inc.
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UNIQUE VALUE PROPOSITION

Project management is a process that answers six questions:

1. What business situation is being addressed by this project?
What does the business need to do?

What are you proposing to do?

How will you do it?

How will you know you did it?

oy P B

How well did you do?

COMMENT ON THE SIX QUESTIONS

Being an effective project manager is a creative pursuit!

You're not in Kansas anymore! Once you might have expected (and sometimes got)
arecipe for managing any project you might be assigned. If that is the case in your
organization, be suspect—please. You now have to think your way through to the way
you will manage a project. Effective project managers have to think rather than rou-
tinely react. The discipline of project management has morphed to a new state and,
as this book is being written, that state has not yet reached a steady state. In fact, the
practice of effective project management may never reach a steady state. The business
world is in a constant state of flux and change and it will always be that way. That con-
tinues to influence how you need to approach managing projects. And your approach
to a given project is going to be in a constant state of flux and change. What does this
mean to the struggling project manager? Take courage: it’s not as grim as it may seem.

Understanding the Fundamentals of Project
Management

The Project Management Institute (PMI) formally defines project management
as follows:

“The application of knowledge, skills, tools and techniques to project
activities to meet the project requirements.”

Even though that definition is open to broad interpretation I have no problem
with it because I prefer to keep things simple and intuitive and that is what PMI
has done. The devil is in the details. For our purposes here, I'm going to add a
little more content to the PMI definition. The definition that I offer is designed
to be a working definition.
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Regardless of how you choose to define your project management process
it will always reduce to the six-question litmus test given in the Unique Value
Proposition stated above. So, if you or your enterprise are designing a project
management process, check its validity by using it to answer these six questions.
In my mind this is a simple and intuitive definition of project management and
it is couched in terms that make sense to the business person. Let’s quickly look
at each of these questions.

What Business Situation Is Being Addressed by This Project?

The business situation is either a problem that needs a solution or an untapped
opportunity. If it is a problem, the solution may be clearly defined and the
delivery of that solution will be rather straightforward. If the solution is not
completely known, then the project management approach must iteratively
embrace the learning and discovery of that solution. Obviously, these will be
higher-risk projects than the first case simply because the deliverables are not
clearly defined and may not be discovered despite the best collaborative efforts
of the client and the project team.

What Does the Business Need to Do?

The obvious answer is to solve the problem or take advantage of the untapped
business opportunity. That’s all well and good but given the business circum-
stances under which the project will be undertaken, it may not be possible or even
advisable. Even if the solution is clearly known, you might not have the skilled
resources to successfully execute the project, and if you do have the resources,
they may not be available when you need them. For maximum business value to
be delivered, senior management must consider the entire portfolio of projects
and assign/reassign resources based on the changing priorities of the projects in
its portfolio. That is a challenge to be addressed but it is out of scope for this book.

When the solution is not known or only partially known, you might not
be successful in finding the complete solution or even an acceptable solution.
These are high-risk projects with uncertain outcomes. In any case, you need to
document what needs to be done. You'll do this through a statement of solution
requirements.

A [9 Chapter 6, “How to Scope a TPM Project,” and Chapter 14, “Hybrid
Project Management Framework,” present a new definition of requirements and a
two-step process for eliciting requirements.

If the solution is known, that document will be easy to develop. If that solu-
tion is unknown or only partially known, what you need to do will emerge over
time rather than being developed at the outset.
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What Are You Proposing to Do?

The answer to this question will be framed in your goal and objective state-
ments. Maybe you and others will propose partial solutions to the problem or
ways to take advantage of the untapped opportunity. In any case, your goal
and objective statements are given as part of a Project Overview Statement (POS).

How Will You Do It?

This answer will document your approach to the project and your detailed
plan for meeting the goal and objective statements discussed in the POS. That
approach might be fully documented at the outset or only developed iteratively,
but it will be developed.

How Will You Know You Did It?

Your solution will deliver some business value to the organization. The expected
business value will have been used as the basis for approving your doing the
project in the first place. That success criterion may be expressed in the form of
Increased Revenue (IR) or Avoid Costs (AC) or Improved Services (IS). IRACIS is the
acronym that represents these three areas of business value. Whatever form that
success criterion takes, it must be expressed in quantitative terms so that there
is no argument as to whether or not you achieved the expected business results.
As part of the post-implementation audit (see Chapter 10, “How to Close a TPM
Project”), you will compare the actual business value realized to the expected
business value stated in the POS.

How Well Did You Do?

The answer to this question can be determined by the answers to the following
four questions:

m How well did your deliverables meet the stated success criteria? The
project was sold to management based on the incremental business value
that would be returned to the organization if the project were successful.
Did the project deliver those results and to what extent? Sometimes the
answer will not be known for some time.

m How well did the project team perform? The project team was following
some project management life cycle (PMLC) model. There should be some
assessment of how well they followed that model.

m How well did the project management approach work for this project?
In addition to doing things right the team needed to do the right thing.
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Given that several approaches could have been used, the team should
have used the best-fit model.

m What lessons were learned that can be applied to future projects? This
question is answered through the post-implementation audit.

The answers to these four questions are provided in the post-implementation
audit discussed in Chapter 10, “How to Close a TPM Project.”

The answers to the original six questions discussed in the preceding sections
reduce project management to nothing more than organized common sense. In
my world to be “organized” means that the process(es) used are continuously
adapted to meet the changing needs of the project. To be “common sense”
means the management process did not require that non-value-added work
be done. If it weren't organized common sense, you need to question why you
are doing it at all. So a good test of whether or not your project management
approach makes sense lies in how you answered the preceding six questions.
With all of that as background our working definition of project management
can be succinctly stated as follows:

DEFINITION: PROJECT MANAGEMENT

Project Management is an organized common-sense approach that utilizes the appro-
priate client involvement in order to meet sponsor needs and deliver the expected
incremental business value.

This definition is a marked change from any you may have seen before. First,
it is the only definition that I have seen in print that explicitly refers to business
value. Business value is the responsibility of the client through their requirements
statements. The project manager is responsible for meeting those requirements.
Meeting requirements is the cause and incremental business value is the effect.

Second, and equally important in the definition through the common-sense
term is the implication that effective project management is not a “one size fits
all” approach. Because it is a “common-sense approach” it must adapt to the
changing project conditions. You will learn the rules of the engagement for
effectively managing projects. The definition of the PMLC models given in the
section “Introducing Project Management Life Cycles” is the beginning of your
journey to become an effective complex project manager. You will become a leader
who at the same time is creative, adaptive, flexible, and courageous. In effect
I will define the contents of the pantry from which you will build the recipes
you will need for managing your projects. It will be up to you to be the chef.

Third, it is essential that you clearly understand requirements. Requirements
and their documentation will establish the project characteristics and be your
guide to choosing and adapting the project-management approach you will be
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using. I am going to take a rather unconventional approach based on my own
definition of requirements. But my approach has successfully passed the test
of time.

Challenges to Effective Project Management

As discussed earlier in this chapter the contemporary project environment
presents the project manager and the client with a number of challenges to
managing such projects effectively. The use of the best-fit PMLC model will
rise to these challenges and adapt as necessary.

Flexibility and Adaptability

TPM practices were defined and matured in the world of the engineer and
construction professional where the team expected (and got, or so they thought)
a clear statement from clients as to what they wanted, when they wanted it, and
how much they were willing to pay for it. All of this was delivered to the project
manager wrapped in a neat package. The “i”s were all dotted, and the “t”’s were
all crossed. All the correct forms were filed, and all the boxes were filled in with
the information requested. Everyone was satisfied that the request was well
documented and that the deliverables were sure to be delivered as requested.
The project team clearly understood the solution they would be expected to
provide, and they could clearly plan for its delivery. That describes the naive
world of the embryonic project manager until the 1950s. By the mid-1950s the
computer was well on its way to becoming a viable commercial resource, but it
was still the province of the engineer. Project management continued as it had
under the management of the engineers.

The first sign that change was in the wind for the project manager arose in
the early 1960s. The use of computers to run businesses was now a reality, and
we began to see position titles like programmer, programmer/analyst, systems
analyst, and primitive types of database architects emerging. These professionals
were really engineers in disguise, and somehow, they were expected to interact
with the business and management professionals (who were totally mystified
by the computer and the mystics that could communicate with it) to design
and implement business applications systems to replace manual processes.
This change represented a total metamorphosis of the business world and the
project world, and we would never look back.

In the face of this transformation into an information society, TPM wasn’t
showing any signs of change. To the engineers, every IT project-management
problem looked like a nail, and they had the hammer. In other words, they had
one solution, and it was supposed to fit every problem. One of the major prob-
lems that TPM faced, and still faces, is the difference between wants and needs.
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If you remember anything from this introduction, remember that what the
client wants is probably not what the client needs. If the project manager blindly
accepts what the clients say they want and proceeds with the project on that
basis, the project manager is in for a rude awakening. Often in the process of
building the solution, the client learns that what they need is not the same as
what they requested. Here you have the basis for rolling deadlines, scope creep,
and an endless trail of changes and reworks. It’s no wonder that 70-plus percent
of projects fail. That cycle has to stop. You need an approach that is built around
change—one that embraces learning and discovery throughout the project life
cycle. It must have built-in processes to accommodate the changes that result
from this learning and discovery.

I have talked with numerous project managers over the past 30 years about
the problem of a lack of clarity and what they do about it. Most would say that
they deliver according to the original requirements and then iterate to improve
the solution one or more times before they satisfy the client’s current require-
ments. I asked them, “If you know you are going to iterate, why don’t you use
an approach that has that feature built in?” Until recently, with the emergence
of APM approaches, the silence in response to that question has been deafening.
All of the agile and extreme approaches to project management emerging in
practice are built on the assumption that there will be changing requirements
as the client gains better focus on what they actually need. Sometimes those
needs can be very different than their original wants.

Obviously, this is no longer your father’s project management. The Internet
and an ever-changing array of new and dazzling technologies have made a
permanent mark on the business landscape. Technology has put most busi-
nesses in a state of confusion. How should a company proceed to utilize the
Internet and extract the greatest business value? Businesses are asking even
the more basic questions—"“What business are we in?” “How do we reach
and service our customers?” “What do our customers expect?” The dot-com
era began quickly with a great deal of hyperbole and faded just as quickly. A
lot of companies came into existence on the shoulders of highly speculative
venture capitalists in the 1990s and went belly up by the end of the century.
Only a few remain, and even their existence is tenuous. The current buzz-
words e-commerce, e-business, and knowledge management have replaced B2B
and B2C, and businesses seem to be settling down. But we are still a long way
from recovery.

The question on the table is this: “What impact should this have on your approach
to project management?” The major impact should be that project-management
approaches must align with the business of the enterprise. Project management needs
to find its seat at the organization’s strategy table. Project managers must first
align to the needs of the organization rather than their own home department.
That is today’s critical success factor. The appearance of the business analyst has
added new challenges, as discussed in the next section.
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Deep Understanding of the Business and Its Systems

The best project managers understand the business context in which project
deliverables must be defined, produced, and function. This means not only an
understanding of the internal systems and their interaction, but also the external
systems environment of suppliers and customers in whose environments the
deliverables must function. The systems analyst and business analyst are key
components in that understanding. There is a good argument that can be offered
for the morphing of the project manager and the business analyst into one
professional having the requisite skills and competencies of both. That discussion
is out of scope for this book, but it is a discussion that needs to take place.

Take Charge of the Project and Its Management

I like simplicity, and I believe my definition of the project landscape using
only two variables—goal and solution—with two values each—clear and not
clear—is simple yet all-inclusive of all projects. The result is four quadrants of
projects. Each quadrant maps to one or more project management processes,
which we label as shown here:

m When the goal and solution are clear, it generates the Traditional Project
Management (TPM) category.

m When the goal is clear but the solution is not, it generates the Agile Project
Management (APM) category.

m When neither the goal nor the solution is clear, it generates the Extreme
Project Management (xPM) category.

= And finally when the goal is not clear but the solution is, it generates the
Emertxe Project Management (MPx) category (though this may seem
nonsensical, it is not—more on this one later).

Every project that has ever existed or will exist falls into one and only one of
these four quadrants at a point in time. Change the point in time and you may
change the quadrant of the project. Each quadrant gives rise to one or more
PMLC models. This four-quadrant classification gives rise to five PMLC models.
It is these models—their recognition and use—that is the subject of this book.

Project Management Is Organized Common Sense

The PMBOK® Guide Sixth Edition definition of project management is crisp,
clean, and clearly stated. It has provided a solid foundation on which to define
the process groups and processes that underlie all project management. But I
think there is another definition that transcends the PMBOK® Guide Sixth Edition
definition and is far more comprehensive of what project management entails. As
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I have noted, I offer that definition as nothing more than organized common sense
with a focus on business value. Projects are unique, and each one is different than
all others that have preceded it. That difference might simply be caused by the
passage of time, newer processes or technologies too. That uniqueness requires
an approach that continually adapts as new characteristics of the project are
discovered. These characteristics can and do emerge anywhere along the project
life cycle. Being ready for them and adjusting as needed means that we must be
always attentive to doing what makes the most sense given the circumstances.
In addition to the project characteristics the environment in which the project is
executed has an effect. From an internal perspective the organizational culture
and business processes either support or constrain project management efforts.
And finally, the dynamic market will have a major impact. The emergence of
new technologies can completely reverse the direction of a project or render it
obsolete even before it is deployed. Competitors are global and may not even be
identified until it is too late. In the face of all these factors, project management
is nothing more than organized common sense.

Managing the Creeps

While some of your team members may occasionally seem like creeps to you,
that is not the creep management I am talking about. Creeps here refer to minute
changes in the project due to the obscure, and for a while unnoticeable, actions
of team members. Many of these go undetected until their cumulative effect
creates a problem that raises its ugly head. There are four types of creeps.

Scope Creep

Scope creep is the term that has come to mean any change in the project deliver-
ables that was not in the original plan. Change is constant. To expect otherwise
is simply unrealistic. Changes occur for several reasons that have nothing to
do with the ability or foresight of the client, the project manager, or a project
team member. Market conditions are dynamic. The competition can introduce
or announce an upcoming new version of its product. Your management might
decide that getting the product to market before the competition is necessary.
Scope may not be affected by the schedule change. Scope creep isn't necessarily
anyone’s fault. It is just a reality that has to be dealt with. It doesn’t matter how
good and thorough a job you and the client did in planning the project, scope
creep is still going to happen. Deal with it!

Your job as project manager is to figure out how these changes can be accom-
modated—tough job, but somebody has to do it. Regardless of how the scope
creep occurs, it is your job as project manager to figure out how, or even if, you
can accommodate the impact.
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Hope Creep

Hope creep happens when a project team member falls behind schedule but
reports that he or she is on schedule, hoping to get back on schedule by the
next report date. Hope creep is a real problem for the project manager. There
will be several activity managers within your project team who manage a hunk
of work. They do not want to give you bad news, so they are prone to tell you
that their work is proceeding according to schedule when, in fact, it is not. It is
their hope that they will catch up by the next report period, so they mislead you
into thinking that they are on schedule. The activity managers hope that they
will catch up by completing some work ahead of schedule to make up for the
slippage. The project manager must be able to verify the accuracy of the status
reports received from the team members. This does not mean that the project
manager has to check into the details of every status report. Random checks
can be used effectively.

Effort Creep

Effort creep is the result of the team member working but not making progress
proportionate to the work expended. Every one of us has worked on a project that
always seems to be 95 percent complete no matter how much effort is expended
to complete it. Each week the status report records progress, but the amount of
work remaining doesn’t seem to decrease proportionately. Other than random
checks, the only effective thing that the project manager can do is to increase
the frequency of status reporting by those team members who seem to suffer
from effort creep.

Feature Creep

Closely related to scope creep is feature creep. Feature creep results when team
members arbitrarily add features and functions to the deliverable that they think
the client would want to have even though they are not included in requirements
or the scope statements. The problem is that the client didn’t specify the feature,
probably for good reason. If the team member has strong feelings about the need
for this new feature, formal change management procedures can be employed.

What Are Requirements, Really?

The first substantive part of the project life cycle is the identification of what is
needed. That is initiated by the sponsor or the client, and with the help of the
client, needs are further described through a process to elicit requirements.
Requirements define things that a product or service is supposed to do to satisfy
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the needs of the sponsor or the client and deliver expected business value. A
more formal definition is given by the International Institute of Business Analysis
(ITIBA) in “The Guide to the Business Analysis Body of Knowledge”:

A requirement is:

1. A condition or capability needed by a stakeholder to solve a problem or
achieve an objective.

2. A condition or capability that must be met or possessed by a solution or
solution component to satisfy a contract, standard, specification, or other
formally imposed documents.

3. A documented representation of a condition or capability as in (1) or (2).
[IIBA, 2009]

That is all well and good and I'm not going to challenge the definition. I
assume it does what it is supposed to do. But let me offer a different perspective
for your consideration and practical application. Two things link the deliver-
ables to the requirements:

m The need to deliver business value—The more the better

m Complexity and uncertainty—All of the simple projects have been done

Complexity and uncertainty dominate the elicitation of requirements. In a
typical complex project complete and clear definition of requirements (using the
IIBA definition) is unlikely at the outset of the project. That compromises
the IIBA definition. Generating acceptable business value is really the only mea-
sure of project success. Meeting time, cost, and specifications is not a business
definition of success. I've long felt that the criterion for defining project success as
meeting a specification within the constraints of time and cost has always been
misdirected. It really ignores the business, the client, and organizational satis-
faction. My criterion is that project success is measured by delivering expected
business value. Nothing more. After all, isn’t it expected business value that
justified the need to do the project in the first place? There are of course some
exceptions in the case of mandated and otherwise required projects regardless
of whether or not they deliver business value.

Here is a working definition of a requirement:

WORKING DEFINITION: REQUIREMENT

A requirement is a desired end-state whose successful integration into the solution
meets one or more client needs and delivers specific, measurable, and incremental
business value to the organization.

Furthermore, the set of high-level requirements forms a necessary and sufficient
set for the attainment of incremental business value.
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In other words, a requirement describes what a solution must do but not how
it must do it. So, the requirement is solution independent. Even if a solution is
not known, the requirements of that solution can be established. That is criti-
cal to complex projects because we may know the requirements but not how
to achieve them.

The necessary and sufficient conditions statement means that all
requirements are needed in order to achieve the success criteria and none of
the requirements are superfluous. This is important because the project was
justified based on the expected business value as described through the success
criteria. Linking requirements to the success criteria provides a basis on which
to prioritize requirements.

This definition of a requirement is quite different than the IIBA definition but
in its simplicity and uniqueness it puts the connection between requirements
and the project in a much more intuitive light. I have no particular issue with
the IIBA definition but I believe that a working definition linked to business
value is a better choice. I will use my definition throughout this book.

Requirements will be the causal factors that drive the attainment of the suc-
cess criteria as stated in the POS. Every requirement must be directly related to
a project success statement. This definition results in a small number (8-12, for
example) of high-level requirements at the beginning of the project, whereas
the IIBA definition generates hundreds and even thousands of requirements
that can never be considered complete at the beginning of the project. The last
time I applied the IIBA definition, the client and my team generated over 1,400
requirements! The human mind cannot possibly absorb and understand that
many requirements. To expect that a decision as to completeness can be made
is highly unlikely. Subject to the learning and discovery that may uncover other
requirements, the list generated using my high-level requirements definition
can be considered complete at the beginning of the project. The decomposi-
tion of those high-level requirements may not be fully known at the beginning
of the project, however. My requirement is a more business-value-oriented
definition than the IIBA definition. The learning and discovery derived from
completed project cycles will clarify the requirements through decomposing
them to the function, sub-function, process, activity, and feature levels. The
first-level decomposition of a requirement is to the functional level and can
be considered equivalent to IIBA requirements. So while you can identify all
requirements at the beginning of the project you cannot describe the details
of the requirements at the functional, sub-functional, process, activity, and
feature levels. This detail is learned and discovered in the context of the cycles
that make up the project.

I'll have much more to say about requirements elicitation, gathering, decom-
position, and completeness in Chapter 6, “How to Scope a TPM Project,” and in
Part III, “Complex Project Management,” where you will learn how requirements
completeness relates to the choice of best-fit PMLC model.
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I have always strived for simplicity and intuitiveness in all the tools, tem-
plates, and processes that I use. I find that my higher-order definition of a
requirement meets that goal for me and makes sense too. My clients have val-
idated that for me.

The RBS is the key input to choosing the best-fit PMLC model. This decision-
making process is really quite simple. By working through the process of gen-
erating the RBS, you and the client will be able to assess the completeness and
confidence you have in the resulting RBS. If the project is one that you have
done several times, you should have a high degree of confidence that the RBS
is complete. This might be the case with repetitive infrastructure projects.

However, don't be lulled to sleep thinking that the RBS can’t change. Remember,
the world doesn’t stand still just because you are managing a project. Change
is inevitable during any project, especially complex projects. That change can
be internal to the organization and come from the client or even from the team,
and it is unpredictable except for the fact that it can happen and you must be
able to respond appropriately. Change can also come from some external source
such as the market, the competition, or the arrival of some new technological
breakthrough. These changes could have no effect, a minimal effect, or a major
effect on your project. Again, you must be able to respond appropriately.

Traditional practices require client requirements to be clearly and completely
defined before any planning can take place. Most contemporary thinkers on the
topic would suggest that it is impossible to completely and clearly document
requirements at the beginning of any project. Whether you agree or not, that
condition is likely to exist in most contemporary projects, and there are many
reasons for that:

m Changing market conditions

m Actions of competitors

m Technology advances

m Client discovery

m Changing priorities

That is the motivation that resulted in my defining requirements as given

earlier. In Part III you will consider these situations as well as how the scope
change process is handled and its impact on project management processes.
In doing that, you will learn alternative project management approaches to

handle these difficult situations while maintaining a client focus throughout
the entire project life cycle.

m Linking a single requirement to a measurable business value can be
difficult because the entire set of requirements is necessary and sufficient to attain

expected business value. They form a dependent set and it may not be possible to
ascribe a certain business value to a single requirement.
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So you are probably wondering if my definition is better than the IIBA definition
and whether using it in your organization makes business sense. Here are five
reasons that I put forth for you to think and talk about with your team members.

Reduces the number of high-level requirements from hundreds to less
than adozen Ithink of requirements at a higher level than most profes-
sionals. Using the IIBA definition it is unlikely that requirements can be
listed completely at the beginning of a project. In fact, most professionals
would agree that a complete and documented set of requirements cannot
possibly be generated at the beginning of a project. They can only be
learned or discovered as part of project execution. That is the approach I
take in my Effective Complex Project Management (ECPM) Framework.
(See Chapter 14, “Hybrid Project Management Framework.”) On the other
hand, using my higher-order definition I expect to generate a complete
set of requirements at the beginning of a project. At the high level these
requirements are robust in the sense that they do not include how they will
be done (i.e., with further decomposed requirements) but are only focused
on what an acceptable solution must include in the way of functionality
and properties. Through experience I have found that my higher-order
definition gives the client and the project team a more holistic view of the
project and enables much better business decisions that impact the solution.

Identifying the complete definition of most requirements happens only
through iteration The requirements list will be complete using my
higher-order definition. The challenge arises in identifying the component
parts of each requirement—the Requirements Breakdown Structure (RBS):

Requirement
Functions
Sub-functions
Processes
Activities
Features
A simple way of explaining the RBS is that it is a hierarchical list of what
must be developed to meet requirements. Many of these details can only
be documented during project execution. Chapter 7, “How to Plan a TPM
Project,” discusses the RBS in more detail.

m You can never know for sure that the RBS is complete. When in doubt,
err on the side of concluding that it is not complete. In any case, suppose that a TPM
approach seems to be the best-fit approach initially. If at some point in the project
you come to the conclusion that your original choice was not correct and that parts
of the solution are indeed not represented in the RBS, you should consider changing
your choice to one of the Iterative or Adaptive approaches. Finally, when not even the
goalis clearly specified, an Extreme approach will be appropriate. In Part lll, you will
explore how these decisions are made in much more detail.
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Choosing among alternative solution directions is simplified Business
value is the great tie breaker when faced with competing alternatives from
which choices must be made. I have had experiences where a component
part didn’t seem to generate business value early on and so wasn't included,
but at some later iteration the team or client learned that it did and so was
included. So “when in doubt, leave it out” is a good practice as you build
out the details of a solution. If a component part can contribute business
value it will be discovered later in the project.

Provides for better use of scarce resources (money, time, and peo-
ple) Using this higher-order definition of a requirement there is a return
on investment from every part of the solution. The complex project is
filled with uncertainty and risk and knowing that your approach uses
available resources effectively and efficiently is reassuring to the client
and your management.

It is a working definition It is directly related to the expected business
value that will result from a successful project. These requirements can
be prioritized with respect to that business value.

Introducing Project Management Life Cycles

DEFINITION: PROJECT MANAGEMENT LIFE CYCLE (PMLC)

A project management life cycle (PMLC) is a sequence of five processes:

B scoping

H planning
B launching
B executing

B closing

the projects to which it applies. Each of the processes must be done at least once and
some may be repeated as necessary in some logical order.

To plan your journey, you need a project landscape that is simple and intuitive
and will remain valid despite the volatility of the business environment. The
project landscape will be your unchanging roadmap for further analysis and
action. For several years now, project management professionals have proclaimed,
“One size does not fit all.” If it did, the life of a project manager would be bor-
ing and this book would be less than 100 pages in length. Unfortunately (or
fortunately for those with an adventuresome spirit) being an effective project
manager is exhilarating and demanding of all your creative energies. A “one
size fits all” mentality doesn’t work and probably never worked.
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To help you build a decision-making model for choosing a project management
model, I first defined a very general project landscape. In this chapter I will drill
down in that landscape to a specific project management life cycle (PMLC) model,
and then discuss the tools, templates, and processes and their adaptation to the
specific characteristics of the project. You need to understand at the outset that
there are no silver bullets. Project management is not a matter of following a
recipe. Rather it is the ability to create and use recipes. I want you to be a chef
not just a cook. You are going to have to work hard to reach a point where you
can create recipes.

These process groups are defined in Chapter 5, “What Are Project
Management Process Groups?” The logical ordering of these processes is a
function of the characteristics of the project. This book defines five different
PMLC models. Each is constructed to meet the specific needs of a project
type to which it is aligned. To that end I defined the following five models
across the four quadrants:

m Quadrant 1: TPM—Linear and Incremental models
m Quadrant 2: APM—Iterative and Adaptive models
m Quadrant 3: xPM—Extreme model

m Quadrant 4: MPx—Extreme model

These five models form a continuum that ranges from certainty about the
solution (both the goal and solution are clearly defined) to some uncertainty
about the solution (the goal is clearly defined, but the solution is not clearly
defined) to major uncertainty about the solution (neither the goal nor solution
are clearly defined).

In Figure 2.1, certainty is measured with respect to requirements and solu-
tion. The less certain you are that you have clearly defined requirements and a
solution to match, the more you should choose an approach at the high uncer-
tainty end of the continuum. Once you understand the nature of the project to
be undertaken, you can confidently choose the model that offers the best chance
of a successful completion.

Figure 2.1 shows how the five PMLC models are distributed across the four
quadrants of projects that were defined in Chapter 1, “What Is a Project?”
Note that there is some overlap. It would seem that as the project solution
and its requirements becomes less clear, the best-fit PMLC could be chosen
from among Linear, Incremental, Iterative, Adaptive, or Extreme. That, in
fact, is the case. The decision as to which of these five PMLCs is best for the
project is based on factors that include solution clarity. For projects that are
near the boundaries of TPM and APM, you will always have a judgment call
to make as to which PMLC model is the best-fit model. In Chapter 15, “Com-
paring TPM and CPM Models,” the ramifications of that subjective decision
are described.
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Solution
Clear Not Clear
Complex
Project
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Incremental PMLC (02)
Linear PMLC

Figure 2.1: Five PMLC types

I'have practiced project management since 1963, which pre-dates the Project
Management Institute (PMI) by a few years. Across the years, I have seen project
management mature from a simple approach based mostly on Gantt charts and
critical paths to a multi-disciplined array of tools, templates, and processes tai-
lored to fit all types of situations. Project management is no longer just another
tool in the toolkit of an engineer. It is now a way of life as many businesses have
morphed themselves into some form of project-based organization. Although
there will continue to be applications for which the old ways are still appro-
priate, there is a whole new set of applications for which the old ways are totally
inappropriate. The paradigm must shift and is shifting. Take APM, for example,
which formally came on the scene in 2001 [Fowler and Highsmith, 2001]. It
represented a marked formal departure from the then-current practices. Any
company that hasn't embraced that shift is sure to risk losing project management
as a strategic asset and market share as a consequence. “Change or die” was
never a truer statement than it is today. From that humble introduction in 2001
has emerged an entire portfolio of project management types. Many of these
are mentioned in detail in Parts II and IIL.

Why do we need yet another way of managing projects? Don’'t we have enough
options already? Yes, there certainly are plenty of options, but projects still fail
at an unacceptably high rate. In the past, the efforts of project managers have
not been too fruitful. There are lots of reasons for that failure. I believe that
part of the reason is because we haven't yet completely defined, at a practical
and effective level, how to adjust our management approaches to embrace the
types of projects that we are being asked to manage in today’s business envi-
ronment. Too many project managers are trying in vain to put square pegs in
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round holes because all they have are square pegs. We need to approach project
management as the art and science that it truly is. Chapter 14, “Hybrid Project
Management Framework,” may be the answer we have sought for many years.
That means basing it on irrefutable principles and concepts and building on
those to produce a scientifically defined discipline.

To me the answer to our project management difficulties is obvious. Project man-
agers must open their minds to the basic principles on which project management
is based so as to accommodate change, avoid wasted dollars, avoid wasted
time, and protect market positions. “Lean” practices are emerging to handle
these difficulties, which are discussed in Chapter 12, “Agile Complex Project
Management Models,” and Chapter 13, “Extreme Complex Project Management
Models.” For as long as I can remember, I have been preaching that one size
does not fit all. The characteristics of the project must be the basis on which
project management approaches are defined. This concept has to be embedded
in your approach to project management. Your thinking must embrace a project
management approach that begins by choosing the best-fit PMLC model based
on the characteristics of the project at hand. The RBS is the artifact that will
allow you to do that. Then you can choose how that model should be adapted
to effectively manage the project.

Traditional Project Management Approaches

How could it be any better than to clearly know the goal and the solution? This
is the simplest of all possible project situations, but it is also the least likely to
occur in today’s fast-paced, continuously changing business world. Testimonial
data that  have gathered from all over the world suggests that about 20 percent
of all projects legitimately fall in the TPM quadrant. Projects that fall into the
TPM quadrant are familiar to the organization. Many infrastructure projects
will fall in the TPM quadrant. Perhaps they are similar to projects that have
been done several times before. There are no surprises. The client has clearly
specified the goal, and the project team has defined how they will reach that
goal. Little change is expected. There are different approaches that are in use
for such projects, and you will learn how to choose from among them the
approach that best fits your project. The limiting factor in the TPM plan-driven
approaches is that they are change-intolerant. They are focused on delivering
according to time and budget constraints, and rely more on compliance to plan
than on delivering business value. The plan is sacred, and conformance to it is
the hallmark of the successful project team. That has proven to be misdirected.

Because of the times we live in, the frequency of projects legitimately deliv-
ered via the TPM quadrant is diminishing rapidly. The simple projects have
all been done. The projects that remain in the TPM quadrant are those which
have been done many times before and well-established templates are prob-
ably in place. As TPM approaches are becoming less frequent, they are giving
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way to a whole new collection of approaches that are more client-focused and
deliver business value rather than strict adherence to a schedule and budget.

In addition to a clearly defined goal and solution, projects that correctly fall
into the TPM quadrant have several identifying characteristics as briefly iden-
tified in the following sections.

Low Complexity

Other than the fact that a low-complexity project really is simple, this characteristic
will often be attributable to the fact that the project rings of familiarity. It may
be a straightforward application of established business rules and therefore
take advantage of existing designs and coding. Because these projects have
been done many times, they will often depend on a relatively complete set of
templates for their execution. To the developer, it may look like a cut-and-paste
exercise.

Few Scope Change Requests

This is where TPM approaches get into trouble. The assumption is that the RBS
and WBS are relatively complete, and there will be few, if any, scope change
requests. Every scope change request requires that the following actions be taken:

= Someone needs to decide if the request warrants an analysis by a project
team member.

m The project manager must assign the request to the appropriate team
member.

m The assigned team member conducts the analysis and writes the Project
Impact Statement.

m The project manager informs the client of the recommendations.

m The project manager and client must make a decision as to whether the
change will be approved and if so how it will be accomplished.

m |f the scope change request is approved, the project scope, cost, schedule,
resource requirements, and client acceptance criteria are updated.

All of this takes time away from the team member’s schedule commitments.
Too many scope change requests and you see the effect they will have on the
project schedule. Furthermore, much of the time spent planning the project
before the request was made becomes non-value-added time.

So the answer to too-frequent scope change requests is some form of
management monitoring and control. Those management controls can be built
into every TPM, APM, xPM, and MPx approach but are different for each type
of project.
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Well-Understood Technology Infrastructure

A well-understood technology infrastructure is stable and will have been the
foundation for many projects in the past. That means the accompanying skills
and competencies to work with the technology infrastructure are well grounded
in the development teams. If the technology is new or not well understood by
the project team, there are alternative strategies for approaching the project.

Low Risk

The requirement for TPM projects is that their environment is known and pre-
dictable. There are no surprises. All that could happen to put the project at risk
has occurred in the past, and there are well-tested and well-used mitigation
strategies that can be used. Experience has rooted out all of the mistakes that
could be made. The client is confident that they have done a great job identifying
requirements, functions, and features, and they are not likely to change. The
project manager has anticipated and prepared for likely events (not including acts
of nature and other unavoidable occurrences). There will be few unanticipated
risks in TPM projects. That doesn’t mean you can skip the risk management
process in these projects. That will never be the case, regardless of the quadrant
the project occupies. However, the intensity, analysis, monitoring, and mitiga-
tion strategies will be different in each quadrant.

Experienced and Skilled Project Teams

Past projects can be good training grounds for project teams. Team members
will have had opportunities to learn or to enhance their skills and competencies
through project assignments. These skills and competencies are a critical suc-
cess factor in all projects. As the characteristics of the deliverables change, so
does the profile of the team that can be most effective in developing the deliv-
erables. TPM project teams can include less experienced team members and
project managers. They can be geographically dispersed and still be effective.

Plan-Driven TPM Projects

Because all of the information that could be known about the project is known
and considered stable, the appropriate PMLC model would be the one that gets
to the end as quickly as possible. Based on the requirements, desired function-
ality, and specific features, a complete project plan can be developed. It specifies
all of the work that is needed to meet the requirements, the scheduling of that
work, and the staff resources needed to deliver the planned work. TPM projects
are clearly plan-driven projects. Their success is measured by compliance and
delivery to that plan.
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Knowing this, you can use a TPM approach to managing such projects. For
example, you can build a complete Work Breakdown Structure (WBS) and from
that estimate duration, estimate resource requirements, construct the project
schedule, and write the project proposal. This is a nice neat package and seem-
ingly quite straightforward and simple. Oh, that the life of a project manager
were that simple. But it isn’t, and that’s where the real challenge comes in. You'll
see that later as I show how to adjust this quadrant for more complex project
situations discussed in Part III, “Complex Project Management.”

Testimonial data that I have gathered from more than 10,000 project man-
agers worldwide suggests that not more than 20 percent of all projects require
some form of TPM approach. The two models discussed in the subsections that
follow are special cases of the TPM approach.

Linear Project Management Life Cycle Model

I'start with the simplest TPM approach—the Linear PMLC model—as a foundation
for the variations presented in this section. Figure 2.2 illustrates a Linear model
approach to project management.

Monitor Close
Scope —> Plan > Llaunch [—> & lteration
Control

Figure 2.2: Linear PMLC model

Note that the five process groups are each executed once in the order shown in
the figure. There is no looping back to repeat a process group based on learning
from a later process group. This is a major weakness of all Linear PMLC models
in that knowledge gained from one process group, such as Launching, cannot
be used to revise and improve the deliverables from a previously completed
process group, such as Scoping. There is no going back to improve deliverables.
For example, suppose the project involves the development of a software appli-
cation. The Monitoring and Controlling Phase includes a systems development
life cycle, which might simply consist of Design, Build, Test, and Implement. That,
too, is done without going back to an earlier part of the systems development
life cycle, so an improved solution discovered during Build cannot be reflected
in a revised and improved Design. There is no going back.

So, you might argue that going back and improving the solution is in the best
interest of the client. It probably is, but if that is the possibility you are willing
to accept, why not make the decision at the beginning of the project and choose
a PMLC model that includes repeating process groups? And you have several
to choose from.

A scope change request from the client upsets the balance in the Linear PMLC
model schedule and perhaps the resource schedule as well. One or more of the
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team members must analyze the request and issue a Project Impact Statement.
(The Project Impact Statement is discussed in Chapter 9, “How to Execute a TPM
Project.”) This takes one or more team members away from their scheduled
project work, potentially putting the project behind schedule.

You can always choose to use a Linear PMLC, but if a better choice was another
PMLC, you are in for a rough ride.

m The Linear PMLC model is change constrained.

Incremental Project Management Life Cycle Model

On the surface, the only difference between the Linear and Incremental approaches
is that the deliverables in the Incremental approach are released according to a
schedule. That is, a partial solution is initially released, and then at some later
point in time, additional parts of the solution are added to the initial release to
form a more complete solution. Subsequent releases add to the solution until the
final increment releases the complete solution. The decision to use an Incremental
PMLC model over the Linear PMLC model is a market-driven decision. In both
models, the complete solution is known at the outset. Getting a partial solution
into the market is viewed as a way to get an early entry position and therefore
create some leverage for generating increased market share.

All of this incremental release happens in a linear fashion, as shown in
Figure 2.3, so that in the end, the solution is the same as if a Linear PMLC model
had been followed. Ideally, the project ends with the same deliverables and at
approximately the same time. There is some additional management overhead
associated with the Incremental PMLC model, so those projects will finish later
than the Linear PMLC model.

Monitor
Launch Close Close
Scope > Plan |> —> & Control || R
p Increment [ncrement Increment Project

A

Figure 2.3: Incremental PMLC model

The sequences of Launch Increment through Next Increment decision boxes
are strung out in series over time.

A more in-depth investigation would show that significant differences exist
between the Incremental PMLC model and the Linear PMLC model. The fol-
lowing two are worth mentioning;:

m The first difference has to do with scope change requests. In the Linear
PMLC model, these are not expected or encouraged. As a hedge against
the time they require, management reserve is often added to the end of
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the schedule. See Chapter 7, “How to Plan a TPM Project,” for a discussion
of management reserve. Because of the structure of the Incremental PMLC
model, change is actually encouraged. It happens in a subtle and unsus-
pecting way. The initial release of a partial solution gives the client and
the end user an opportunity to experiment with the partial solution in a
production scenario and find areas that could be improved. That encour-
ages change requests. A smart project manager will build schedule con-
tingencies into the plan in the event of these scope change requests.

m The second difference is related to how the full solution is decomposed
into partial solutions whose development would then be planned in a
sequential fashion and released in that same order. The release schedule
needs to be consistent with the dependencies that exist between each
partial solution. To be clear, what if a particular release depended upon
the features and functions scheduled for development in a later release?
There goes the integrity of the release schedule. Extensive re-planning
often follows, significantly changing the release schedule.

m The Incremental PMLC model encourages unwanted scope change.

Agile Project Management Approaches

What about cases where what is needed is clearly defined but how to produce
it isn’t at all that obvious? These are complex projects and occupy a space in
the landscape somewhere between traditional and extreme projects. Many
managers have observed that the vast majority of their projects are a closer fit
to APM approaches than either TPM or xPM approaches. Clearly TPM won't
work when the solution is not known. For TPM to work, you need complete
requirements and a detailed plan. But if you don’t know how you will get what
is needed, how can you generate a detailed plan? Projects that correctly use an
APM approach have several defining characteristics as briefly identified in the
sections that follow.

A Critical Problem without a Known Solution

These are projects that must be done. You have no choice. Because there is no
known solution, a TPM approach, which requires a complete RBS and WBS,
will not work. Despite the realities, it amuses me how many project managers
try to use a hammer when a screwdriver is needed (maybe some of them only
have hammers). The only approaches that make sense are those that enable
you to discover an acceptable solution by doing the project. These projects fly
in the face of all of the traditional practices of project management. Executives
are uncomfortable with this situation because all of the valid agile approaches
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have variable scope. Resources are being requested without knowing what final
product will be delivered and if it has the requisite business value.

A Previously Untapped Business Opportunity

In these types of projects, the company is losing out on a business opportunity
and must find a way to take advantage of it through a new or revamped product
or service offering. The question is what is that business opportunity and how
can you take advantage of it? Here very little of the solution is known.

Change-Driven APM Projects

Whereas TPM projects were plan-driven, APM projects are change-driven. This
is a significant difference. TPM projects are change constrained and changes
give rise to wasted time and resources due to the need to revise plans. APM pro-
jects cannot succeed without change. APM projects utilize just-in-time planning
models. They don't waste resources and are “lean” in that sense.

APM Projects Are Critical to the Organization

You should have guessed by now that an APM project can be very high risk.
If previous attempts to solve the problem have failed, it means the problem is
complex and there may not be an acceptable solution. The organization will
just have to live with that reality and make the best of it. Projects to find that
elusive solution might work better if they are focused on parts of the problem
or if approached as process-improvement projects.

Meaningful Client Involvement Is Essential

The solution will be discovered only if the client and the development team
meaningfully collaborate in an open and honest environment. For the client
this means fully participating with the project team and a willingness to learn
how to be a client in an agile world. For the development team this means a
willingness to learn about the client’s business and how to communicate in
their language. For the project manager this means preparing both the client
team and the development team to work together in an open and collaborative
environment. It also means that the project manager will have to share respon-
sibility and leadership with a client manager.

My project governance model is a co-project manager model. See Chapter 4,
“What Is a Collaborative Project Team?” for more details. I share project management
with the client representative. This could be the client manager or a senior business
analyst assigned to the business unit. I have found that this fosters ownership on
the part of the client and that is important to implementation success.
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APM Projects Use Small Co-located Teams

If the project requires a team of more than 30 professionals, you probably should
partition the project into several smaller projects with more limited scopes. As
a rule, APM approaches do not scale well. To manage a 30+ project team, par-
tition it into smaller teams, with each of these teams being responsible for part
of the scope. Set up a temporary program office to manage and coordinate the
work of the smaller project teams.

Two model types fall into the APM quadrant. The first is the Iterative PMLC
model. It is appropriate to use with projects for which some of the features are
missing or not clearly defined. When the solution is less clearly specified—
functions as well as features are missing or not clearly defined—then the best-fit
choice favors using the other model type: the Adaptive PMLC model.

There are various Iterative and Adaptive approaches to managing APM pro-
jects. Imagine a continuum of projects that range from situations where almost
all of the solution is clearly and completely defined to situations where very
little of the solution is clearly and completely defined. This is the range of pro-
jects that occupy the APM quadrant. As you give some thought to where your
projects fall in this quadrant, consider the possibility that many, if not most, of
your projects are really APM projects. If that is the case, shouldn’t you also be
considering using an approach to managing these projects that accommodates
the goal and solution characteristics of the project rather than trying to force-
tit some other approach that was designed for projects with much different
characteristics?

I contend that the Iterative and Adaptive classes of APM projects are continu-
ously growing. I make it a practice at all “rubber chicken” dinner presentations
to ask about the frequency with which the attendees encounter APM projects.
With very small variances in their responses, they say that at least 70 percent
of all their projects are APM projects, 20 percent are TPM projects, and the
remaining 10 percent is split between xPM and MPx projects. Unfortunately,
many project managers try to apply TPM approaches (maybe because that is all
they have in their project management arsenal) to APM projects and meet with
very little success. The results have ranged from mediocre success to outright
failure. APM projects present a different set of challenges and need a different
approach. TPM approaches simply will not work with APM projects. For years
I have advocated that the approach to the project must be driven by the char-
acteristics of the project. I find it puzzling that we define a project as a unique
experience that has never happened before and will never happen again under
the same set of circumstances, but we make no assertion that the appropriate
project management approach for these unique projects will also be unique. I
would say that the project management approach is unique up to a point. Its
uniqueness is constrained to using a set of validated and certified tools, tem-
plates, and processes. To not establish such a boundary on how you can manage
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a project would be chaotic. Plus, the organization could never be a learning
organization when it comes to project management processes and practices.

It bears repeating: We define a project as a unique experience that has
never happened before and will never happen again under the same set of circum-
stances, but we make no assertion that the appropriate project management approach
for those unique projects will also be unique. Don’t you find that to be puzzling?

As the solution moves from those that are clearly specified toward those that
are not clearly specified, you move through a number of situations that require
different handling. For example, suppose only some minor aspects of the solu-
tion are not known, say the background and font color for the login screens.
How would you proceed? An approach that includes as much of the solution
as is known at the time should work quite well. That approach would allow the
client to examine, in the sense of a production prototype, what is in the solution
in an attempt to discover what is not in the solution but should be. At the other
end of the APM quadrant, when very little is known about the solution, pro-
jects have higher risk than those where a larger part of the solution is known. A
solution is needed, and it is important that a solution be found. How would you
proceed? What is needed is an approach that is designed to learn and discover
most of the solution. Somehow that approach must start with what is known
and reach out to what is not known. In Chapter 14, “Hybrid Project Management
Framework,” I will share a process that I developed called Effective Complex
Project Management Framework (ECPM). ECPM is the only APM PMLC model
I know of that includes work streams designed specifically to discover rather
than implement aspects of the solution. I call these work streams “Probative
Swim Lanes.” They are defined and fully discussed in Chapter 14.

There are several approaches to APM projects. These approaches all have
one thing in common—you cannot build a complete WBS without guessing.
Because guessing is unacceptable in good project planning, you have to choose
an approach designed to work in the absence of the complete WBS. All APM
approaches are structured so that you will be able to learn and discover the
missing parts of the solution. As these missing parts are discovered, they are
integrated into the solution. There are two distinct PMLC models for use in
APM projects: Iterative PMLC models and Adaptive PMLC models. The choice
of which model to use depends somewhat on the initial degree of uncertainty
you have about the solution.

Iterative Project Management Life Cycle Model

As soon as any of the details of a solution are not clearly defined or perhaps
are even missing, you should favor some form of Iterative PMLC model. For
software development projects, the most popular models are Evolutionary
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Development Waterfall, Scrum, Rational Unified Process (RUP), and Dynamic
Systems Development Method (DSDM). See Appendix D for references to all
four models. The Iterative PMLC model is shown in Figure 2.4.

Monitor
Plan Launch Close Close
Scope | I . > & Control > . .
Iteration Iteration lteration Iteration Project
A

Figure 2.4: Iterative PMLC model

You might notice that this is quite similar to production prototyping. That is,
a working solution is delivered from every iteration. The objective is to show
the client an intermediate and perhaps incomplete solution and ask them for
feedback on changes or additions they would like to see. Those changes are
integrated into the prototype, and another incomplete solution is produced.
This process repeats itself until either the client is satisfied and has no further
changes to recommend or the budget and/or time runs out. The Iterative PMLC
model differs from the Incremental PMLC model in that change is expected. In
fact, change is a necessary part of this model.

Iterative PMLCs definitely fit the class of projects that provide opportunity
to learn and discover. In Figure 2.4, the learning and discovering experience
takes place as part of each feedback loop. With each iteration, more and more of
the breadth and depth of the solution is produced. That follows from the client
having an opportunity to work with the current solution and give feedback to
the project team. The assumption is that the client learns and discovers more
details about the solution from the current iteration. In the prototyping mode, the
development team usually takes client input and presents alternatives in
the next version of the prototype. As you can see, there is a strong collaborative
environment in APM approaches that is usually not present and not required
in TPM approaches.

Adaptive Project Management Life Cycle Model

The next step away from a complete solution is the Adaptive PMLC model.
Here the missing pieces of the solution extend to functionality that is missing
or not clearly defined. At the extreme end of the APM, part of the landscape
would be projects where almost nothing about the solution is known. In other
words, the less you know about the solution, the more likely you will choose
an Adaptive PMLC model over an Iterative PMLC model. Unfortunately, all of
the current Adaptive PMLC models were designed for software development
projects. Because not all projects are software development projects, that left a
giant gap in the PMLC model continuum. In my consulting practice, this was
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a serious shortcoming in the Agile space and led me to develop the ECPM
Framework for application to any type of project. ECPM is an APM approach
that spans the gap between TPM and xPM approaches for all types of projects. I
have successfully used ECPM on product development, business process design,
and process improvement projects. Chapter 14, “Hybrid Project Management
Framework,” discusses the ECPM Framework in detail.

m Scope is variable in all Agile PMLC models.

Figure 2.5 is a graphic portrayal of how the Adaptive PMLC is structured.
At the process group level, it is identical to the Iterative PMLC model. Within
each process group, the differences will become obvious. Chapter 12, “Agile
Complex Project Management Models,” covers the Adaptive PMLC model in
considerable detail.

Monitor
Plan Launch Close Close
Scope | > > & Control || .
Cycle Cycle Cycle Cycle No Project

A Yes

Figure 2.5: Adaptive PMLC model

Extreme Project Management Approach

The third model type arises in those projects whose solution and goal are not
known or not clearly defined. Here you are in the world of pure R&D, new
product development, and process improvement projects. These are high-risk,
high-change projects. In many cases, they are also high-speed projects. Failure
rates are often very high.

When so little is known about the goal and solution, you might be concerned
about how to approach such projects. What tools, templates, and processes will
work in these cases? Will any of them work? This can be a high-anxiety time
for all but the most courageous, risk-taking, flexible, and creative project teams.
Very heavy client involvement is essential. When you are venturing into the
great unknown, you won't get very far unless an expert (the client) is standing
at your side.

What do you do if what is needed is not clearly defined? What if it isn’t defined
at all? Many have tried to force-fit the traditional approach into these situations,
and it flat-out doesn’t work. xPM is designed to handle projects whose goal can
only be fuzzily defined or really not defined at all. Building a Business-to-Business
(B2B) website with no further specification is an excellent example. Much like
the early stages of an R&D project, building the B2B website starts out with a
guess, or maybe several guesses. As the project commences, the client reflects
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upon the alternatives chosen and gives some direction to the development team.
This process repeats itself. Either the partial solution converges on a satisfactory
solution, or it is killed along the way. In most cases, there is no fixed budget or
time line. Obviously, the client wants it completed ASAP for as little as possible.
Furthermore, the lack of a clear goal and solution exposes the project to a lot
of change. Unfortunately, the nature of this project does not lend itself to fixed
time and cost constraints.

Chapter 13, “Extreme Complex Project Management Models,” defines the
xPM project and provides a detailed view of the phases that constitute the xPM
PMLC model.

The xPM Project Is a Research and Development Project

The goal of an R&D project may be little more than a guess at a desired end state.
Whether it is achievable and to what specificity are questions to be answered by
doing the project. In this type of XPM project, you are trying to establish some
future state through some enabling solution. Because you don’t know what
the final solution will be, you cannot possibly know what the goal will be. The
hope is that the goal can be achieved with a solution and that the two together
deliver acceptable business value.

The xPM Project Is Very High Risk

Any journey into the great unknown is fraught with risk. In the case of an xPM
project, it is the risk of project failure and that is very high. In some cases, the
goal may be nothing more than a desirable end state and not achievable given
current technologies. What can be achieved may be a very different statement
than the original goal statement. Whatever goal can be achieved, the cost of
the solution may be prohibitive. The direction that was chosen to find the solu-
tion may be the wrong direction entirely and can only result in failure. If the
project management process can detect that early, it will save money and time.
Chapter 14, “Hybrid Project Management Framework,” defines an acceptable
approach.

Failure is difficult to define in an XPM project. For example, the project may
not solve the original problem, but it may deliver a product that has uses else-
where. The 3M Post-it Note Project is one such example. Nearly 7 years after the
project to develop an adhesive with certain temporary sticking properties failed
(that was an xPM project), an engineer discovered an application that resulted
in the Post-it Note product (that was an MPx project).

xPM extends to the remotest boundaries of the project landscape. xPM proj-
ects are those projects whose goal and solution cannot be clearly defined. For
example, R&D projects are xXPM projects. What little planning is done is done just
in time, and the project proceeds through several phases until it converges on
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an acceptable goal and solution. Clearly the PMLC for an xPM project requires
maximum flexibility for the project team, in contrast to the PMLC for a TPM
project, which requires adherence to a defined process. If instead, there isn’t
any prospect of goal and solution convergence, the client may pull the plug and
cancel the project at any time and save the remaining resources for alternative
approaches.

If goal clarity is not possible at the beginning of the project, the situation is
much like a pure R&D project. Now how would you proceed? In this case, you
use an approach that clarifies the goal and contributes to the solution at the
same time. The approach must embrace a number of concurrent Probative Swim
Lanes. Concurrent Probative Swim Lanes might be the most likely ones that can
accomplish goal clarification and the solution set at the same time. Depending on
time, budget, and staff resources, these probes might be pursued sequentially or
concurrently. Alternatively, the probes might eliminate and narrow the domain
of feasible goal/solution pairs. Clearly, xPM projects are an entirely different
class of projects and require a different approach to be successful.

The goal is often not much more than a guess at a desired end state with the
hope that a solution to achieve it can be found. In most cases, some modified
version of the goal statement is achieved. In other words, the goal and the solu-
tion converge on something that hopefully has business value.

In addition to a goal and solution where neither one is clearly defined, projects
that correctly fall into xXPM have several identifying characteristics as briefly
identified in the sections that follow.

The Extreme Model

By its very nature, xPM is unstructured. It is designed to handle projects with
“fuzzy goals” or goals that cannot be defined because of the exploratory nature
of the extreme project. The theme here is that the learning and discovery take
place between the client and the development team in each phase, thus moving
the project forward. Note that the major difference between APM and xPM
PMLC models is the use of the Scope Process Group. In an APM project, scope
is done once at the beginning of the project. That flows mostly from the fact that
the goal is clearly defined. In the xPM project, scope is adjusted at each phase.
That follows from the fact that the goal can change.
The Extreme PMLC model is shown in Figure 2.6.
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Figure 2.6: Extreme PMLC model
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Similar to APM PMLC models, the Extreme PMLC model is iterative. It iterates in
an unspecified number of short phases (1- to 4-week phase lengths are typical)
in search of the solution (and the goal). It may find an acceptable solution, or it
may be canceled before any solution is reached. It is distinguished from APM
in that the goal is unknown, or, at most, someone has a vague but unspecified
notion of what the goal consists of. Such a client might say, “I'll know it when I
see it.” That isn’t a new revelation to experienced project managers—they have
heard this many times before. Nevertheless, it is their job to find the solution
(with the client’s help, of course).

xPM is further distinguished from APM in that xPM requires the client
to be more involved within and between phases. In many xPM projects, the
client takes a leadership position instead of the collaborative position they
took in APM projects. Drug research provides a good example. Suppose, for
example, that the goal is to find a natural food additive that will eliminate
the common cold. This is a wide-open project. Constraining the project to a
fixed budget or fixed time line makes no sense whatsoever. More than likely,
the project team will begin by choosing some investigative direction or direc-
tions and hope that intermediate findings and results will accomplish the
following two things:

m The just-finished phase will point to a more informed and productive
direction for the next and future phases. In other words, xPM includes
learning and discovery experiences just as APM does.

= Most important of all is that the funding agent will see this learning and
discovery as potentially rewarding and will decide to continue the fund-
ing support.

There is no constraining Scope Triangle in xPM as there is in TPM and
APM projects. Recall that TPM and APM projects have time and funding
constraints that were meaningful. “Put a man on the moon and return him
safely by the end of the decade” is pretty specific. It has a built-in stopping
rule. When the money or the time runs out, the project is over. xPM does
have stopping rules, but they are very different. An xPM project stops when
one of the following occurs:

m The project is over when a solution and the goal it supports are found and
they both make business sense. Success!

m The project is over when the sponsor is not willing to continue the fund-
ing. The sponsor might withdraw the funding because the project is not
making any meaningful progress or is not converging on an acceptable
solution. In other words, the project is killed. Failure! But all is not over. It
is common to restart such projects but to search for a solution in a different
direction.
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m It is not uncommon for Extreme PMLC models to be looking for solu-
tions in all the wrong places.

Emertxe Project Management Approach

The solution is known, but the goal is not. Don’t be tempted to dismiss this as
the ranting of professional service firms who have the answer to your problem.
They are out there, and you probably know who they are. All you have to do is
state your problem, and they will come to your rescue armed with their one-
size-fits-all solution! That is not where I am going with this discussion.

MPx projects are a type of R&D project but in reverse. When you think of an
R&D project, you think of some desired end state and the project has to figure
out if and how that end state might be reached. In so doing, it might be necessary
to modify the end state. So for the MPx project, you reverse the R&D situation.
You have some type of solution, but you have not yet discovered an application
for that solution (unknown goal). You hope to find an application that can be
achieved through some modification of the solution. You are successful if the
application has business value.

Figure 2.6 works for both the xPM and MPx project.

Note here that each phase is a complete project in its own right. Scoping starts
each phase, and the decision to begin another phase ends the current phase. In
an MPx project, phase and project are basically identical.

m Emertxe PMLC models will usually find a goal, but most often that
goal will not deliver acceptable business value. Don’t be lured in by the technology
and lose sight of making a good business decision.

These approaches are for MPx projects whose solution is completely and
clearly defined but whose goal is not. This sounds like nonsense, but actu-
ally it isn’t. (Just trust me for now—I'll return to this approach in Chapter 13,
“Extreme Complex Project Management Models.”) I find it easiest to think of
these projects as a backward version of an extreme project, hence the name
“Emertxe” (pronounced ee-MERT-see). The solution or a variant of it is used to
help converge on a goal that it can support and that hopefully delivers accept-
able business value. So rather than looking for a solution as in the xXPM project,
you are looking for a goal.

You have the solution; now all you need is to find the problem it solves. This
is the stuff that academic articles are often made of, but that’s okay. It’s a type
of R&D project but in reverse. Post your solution and hope somebody responds
with a problem that fits it. It has happened. Take the 3M Post-it Note saga, for
example. The product sat on the shelf for several years before someone stumbled
onto an application. The rest is history. Major drug research firms encounter
these projects often.
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In addition to a goal that is not clearly defined and solution that is clearly
defined, projects that correctly fall into the MPx category have several identi-
fying characteristics as briefly identified in the sections that follow.

A New Technology without a Known Application

I'm reminded of the Radio Frequency Identification (RFID) technology for reading
coded information embedded in an object as it moved down a conveyor belt
and routing the object to a destination based on the encoded information found.
When RFID was first announced, several warehouse applications came to mind.
One of the largest retailers in the world commissioned a project team to find
applications for RFID in its logistics and supply chain management systems.
The technology was only about 70 percent accurate at the time, and the team
concluded that it would have good business value if only the accuracy could be
significantly improved. That has since happened, and RFID is now commonly
used in warehousing and distribution operations.

A Solution Out Looking for a Problem to Solve

Commercial off-the-shelf application software provides several examples of these
situations. For example, say a new Human Resources Management System (HRMS)
or Human Resource Information System (HRIS) has just been introduced to the
commercial software market by a major software manufacturer. Your project is
to evaluate it for possible fit in the new HRMS/HRIS design that has just been
approved by your senior management team. Among all MPx projects, this example
is the simplest case. You already know the application area. What you need to find
out is the degree of fit and business value. At the other extreme would be to have
something whose application is not known. A juice taken from the root of some
strange Amazon tree would be an example of a more complex situation. The project
is to find an application for the juice that has sufficient business value.

Hybrid Project Management Approach

There is strong evidence that the practitioner community is practicing a differ-
ent project management discipline than we have been led to believe. In a recent
survey Mark Mulally [Mulally, 2017] estimated that about 2% of the surveyed
companies practice project management at CMMI Level 2 Maturity with very few
at higher levels. Most of the other 98% must be practicing “Do It Yourself” project
management. My guess is that most of that is informal, perhaps spontaneous
and certainly not in keeping with accepted practices. Figure 2.7 is my way of
characterizing what they are doing. Their Hybrid PMLC is a concatenation of
pieces and parts taken from their versions of Traditional, Agile, and Extreme
PMLC:s. If it works, do it!
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Figure 2.7: Hybrid Project Management

Recap of PMLC Models

The five PMLC models bear a closer look and comparison. If you have been
counting, you expected to see six PMLC models. Because the xPM PMLC and
MPx PMLC models are identical, there are really only five distinct PMLC models.
Figure 2.8 gives you that view.

TRADITIONAL
. Monitor .| Close
Linear Scope —>| Plan ——| Launch —>1 & Control Project
Launch Monitor Close Next Close
TR Scope Plan Increment| | & Control [ Increment Increment Project
AGILE
. Plan Launch Monitor Close Next Close
Iterative Scope Iteration| Iteration > & Gontrol Iteration Iteration Project
. Plan Launch Monitor Close Close
Adaptive Scope —> Cycle [ | Cycle [ >|&Control [ >| Cycle N Project
1 Y
EXTREME
Scope Plan Launch Monitor Close Next Close
A Phase Phase Phase & Control Phase Phase N Project

! v

Figure 2.8: The five PMLC models




Chapter 2 = What Is Project Management?

57

There is a very simple and intuitive pattern across the life cycle when viewed at
the process group level. A note on terminology before I proceed. In the APM and
xPM approaches, I use the terms iteration, cycle, and phase to distinguish between
the Iterative, Adaptive, and Extreme model types, respectively. I'll need that later
on in the discussion to clarify what I am referring to. To reinforce your under-
standing of the PMLC models, I want to point out their similarities and differences.

Similarities between the PMLC Models

Their similarities are as follows:

m All five process groups are used in each PMLC model.
m Each PMLC model begins with a Scope Process Group.
m Each PMLC model ends with a Close Process Group.

Differences between the PMLC Models

Their differences are evident when viewed from the degree of solution uncer-
tainty, as follows:

m The models form a natural ordering (Linear, Incremental, Iterative, Adaptive,
Extreme) by degree of solution uncertainty.

m The processes that form repetitive groups recognize the effect of increasing
uncertainty as you traverse the natural ordering. Those groups move more
toward the beginning of the life cycle as uncertainty increases.

m Complete project planning is replaced by just-in-time project planning as
the degree of uncertainty increases.

m Risk management becomes more significant as the degree of solution
uncertainty increases.

m The need for meaningful client involvement increases as the degree of
solution uncertainty increases.

Choosing the Best-Fit PMLC Model

Choosing and adapting the best-fit PMLC model is a subjective decision based
on several variables. Figure 2.9 is a display of the decision process.

Part I1I, “Complex Project Management,” and Chapter 15, “Comparing TPM
and CPM Models,” discuss the details further. It is sufficient at this point to be
aware of the fact that having chosen a specific project approach you are not yet
prepared to begin the project. Specific internal and external factors will have
to be taken into account and final adjustments to that approach made. These
are discussed throughout Part III.
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Figure 2.9: PMLC model choice process

Although you may have easily arrived at a best-fit approach and best-fit
PMLC model based on the confidence you have with the RBS and the degree
of completeness of the WBS, there is more work to be done before you can pro-
ceed with the project. First you have to assess the impact, if any, of a number of
other factors. These are discussed in the following sections. Second, you have
to make the necessary adjustments to the chosen PMLC model to account for
that impact. These are discussed in Chapter 14, “Hybrid Project Management
Framework.” The factors that I'm talking about here are those that might affect,
and even change, your choice of the best-fit PMLC model. For example, if the
PMLC model requires meaningful client involvement, and you have never been
able to get that, what would you do? You'll examine the options in the chapters
of Part III. For now, I want to take a look at those other factors and how they
might impact the PMLC model.

Total Cost

As the total cost of the project increases, so does its business value and so does
its risk. Whatever PMLC model you have chosen, you might want to place more
emphasis on the risk management plan than is called for in the chosen model.
If one of the team members isn't already responsible for managing risk, appoint
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someone. Losses are positively correlated with the total cost, so you should be
able to justify spending more on your mitigation efforts than you would for a
project of lesser cost.

Duration

A longer duration project brings with it a higher likelihood of change, staff
turnover, and project priority adjustments. None of these are for the good of
the project. Pay more attention to your scope change management plan and
the Scope Bank (see Chapter 14, “Hybrid Project Management Framework”). The
Scope Bank contains all of the suggested ideas for change that have not been
acted upon and the total labor time available for their integration into the solu-
tion. Make sure the client understands the implications of the Scope Bank and
how to manage their own scope change requests. Staff turnover can be very
problematic. Put more emphasis on the mitigation plans for dealing with staff
turnover. Project priority changes are beyond your control. The only thing you
control is the deliverables schedule. That needs to be on an aggressive schedule
to the extent possible.

Market Stability

Any venture into a volatile market is going to be risky. You could postpone the
project until the market stabilizes, or you could go forward but with some cau-
tion. One way to protect the project would be to implement deliverables incre-
mentally. A timebox comprising shorter increments than originally planned
might make sense, too. As each increment is implemented, revisit the decision
to continue or postpone the project.

Technology

We all know that technology is changing at an increasing rate. It is not only dif-
ficult to keep up with it, but it is difficult to leverage it to your best advantage. If
the current technology works, stick with it. If the new technology will leverage
you in the market, you might want to wait but make sure you can integrate it
when it is available. Don't forget that the competition will be doing the same,
so rapid response is to your advantage.

Business Climate

The more volatile the business climate, the shorter the total project duration
should be. For APM projects, the cycle timeboxes could also be shorter than
typically planned. Partial solution releases will have a higher priority than they
would in business climates that are more stable.
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Number of Departments Affected

As the number of departments that affect or are affected by the project increases,
the dynamics of the project change. That change begins with requirements
gathering. The needs of several departments will have to be taken into account.
Here are three possible outcomes you need to consider:

m The first possible outcome is scope creep during the project scoping pro-
cess. Each department will have its list of “must haves” and “wouldn't it
be nice to haves.” Not all of these will be compatible across departments,
but one thing is for certain: these differences will cause scope creep. You
may have to think about versioning the project—that is, decomposing it
into several versions or releases.

m The second possible outcome is a higher incidence of “needs contention,”
which means the needs from two or more departments may contradict
one another. You will have to resolve the conflicts as part of validating
requirements.

m The third possible outcome impacts the PMLC model. As the project
becomes more of an enterprise-wide project, the likelihood of the
project becoming a multiple team project increases.

Organizational Environment

If your company announces reorganizations and changes in senior-management
responsibilities quite frequently you have a problem. The single most-frequent
reason for project failures as reported in the past several Standish Group (“The
Standish Group was formed in 1985, with a vision. It was to collect case information
on real-life IT failures and environments.”) surveys is lack of executive-level
support. That includes loss of support resulting from company reorganiza-
tion. For example, say a sponsor who was very enthusiastic about your project,
and a strong and visible champion for you, has been replaced. Does your new
sponsor feel the same? If so, you dodged a bullet. If not, you have a very serious
problem to contend with, and you will need to amend the risk list and provide
suggested mitigation strategies.

Team Skills and Competencies

The types of skilled professionals you ask for in your plan are often not what
you eventually get. It’s almost like availability is treated as a skill! One of the
principles I follow in proposing resource requirements is to ask for the “B” player
and build my plan on the assumption that that is what I will get. Requesting
the “A” player can only lead to disappointment when a “B” or even a “C’ player
shows up. In general, TPM projects can handle a team of “B’ players, and they
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don’t even have to be co-located. APM projects are different. They use two dif-
ferent PMLCs. When you are missing some of the features of the solution, “B”
players, with supervision, will often suffice. When you are missing some of the
functions of the solution, you would prefer “A” players, but you may be able to
work with a few “B” players under supervision. The less you know about the
solution, the more you are going to have to staff your project with “A” players
or at least with team members who can work independently.

Discussion Questions

1. Consider a project management methodology that specifies only the six
questions stated in the “Understanding the Fundamentals of Project
Management” section of this chapter. All that is required of the project
manager and client is to provide answers to those six questions. Could
this approach be made to work? If yes, how? If not, why not?

2. Discuss ways in which scope creep occurred on projects with which you
have been associated. Was the project manager able to reverse scope creep?
Is it possible to reverse scope creep? Defend your yes or no answer.

3. Compare and contrast the PMI and business value definitions of project
management. Include a list of advantages and disadvantages of each.

4. For each of the five PMLC models, identify the specific points where client
involvement is needed. What specific actions would you take as project
manager to ensure that involvement?

5. Where in each of the five PMLC models would you expect the most failures
occur? Defend your answer.

6. Where in each of the five PMLC models would you expect the greatest
risk? What mitigation strategies would you consider? Defend your choices.

7. For each of the five PMLC models, identify a project from your experience
that would seem to have been a good fit. Would using that PMLC for that
project have improved the outcome? Why?

CASE STUDY

Referring to the PDQ Case Study, what PMLC model would you use for each of the six
subsystems (Order Entry, Order Submit, Logistics, Routing, Inventory Management,
and Pizza Factory Locator)? Defend your choices.



What Is Strategic Project
Management?

CHAPTER LEARNING OBJECTIVES

After reading and discussing this chapter, you will be able to

>

Understand the complex business environment and the evolving roles
and responsibilities of complex project management within that
environment.

Discuss the Objectives/Strategies/ Tactics model and how it links complex
project management to the strategic plan of the enterprise.

Have a working knowledge of the project landscape, the four types of
projects that populate that landscape, and the ability to classify a project
into the appropriate quadrant.

Be able to explain the Enterprise Project Portfolio Model (EPPM).

Know the complexity and uncertainty of management decision-making
within the EPPM.

Understand the connection between projects and the need to maximize
the return from effective resource utilization.

Appreciate the constraining impact of resource dependencies on the scope
and scheduling of projects, programs, and portfolios.

Define the RASCI Matrix and see it as a foundation for understanding the
actualization of the EPPM.

Effective Project Management: Traditional, Agile, Extreme, Hybrid, Eighth Edition.
Robert K. Wysocki.
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This chapter introduces the Enterprise Project Portfolio Management (EPPM)
Model. A project-based enterprise is not new, but what is new is a practical gov-
ernance model for a project-based enterprise. This is the first book to do so and
it is introduced in this chapter.

Historically books on project management assume the existence of a project
with little discussion of where that project came from; the business valida-
tion and expected business value; and why there is even a project and how to
manage it within the constraints of other projects, programs, and portfolios of
the enterprise. In effect, projects are treated as if they were islands unto them-
selves and independent of external constraints and factors. For example, project
management methodologies discuss project planning independent of any con-
straints imposed by other projects. Nothing could be further from the truth! A
holistic view of the project within the enterprise environment is essential if one
really wants to assess the business value of a project in the face of other projects
competing for those same resources.

There are certainly situations where that is appropriate, but there is another
world to consider—the enterprise level. Imbedding the project into an enterprise
context introduces a number of factors external to the project that impact the
project life span. Many of those factors are related to the generation of business
value, resource capacity, and resource availability.

The project, program, and portfolio managers must be aware of the stra-
tegic plan of the enterprise because all of their responsibilities will align with
that plan. They need to adjust their processes and procedures to conform
with that alignment.

Definition of Strategic Project Management

The project world has been called a VUCA World [Johansen, 2012]. VUCA stands
for: Volatility, Uncertainty, Complexity, and Ambiguity.

To be successful in today’s complex project world calls upon the sponsor,
project manager, development team, client manager, and client team to forge
a partnership that is very different than the one that characterized the project
management models dating from the 1960s. In this chapter, we establish today’s
project world and provide a basis for crafting project management approaches
that make sense, given the vagaries and dynamics of the business situation.

Projects cannot be viewed as islands unto themselves any longer. Projects
are investments aligned to the strategic plan of the enterprise, and for com-
pleteness must be approved and managed within that context. In this holistic
view of projects, programs, and portfolios, they are then seen as enablers of the
strategic plan and their tactics are the projects that have been approved for their
execution. Their decision environment is also holistic, and for many, that will
be a revelation. The Hybrid Project Management (HPM) Framework prepares
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these managers to function effectively from the tactical, to the operational, to
the strategic levels. That is a unique characteristic of the HPM Framework.
Project management has always been labeled as an enabler of the firm’s strategy;
however, in the complex project landscape project management can collaborate
with business management to formulate strategy. That is the domain of stra-
tegic project management. Some have even labeled it Strategic Project Business
Management [Bowles, 2007].

So, we will begin our journey with an understanding of the business envi-
ronment from the top and continue to drill down into that environment until
we reach the individual project level.

At the project level, we will establish the project landscape and project
management types, and specific PMLC Model Templates. This is the foundation
on which an enterprise can build a version of the HPM Framework specific to
their needs.

The Business Environment: A View from the Top

The contemporary project environment is characterized by high speed, high change,
lower costs, complexity, uncertainty, and a host of other factors. This presents
a daunting challenge to the C-level managers and their project managers, who
are the enablers of the tactics that comprise the strategic plan of the enterprise.

Figure 3.1 illustrates the business environment from the highest levels, down to
and including the project level. The External Factors define the realities that impact
that environment in which the firm operates and we have tools and processes to
assess those factors. The enterprise capacity is profiled by a number of Internal
Factors that position the firm within that external environment and we have the
tools and processes to assess those factors. Integrating those assessments with
a Strengths, Weaknesses, Opportunities, Threats (SWOT) Analysis the firm can
construct its strategic plan. SWOT will be discussed later in this chapter. That
plan will be a portfolio of projects, programs, and portfolios that are defined by
the Objectives, Strategies, and Tactics profiled by the Scope Triangle. Processing
it and making it your own is fundamental to putting the discussion of projects,
programs, and portfolios in the proper context of the enterprise. It takes a village
to effectively manage the Enterprise Project Portfolio Model (EPPM) and generate
sustainable business value. Defining that village and how each of its citizens
interact and depend upon one another is critical to the success of the EPPM.

Processing it and making it your own is fundamental to our discussion of pro-
jects, programs, and portfolios in the proper context of the enterprise. It “takes
a village” to effectively manage an effective project management framework
and generate sustainable business value. Defining that village, and how each
of its citizens interact and depend upon one another, is critical to the success of
an adaptive complex project framework.
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Figure 3.1: The business environment

As we prepare for strategic project management we will conduct several
in-depth analyses of our internal and external strengths and weaknesses and
align those with market opportunities. There are several tools and processes
that we can use to do this. This will give management insights into what needs
to be included in their strategic plans.

Business Climate

The feeding frenzy that has arisen from the relentless advances of technology
and the Internet has had several disruptive effects on the business climate. These
effects are global and have unknowingly put many businesses in harm’s way. The
Internet is the gateway for anyone, anywhere to create and sell their products
and services! Business sustainability now depends on how effective a business
can erect barriers to entry for new competitors, and how it can “out create and
outpace” the competition. Anyone, regardless of their physical location, can be a
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competitor. Even if you don't sell in the international markets, your competitors can

and do, so you are pulled into the global marketplace and may not even be aware

of it. Your business decisions must consider actual and potential global impact.
Specifically, our business case must answer the following questions:

Who are the potential competitors in our market?
Who are our suppliers?
Who are our customers?

What are the substitute products and services?

Our objective is to create barriers to entry into our markets. The EPPM can
be instrumental in achieving those objectives.

The business environment is fickle, unpredictable, and continuously changing.
In the past 50 years it has been heavily influenced by the relentless march of tech-
nology and the intrusion of the Internet and social media into all aspects of our
economic and social lives. Creativity and speed to market are now the watchwords
for business success. Competition is virtually global, with an Internet connec-
tion being the gateway to sell products and services anywhere from anywhere!

m Business is global—Outsourcing dominates the support service busi-
nesses (call centers and help desks, for example) and software development
(I am constantly solicited by Indian-based businesses looking for software
development contracts). The U.S. is trending toward becoming a knowledge-
based economy and has suffered the loss of many jobs that will never
return. The number of displaced workers continues to grow as businesses
struggle to recoup their market positions. You may not sell in the inter-
national markets, but your competitors sell in your markets and your
business decisions are forced to take on an international perspective.

m Success belongs to creative and courageous managers—Those who can
envision new products and services for business growth are playing a
game that puts them in harm’s way and at great risk. The early entrants
into social media applications are testimonials to that success. But the
secret is more than a matter of creativity and courage. The business idea
must include barriers to entry, or any software developer could replicate
your idea from his dining room table anywhere in the world and become
a competitor. Your business will now be in harm’s way.

So, the business environment is one of high speed and high change with tech-
nology and the Internet as the driving forces. On the positive side, the world is
your market. You are no longer the corner store selling to your neighbors. Your
customers are spread across the planet at the end of an Internet connection.
Except for service delivery businesses that require physical presence (landscapers,
plumbers, and so on), place is not part of the marketing mix! It is obvious that
an EPPM is a critical success factor (CSF) in the Business-to-Business (B2B) and
Business-to-Consumer (B2C) twenty-first century marketplaces.
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PESTEL

The external environment of the firm is best explained using the six factors
known as the PESTEL factors:

Political

Economic

Sociocultural

Technological

Ecological

Legal

The PESTEL Framework (Figure 3.2) provides a model that a firm can use
to scan, monitor, and evaluate the six major external factors that will affect the
firm’s strategic plan. Those factors will lead to the creation of both opportunities

and threats. Our strategic plan will have to include projects that take advantage
of those opportunities as well as projects that mitigate those threats.

POLITICAL ECONOMIC
Govt stability Income
Policies Credit
Regulations Unemployment
Interest
Inflation
LEGAL g Q SOCIAL
Regulations Demographics
Wealth
Lifestyles
Trends
; s Education levels
ENVIRONMENTAL TECHNOLOGICAL
Laws Innovation
Energy consumption Advances
Attitudes Obsolescence

Figure 3.2: PESTEL Framework



Chapter 3 = What Is Strategic Project Management?

69

Political To the extent possible a firm will engage in strategies that will
positively impact the political environment to their advantage. Lobbying,
contributions to political candidates or contributions to social programs,
public relations, involvement in community programes, etc.

Economic Depending on whether the economy is growing or declining will
cause the firm to take different approaches—more conservative during
bust and more risk taking and aggressive during boom.

Social Changing life styles will have a big impact on products and ser-
vices. The population is trending toward more health-conscious life styles
affecting diets and exercise.

Technology It is no secret that technology has been advancing at a fever
pitch. Most would agree that that pace is faster than can be utilized. That
puts applications at risk of being obsolete.

Ecological The use of natural resources has often contributed to pollution
prompting legal responses. In some cases that forces firms to conserve
and look for more efficient processes.

Legal The current administration has focused on a relaxation or elimination
of regulations in favor of increasing business activity and the reduction of
related costs. That will significantly impact businesses and competitive
positions.

Porter’s Five Forces Model

As the enterprise develops its business case, it must pay close attention to Porter’s
Competitive Forces model. Figure 3.3 is an application of Porter’s model [Porter,
1980] to the Workforce and Business Development Center (WBDC) Case Study
(see Appendix B).

An analysis of each of the five factors provides the starting point for building
a firm’s strategy. In general, the stronger the five forces, the lower the industry’s
profit potential. The reverse is also true—the weaker the five forces, the higher
the industry’s profit potential. The goal of the firm is to create value (V) while
containing cost (C). So, the gap V — C is a measure of the firm’s strategic position.

swort

A SWOT Analysis puts several questions on the table that a strategic plan should
address (see Figure 3.4). For example:

m What are the Internal Strengths that can be used to create External
Opportunities?

m How can the firm use its Internal Strengths to reduce the impact of External
Threats?
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m How can the firm reduce Internal Weaknesses to take advantage of External
Opportunities?

m How can the firm reduce Internal Weaknesses that make External Threats

a reality?

Higher Education &
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Figure 3.3: Porter’s Competitive Forces Applied to the Case Study: WBD Center

Bargaining Power
of Suppliers

Potential
Entrants

Threat of

New Entrants

Online Course
Competitors

Threat of
Substitute
Products

Substitutes
Self-study
F2F courses
Webinars
Workshops

Barganing Power
of Buyers

Students &
Companies

g5 Strengths Weak
> eaknesses
factors Counteract
Counteract Counteract
Create Create
Y Y

External Opportunities |« Threats
factors Counteract

Figure 3.4: SWOT Analysis
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The strategic plan should address all of these questions and seek answers
through the proposed projects. For the Internal Factors the firm can adjust those
in order to mitigate the External Factors to which it can only react.

Market Opportunities

Market opportunities will come and go, and not on a schedule that organiza-
tions can predict or even be able to accommodate. Whatever project environ-
ment your organization embraces, it must be able to respond immediately. The
opportunities can be internal (problem solving and process improvement to
maintain or improve market position, for example) and external (new product,
service, and processes for meeting the needs of an expanded customer base, for
example). The HPM Framework is an environment characterized by flexibility,
rapid response, openness, and creativity. It is lean and has eliminated all non-
value-added work. This is the business landscape that the HPM Framework
was designed to exploit. The HPM Framework is the first project management
approach of its kind to do so.

With your understanding that continuous change in the business environment
is a reality that an EPPM must be able to accommodate it, we can proceed. Market
opportunities will come and go. If you can't seize the opportunity immediately,
someone somewhere on the planet will! The opportunities will be internal (problem
solving and process improvement to maintain or improve market position, for
example) and external (new products, services, and processes for meeting the
needs of an expanded customer base, for example). Taking advantage of these
opportunities requires a culture characterized by flexibility, rapid response,
openness, and creativity. And business practice managers who are not afraid to
take reasonable business risks are essential. Windows of opportunity open and
close, sometimes without warning (due to the introduction of new technologies,
for example).

Projects and their effective management are the primary enablers in this
business environment. Projects that thrive in this risky environment are complex
projects and require solid collaborative efforts between business managers at all
levels and project managers as the enablers of business ideas.

EPPM includes four tools that can be used to assess not only market position
but market opportunities. They are described in the sections that follow.

BCG Growth-Share Matrix

The BCG Growth-Share Matrix is a well-known model that has been used for
several years. It defines four categories of products/services based on their
growth rate and competitive position, as shown in Figure 3.5.



72

Part | = Understanding the Project Management Landscape

Star high ?

O O

O

: Probability
high of Success
Cash Cow Dog

NPV
Figure 3.5: BCG Growth-Share Matrix

Cash Cows

These are well-established products/services that have a strong market share
but limited growth potential. They are stable and profitable. Projects that relate
to cash cows are important to the organization because the company will
want to protect that investment for as long as it maintains that market position.

Dogs

Because these products/services are not competitive and have little or no growth
potential, any projects related to them should not be undertaken. The best thing
an organization can do with dogs is phase them out as quickly and painlessly
as possible. Don’t throw good money after bad!

Stars

These are products/services that have strong market positions and clearly strong
growth potential. Projects related to stars are good investment opportunities.
Stars are the future cash cows.

?

The question mark represents the starting point of the model. Products/services
that are untested in the market but appear to have strong growth potential are
worthy of spending research and development (R&D) dollars. Projects linked to
those efforts are good investment opportunities. The objective is to turn them
into stars and then cash cows.
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How to Use the BCG Growth-Share Matrix

Only a diversified firm with a balanced portfolio can use its strengths to capi-
talize on its growth opportunities. The balanced portfolio contains:

m Selected stars whose high share and high growth assure the future
m Protected cash cows that supply funds for that future growth
m Selected question marks to be converted into stars with the added funds

m Dogs have been removed from the portfolio

Each of these products and services will define a balanced collection of pro-
jects, programs, or portfolios to be included in the strategic plan.

How Are You Going to Allocate Your Resources?

The answer to this question depends on the current market position of the
enterprise, the business outlook, and a variety of other considerations. Except
for the dogs, the other three categories will have some level of investment. If
the industry is stable, such as cement manufacturing, more resources might be
spent on the cash cows to ensure that they maintain their market position, fewer
resources will be allocated to the stars because the enterprise will always want
to keep some growth opportunities in the pipeline, and even fewer on the ?
category because the industry isn't in the R&D mode. In a volatile, high-growth,
high-tech industry, the allocations might be very different. More resources will
be spent on the stars and ? projects and fewer on the cash cows. Cash cows have
a very short useful life, and any investments in them are risky.

Enterprise Capacity

This goes beyond the current capacity of the enterprise. The Strategic Plan is a multi-
year plan and its capacity in the future will be different than its current capacity.
So, the Strategic Plan will also include projects that position the Support Services
so that they can to provide the needed capacity when that capacity is needed.

Management can entertain all sorts of new business opportunities and envi-
sion processes and practices that work perfectly. Someone has to pay attention
to the ability of the enterprise to deliver on these dreams. In most organiza-
tions, human resource capacity, among all other resources, usually happens by
accident rather than as the result of a human resource management system that
aligns resources to the strategic plan of the organization. Resource availability
was first added to the “Iron Triangle” and reintroduced as the “Scope Triangle”
[Wysocki, 1995]. That Scope Triangle has been updated and occupies the center
of the business environment as illustrated in Figure 3.1.
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Market opportunities can only be exploited within the capacity of the enterprise
to support them. Two of the big questions for senior management is how to spend
current enterprise resources for maximum business value, and how to grow
those resources to align with the resource needs of future strategic portfolios.

Enterprise capacity is both a constraining factor and an enabling factor. As
a constraining factor, what the enterprise should do is limited by what the
enterprise can do in the near term, and finally leads to what the enterprise will
do. As a countermeasure to the constraining factor, the enterprise needs to
assure the alignment of not only resource supply, but also resource availability
against the business demands for those resources. So, enterprise capacity is a
dynamic tool that can be adjusted as a deliverable from the planning exercises.
Expanding or enhancing resources will reduce the schedule contention between
resources, but that is a business decision that arises during the fulfillment of
the strategic plan.

As an enabling factor, resource managers collaborate with functional business
managers and line-of-business (LOB) managers to creatively solve resource avail-
ability problems and enable the exploitation of new business opportunities. These
collaborative efforts result in the commissioning, scope revision, rescheduling,
postponement, and termination of projects, programs, and portfolios. This is the
reality imposed upon the HPM Framework. We have no choice but to deal with it!

Clearly, enterprise capacity is also another enabler of any strategic model. So,
any tactic that relates to the creation or maintenance of enterprise capacity will
be seen as having a strategic impact. Capacity is defined at the resource level
and was first discussed in EPM1e in 1995 [Wysocki, 1995]. When we elevate
the discussion to the enterprise level, resources take on a different perspective
and become an enabling factor as well as a constraining factor. Management
decisions regarding enterprise capacity are complex and challenging due to the
number of dependent factors and options available (for example, contracting
for temporary resources).

Market opportunities can only be exploited within the capacity of the enterprise
to support them. The business environment is in a constant state of flux as market
opportunities come and go. Any of those opportunities can be exploited if and
only if enterprise capacity can be adjusted to align with those opportunities.
One of the big questions for senior management is how to spend enterprise
resources for maximum business value and how to adjust that allocation as the
performance of the various strategy portfolios occurs.

The reference here is to the resources that are available for allocation to proj-
ects. In a multi-year planning horizon, enterprise capacity might be upgraded
or increased through projects, programs, or portfolios designed for the purpose
of expanding or enhancing it to more effectively align to and to support attain-
ment of the objectives defined in the strategic plan. For example, replacing a
manufacturing plant with one that accommodates new technologies and can
scale would be a likely program.
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As stated previously, enterprise capacity, availability, and the interdepen-
dencies among those resources is both a constraining factor and an enabling
factor. As a constraining factor what the enterprise should do is limited by
what the enterprise can do and finally leads to what the enterprise will do. As
a countermeasure to the constraining factor the enterprise needs to assure the
alignment of not only resource supply, but also resource availability against
the business demands for those resources. So, enterprise capacity is a dynamic tool
that can be adjusted as a deliverable from the planning exercises. Expanding or
enhancing resources will reduce the schedule contention between resources, but
that is a business decision that arises during the fulfillment of the strategic plan.

As an enabling factor, resource managers collaborate with functional business
managers and line-of-business (LOB) managers to creatively solve problems
and enable the exploitation of new business opportunities. These collaborative
efforts result in the commissioning, scope revision, rescheduling, postpone-
ment, and termination of projects, programs, and portfolios. This is the reality
of the EPPM. Deal with it!

SWOT

The Internal Strength and Weakness factors (Figure 3.6) are one of the several
tools that you can use to begin building a profile of the enterprise capacity.

Internal T Weak

rengths > eaknesses
factors Counteract

Counteract Counteract
Create Create

Y Y
External Opportunities |« Threats
factors Counteract

Figure 3.6: SWOT Analysis

Value Chain Analysis

Value Chain Analysis (Figure 3.7) provides an in-depth understanding of the
Strengths and Weaknesses identified in the SWOT Analysis.
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Figure 3.7: Value Chain Analysis

The Primary Activities are the chain of processes that are used to transform
resources into deliverable products and services. The Support Activities are the
functional business units that provide the infrastructure of the firm. The Pri-
mary Activities create the Value while the Support Activities offset Value with
the Cost of providing that support. V — C is economic value resulting from the
Competitive Advantage.

VRIO

As part of the assessment of your Internal Strengths and Weaknesses the VRIO
is a valuable tool (see Figure 3.8). It focuses on resources and how they relate to
competitive advantage. These assessments can also be used to identify areas
that can be built into the projects that relate to improving competitive advantage
such as those that focus on the Primary and Support Activities that drive the
Value Chain.

Is it Is it Costly Or%anitzed to
Valuable? Rare? to Imitate? aplure
Value?
NO Competitive Disadvantage
YES NO Competitive Parity
YES YES NO Temporary Competitive Advantage
YES YES YES NO Unused Competitive Advantage
YES YES YES YES Sustainable Competitive Advantage

Figure 3.8: VRIO Framework
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The objects of this analysis could be resources, capabilities, or competencies.
So, several VRIO analyses could be done in an effort to improve competitive
advantages.

Objectives, Strategies, and Tactics Model

The SWOT Analysis coupled with the VRIO Analysis gives a detailed profile
of the firm’s competitive position in its markets. Those markets are profiled
using the Value Chain Analysis and PESTEL. These are very strong tools that
can be used to develop the strategic plan

The remaining parts of the business environment are contained in a system
that I developed from business experiences, beginning in 1963 as a systems
consultant at Texas Instruments (T1). Figure 3.9 is a graphic illustration of the
current Objectives, Strategies, and Tactics (OST) model. (It has gone through
several revisions in the past 50 years.) The OST model has its roots in a prod-
uct/service planning process developed and used by Texas Instruments in
its Corporate Research and Engineering Division. I have taken those product
planning processes and practices, and brought them into current standards and
expectations, imbedding them in the ACPFE. The Project Overview Statement
(POS), discussed in Chapter 6, “How to Scope a TPM Project,” is a deliverable
from that updating effort.

Vision/Mission

Statement
/ ‘ \
Objective A Objective B Objective C
Strategy A.1 Strategy A.2 Strategy B.1 Strategy B.2 Strategy C.1
[
Tactics

(Projects, Programs and Portfolios)

Figure 3.9: The Objectives, Strategies, and Tactics (OST) model

The OST Model is a key component of the HPM Framework. OST is the hinge
pin that connects the projects, programs, and portfolios of the enterprise to its
strategic plan. Furthermore, it provides a basis for the decision model, which
as the purpose of maintaining the alignment of the projects, programs, and
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portfolios to the strategic plan. The criterion that the ACPF recommends be
used in that decision model is the expected business value that the projects
will return to the enterprise.

Recognize that there is risk attached to those expected values. The more com-
plex and uncertain the project, the higher the risk of not finding a solution; or,
if a solution is found, it may not deliver the expected business value. Complex
projects are looking for acceptable solutions, and what will finally be delivered is
conjecture tempered by risk. So is the difference between the delivered business
value and the expected business value.

At each HPM Framework Project Performance Review, each active project is
reviewed for performance against plan, and will change as the senior managers
adjust project investments to maximize expected business value. Project status
can change. Project priorities might change. Projects could be judged complete,
terminated, or postponed, or have their schedules extended or reduced in scope.
For the HPM Framework, this means using models that anticipate such changes
and still deliver some business value at the completion of each iteration, cycle,
or phase, regardless of the project’s future.

Vision/Mission

At the highest level, the Vision and Mission statements embody the business
strategy. Vision and Mission can be statements about a desired end state for the
enterprise. However, they will be more an end state to be pursued, than an end
state to be achieved.

Here are a few Vision statements that you may recognize:

Ford Motor: One team. One plan. One goal.

Microsoft Corporation: Global diversity and inclusion is an integral and
inherent part of our culture, fueling our business growth while allowing
us to attract, develop, and retain this best talent, to be more innovative
in the products and services we develop, in the way we solve problems,
and in the way we serve the needs of an increasingly global and diverse
customer and partner base.

The Vision statement is something to be pursued, but not expected to ever end.
Here are a few popular Mission statements that you will recognize:

Washington Gas: To provide the best energy value: A superior product and
quality service at a competitive price.

Star Trek: Space, the final frontier. These are the voyages of the Starship
Enterprise. Its five-year mission: To explore strange new worlds, to seek
out life and new civilizations, to boldly go where no man has gone before.

These examples point out the differences between vision and mission and
how the Vision statement drives the Mission statement. The Vision statement
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is something to be pursued but not expecting to ever end. It seldom has any
quantitative metrics to measure accomplishments. The Mission statement is a
high-level blueprint of success that acts as a guide to the enterprise as it pur-
sues its vision.

The Mission statement is a high-level blueprint of success that acts as a guide
to the enterprise as it pursues its vision through its OST plan.

CASE STUDY: ESTABLISHING A WORKFORCE AND BUSINESS
DEVELOPMENT CENTER (WBDC)

A full case study is presented in Appendix B. The Vision and Mission statements for the
Workforce and Business Development Center (WBDC) in that case study are:

Vision: To implement a disruptive innovation for sustainable economic recovery.

Mission: To establish a self-supporting Workforce and Business Development Center
(WBDC) that integrates the learning environment, entrepreneur/business environ-
ments, and student/worker environments into a cohesive framework for career and
professional development, new business formation, business process improvement,
and business growth.

Alternatively, business strategy could be expressed as an end state that the
enterprise hopes to achieve or simply be a statement of how the enterprise views the
business it is in. Whichever form is used, this statement is unlikely to change, at least
not in the foreseeable future.

Objectives

Objectives flow directly from the Vision and Mission statements. The enterprise will
know how it stands with respect to its Vision and Mission, and how it should pro-
ceed toward closing the gap with its desired end state. They are expressed through
the Objectives statement. They are the first expression of operational details of the
enterprise. Objectives of the enterprise are likely to be multi-period, multi-year, or
continuous statements designed to achieve an end state or condition.

Objectives might never be attainable (eliminating world hunger, for example),
or they might be achievable over long periods of time (finding a cure for polio or a
prevention for the common cold, for example). Any of these are good examples of
Objectives. The missing ingredient is how to get there. Strategies and their aligned
Tactics describe near-term progress toward that journey.

These five Objectives from the WBDC Case Study are high-level statements with
multi-period implications to subordinate Strategies and Tactics. Objectives are gener-
ated by senior-level executives as directives to the operational, functional, and line-of-
business managers.

Objectives are generated at the highest levels of enterprise planning as a
direction-setting guide for those who propose tactics (a.k.a. projects) for reach-
ing the objectives of the enterprise. In effect, the enterprise knows where it
is (current state) and knows where it would like to be (desired end state). As
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Figure 3.9 clearly shows, those tactics are defined through a collection of projects,
programs, and portfolios within the context of the Scope Triangle.

To clarify, objectives are also called goals by some authors. There is no stan-
dard terminology here. In keeping with the design of the TI/OST model, the
term objectives will be used. But the two terms are equivalent. Goals will be
the heading used for one of the five parts of the POS. A goal statement in the
POS refers to a specific proposed project (tactic).

Objectives have a long life cycle and usually change only when there is a major
event that realigns the Vision/Mission statements of the enterprise. These are
established by the board of directors or the most senior level of management
(usually C-level).

CASE STUDY: ESTABLISHING A WORKFORCE AND BUSINESS
DEVELOPMENT CENTER (WBDC)

A full case study is presented in Appendix B. The Objectives statement for the
Workforce and Business Development Center (WBDC) in that case study is:

Objective 1: Support the entrepreneurial needs for new business formation.
Objective 2: Support business needs for process improvement and growth.

Objective 3: Support the career and professional development needs of students and
workers.

Objective 4: Support the needs of WBDC-owned businesses.

Obijective 5: Establish a Business Incubation Center (BIC) as the integrating infrastructure
for meeting the above needs.

Strategies

There will be many approaches to the realization of each Objective. Each approach
is called a Strategy, which usually ranges over multiple planning time horizons.
Strategies are developed by senior management during its Strategic Planning
meetings. Operational, functional, and line-of-business managers will often be
invited to submit Strategies for consideration by senior management.

Take the example of an Objective to find a cure for the common cold. Strategies
might include investigating possible food additives, modifying the immune
system prior to birth, or finding a drug that establishes a lifetime immunity
to the cold. Many of these strategies require a more technical orientation than
senior managers might possess and will be offered by operational and functional
managers with the appropriate expertise. Each Strategy launches a portfolio of
Tactics to achieve the strategy, and hence the Objective(s) to which it is aligned.
An effective HPM Framework instantiation in an organization will include a
process where anyone in the organization with an idea to share will be able to
submit project ideas.
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Each strategy has a Strategy Manager. They are responsible for managing
their Strategy until all projects, programs, and portfolios in their Strategy Port-
folio are completed. The general responsibilities of a Strategy Manager include:

m Strategy Portfolio planning and management.
m Encourage project idea submissions and evaluate for inclusion.

m Monitor Strategy Portfolio performance to maximum delivered business
value.

m Adjust project plans to align with resource capacity and availability.

m Negotiate resource utilization between and among all Strategy Managers.

CASE STUDY: ESTABLISHING A WORKFORCE AND BUSINESS
DEVELOPMENT CENTER (WBDC)

A full case study is presented in Appendix B. The Strategies for the first Objective of
the Workforce and Business Development Center (WBDC) are:

Objective 1. Support the entrepreneurial needs for new business formation.
Strategy 1.1: Design the entrepreneurial process infrastructure.
Strategy 1.2: Design the process for investigating new business ideas.

Strategy 1.3: Design the process for conducting new business validation studies.

There will be many approaches to the realization of each objective. Each
approach is called a strategy, which usually ranges over multiple planning
time horizons. Strategies are developed by senior management during its Stra-
tegic Planning Meetings. Again, take the example of an objective to find a cure
for the common cold. Each strategy launches a portfolio of tactics to achieve
the strategy and, hence, the objective(s) to which it is aligned. Tactics include
project ideas submitted by mid-level managers (resource managers, operations
managers, and LOB managers). Senior managers may choose to combine tactics
into programs and even portfolios.

The process of establishing strategies is often directed by a C-level manager.
It is a collaborative effort between resource managers, functional business man-
agers, and LOB managers. The challenge at this level is to assure the alignment
of enterprise capacity to the strategic needs of the enterprise (that is, to be pre-
pared to support the projects, programs, and portfolios that will be proposed).
Strategies will often be multi-period efforts spanning more than one fiscal year.

Tactics

Tactics usually start out as a list of ideas submitted to a Strategy Manager for
consideration as a single project, program, or portfolio. Ideas are evaluated for the
contribution they can make to business value. Both the SWOT and Value Chain
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analyses can contribute to these ideas. The ideas are prioritized, combined into
projects, and populate a program or portfolio under the Strategy Manager. For
best results, a project should be completed within a budget cycle. Because of the
complexities and uncertainties involved in complex projects, Strategic Planning
is a continuous process within an ACPF instantiation. This is a departure from
common conventions but is part of every HPM Framework instantiation.

Many of my clients will include a high-level description of the approved tac-
tics in their final Strategic Plan. These descriptions are the Project Overview
Statement (POS) introduced in Chapter 6, “How to Scope a TPM Project.”

A tactic is a collective term that can refer to a single project, a program, or
a portfolio. Tactics usually start out as a list of submitted projects. During the
Strategic Planning Meetings tactics might be grouped into programs and port-
folios. As single projects they are short-term efforts (usually less than one year)
that are executed within the strategic planning horizon (one to as many as five
years) and are designed to meet one or more strategies. A tactic that relates
to only one objective will be less attractive to Strategy Managers and senior
management than a project that relates to several objectives. A tactic that relates
to a lower-priority objective will be less attractive than tactics that relate to a
higher-priority objective. A tactic is described using an adaptation of the POS.
The tactic plan is not developed until later in the EPPM.

While tactics are generally not part of the strategic plan, they are often defined
at the operational level within the functional business and LOB units of the
enterprise. These tactics can identify projects that are strategic (design and
implement a career development system that aligns the future inventory of
people skill profiles to the staffing demands over the planning horizon) or
operational (develop an improved business process that reduces cycle time in
the order entry process) or tactical (design and develop a software application
that extracts information and knowledge from the data warehouse).

Many of my clients will include a high-level description (a POS, for example)
of the approved tactics in the final distribution copy of the strategic plan. These
versions include the complete instantiation of the OST for the planning horizon.

CASE STUDY: ESTABLISHING A WORKFORCE AND BUSINESS
DEVELOPMENT CENTER
Objective 1: Support the entrepreneurial needs for new business formation.
Strategy 1.1: Design the entrepreneurial process infrastructure.

B Tactic 1.1.1: Create the Service Level Agreement.

B Tactic 1.1.2: Create the Membership Application.
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OST Dependency Structure

Multiple strategies may align with the same objectives and may identify options for
how those objectives can be met. Strategies are defined at the senior management
level and responded to in the form of tactic suggestions offered by anyone in
the enterprise. Objectives and strategies can be viewed as the net thrown out
by senior managers to attract ideas (tactics) from anyone in the enterprise. This
is a key provision to the success of the EPPM. The historical records show that
this bottom-up structure has been key to the continuing success of TI/OST
since the 1960s and is continued here as an essential component of the EPPM.

= One tactic may relate to one strategy—This is the simplest situation you
will encounter but it is a rare phenomenon.

m One tactic may relate to two or more strategies—That tactic will now
appear in two or more strategy portfolios, but it is only one tactic and
must appear the same way in each strategy portfolio of which it is a
member. That adds constraints to the management challenge of the affected
strategy managers.

m Two or more tactics may relate to one strategy—This introduces the
strategy portfolio as an integral part of the EPPM. So far I have been
focusing on tactics that suggest one or more projects. A single tactic that
generates two or more projects is a program, whereas two or more tactics
that related to a single strategy will generate a portfolio of projects or
programs. A strategy portfolio will be a major component of the EPPM.

Usually the strategic plan identifies objectives and the strategies to achieve
them. One objective can establish more than one strategy for its attainment (for
example, Objectives A and B in Figure 3.9). Similarly, one strategy may relate
to more than one objective (for example, Strategy A.2 relates to Objectives A
and B in Figure 3.9). Figure 3.9 defines a high-level outline of a strategic plan.

A few strategic plans will also include all approved tactics as the final con-
tents of the strategic plan. This will be a public document. In EPPM tactics are
the response of the enterprise managers and staff to the objective and strategy
statements.

This dependency suggests that the EPPM has two types of portfolios to build
and manage:

m The portfolio of projects that relate to the same strategy

m The portfolio of projects that require the same finite resource(s)

The management decisions that arise from these two portfolios are complex
and not independent of one another. These are discussed later in this chapter.
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So, the projects that are proposed for the same portfolio must pass muster,
and that means prioritizing the proposed projects as input to the decision about
portfolio membership and selecting a portfolio that most effectively utilizes the
available resource(s). Proposed projects can be members of more than one port-
folio because they relate to more than one strategy. This elevates the business
value of the project even though it complicates the management challenges.”

What Is the Enterprise Project RASCI Matrix?

The RASCI Matrix identifies the relationship between individuals and the
major processes, phases, or steps of an effort. In our case the responsibilities of
the three major managers and three support professionals are linked to the six

phases of the EPPM. Figure 3.10 is an operational RASCI Matrix.

Stakeholder
ACPF
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Figure 3.10: EPPM RASCI Matrix

Complex Project Profiling

For our discussion of complex projects, I reference a recent book by Kathleen B.
Hass, Managing Complex Projects: A New Model (Management Concepts, 2009):

¢ Details: Number of variables and interfaces

* Ambiguity: Lack of awareness of events and causality
¢ Uncertainty: Inability to pre-evaluate actions

¢ Unpredictability: Inability to know what will happen
¢ Dynamics: Rapid rate of change

Social Structure: Numbers and types of interactions

Complex projects are filled with uncertainty and unexpected change. Com-
plexity, uncertainty, and the pace of the project all contribute positively to project
risk. Risk increases as any of these three variables increases. In most cases these
projects are trying to find solutions to critical problems whose solutions have
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evaded even the most creative professionals. These projects can also be seek-
ing to take advantage of heretofore untapped business opportunities without
a clear path as to how to do that. If organizations are to be successful in this
environment, the Stakeholder Group must:

m Employ management processes that are flexible

m Empower the client and the project team

m Provide an open environment in which creativity can flourish
m Base decisions on what is best for adding business value

m Avoid encumbering project managers with non-value-added work

These are significant challenges because they require senior managers to
step outside of their comfort zone and embrace frequent change and high risk.

The first bit of business for the Stakeholder Group is to understand the project
environment within which the project, program, and portfolio managers and their
teams must work, and within that environment the challenges the Stakeholder
Group will face in establishing and supporting an effective project management
environment (Robert K. Wysocki, Executive’s Guide to Project Management: Orga-
nizational Processes and Practices for Supporting Complex Projects [John Wiley &
Sons, 2011]). The needs of that environment have changed dramatically in the
past 15 years, especially with respect to the tools, templates, and processes that
support it. The result is confusion and the introduction of yet another silver
bullet every Tuesday. Those silver bullets appear very enticing but let me make
it clear that there are no silver bullets now nor have there ever been. There are
strategies that the Stakeholder Group can learn from the referenced book. It will
require a concerted effort by the Stakeholder Group to implement and continuing
attention from them to become and remain effective in the enterprise. I offer you
what I have learned over the years from my clients as they attempt to support
complex project management.

Let me try to put this in a context that relates directly to the Stakeholder Group.
A worldwide survey conducted by IBM from September 2009 through January
2010 (“Capitalizing on Complexity: Insights from the Global Chief Executive
Officer Study,” [IBM, 2010, GBE03297-USEN-00]) reported that more than half of
the 1,541 executives from the 60 countries that they interviewed admitted that
they were not prepared to support the complex and uncertain environment in
which they were forced to conduct business and they didn't know what to do
about it. If that isn't a wake-up call to action, I don’t know what is.

The following quote from that IBM report highlights the efforts of standout
organizations to manage complexity. Their efforts provide a roadmap for us.

The effects of rising complexity call for CEOs and their teams to lead with bold
creativity; connect with customers in imaginative ways and design their operations
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for speed and flexibility to position their organizations for twenty-first century
success. To capitalize on complexity, CEOs:

¢ Embody creative leadership.

CEOs now realize that creativity trumps other leadership characteristics.
Creative leaders are comfortable with ambiguity and experimentation.
To connect with and inspire a new generation, they lead and interact in
entirely new ways.

* Reinvent customer relationships.

Customers have never had so much information or so many options.
CEOs are making “getting connected” to customers their highest priority
to better predict and provide customers with what they really want.

¢ Build operational dexterity.

CEOs are mastering complexity in countless ways. They are redesign-
ing operating strategies for ultimate speed and flexibility. They embed
complexity that creates value in elegantly simple products, services and
customer interactions.

The messages from this survey are clear and validate the goal of this book.
The solution offered herein is a logical approach to mitigating the complexity
problem that more than half of the CEOs interviewed admitted having. Which
half of the population do you align with? If you want to prepare yourself to
handle complexity, this book is mandatory reading and prepares you to take
action. If you are a standout organization, congratulations but you should still
read this book because in these pages you will find some gems to help you stay
on top of changing complexity and uncertainty.

There was a time when you may have distanced yourself from projects. Your
feeling was that projects were operational-level activities and of little impor-
tance to someone at your management level. In the past 20 years you've prob-
ably rethought that position and now see projects as investments and part of a
portfolio that has an investment strategy. You may in fact be the manager that
determines that strategy. For that reason, you are challenged to do what you
can to maximize the Return on Investment (ROI) to your organization from the
projects you recommend for the portfolio and that you support directly. How
you have responded to this situation depends on your roles and responsibilities
with respect to the project, the project teams, and the portfolio. You may have
primary responsibility for supporting or managing project managers or
have a role supporting those who do have primary responsibility for supporting
or managing project managers. In any case, this book offers you the advice you
will need to help you and your organization succeed.
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The business environment has changed significantly in the past 20 years and
has ushered in new project management challenges that the old ways simply
cannot support. Business as usual with respect to projects no longer works and
may have never worked. Contemporary projects are projects of high complexity
and great uncertainty and you must deal with them under those conditions.
All of the simple projects have been done! Specifically:

m Complex project managers need the confidence and support of their
management

m Complex project teams must be empowered so they can be successful
m Complex project portfolios must be aligned with staff resources

m Complex projects are unique and so are their management approaches
m Complex projects are high-risk projects

m Complex projects require a creative approach to discovering solutions
m Complex projects require meaningful client involvement

m Complex projects require flexible support services

In the pages that follow you will see just how you can and must positively
impact all of these challenges. So, let’s get started with a brief introduction
to the complex project environment. Understanding that environment is the
foundation on which you will be able to build your support strategy.

Hass in Managing Complex Projects: A New Model [Hass, 2009] offers the most
in-depth treatment of complexity that we have. She describes complexity in
terms of:

m Time, Cost, and Size
m Team Composition and Performance
m Urgency and Flexibility of Cost, Time, and Scope
m (Clarity of Problem, Opportunity, and Solution
m Requirements Volatility and Risk
m Strategic Importance, Political Implications, Multiple Stakeholders
m [evel of Organizational Change
m Risks, Dependencies, and External Constraints
m Level of IT Complexity
In a paper written shortly after her book was published (presented at the 2010

PMI Global Congress Proceedings, Washington, DC) she updates the complexity
definition with a four-point scale (Independent Projects, Moderately Complex
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Projects, Highly Complex Projects, and Highly Complex Programs) and dis-
plays the values for a specific project in the form of a spider chart. Figure 3.11
is a hypothetical example adapted from her updated definition and published
with her permission.

Clarity of Problem,
Opportunity, and Solution

Highly Complex
Program

A

Team Composition
and Performance

Risks, Dependencies,
and External Constraints

Complex
ject

Highly
[

Level of IT
Complexity Urgency and Flexibility
of Cost, Time, and Scope

PROJECT
COMPLEXITY
FACTORS

ENTERPRISE
COMPLEXITY
FACTORS

Level of
Organizational
Change

Time, Cost, and Size

Requirements Strategic Importance,
Volatility and Risk Political Implications,
Multiple Stakeholders
Figure 3.11: Project complexity spider chart

Source: Adapted with permission from Kathleen B. Hass, Managing Complex Projects: A New Model (Management
Concepts, 2009)

The project illustrated in Figure 3.11 is highly complex as indicated by the
project complexity score on Level of IT Complexity and Clarity of Problem,
Opportunity, and Solution. At the enterprise level the complexity scores on
Level of Organizational Change; Requirements Volatility and Risk; and Strategic
Importance, Political Implications, and Multiple Stakeholders are suggestive of
a very complex project. All five of these factors should alert strategy managers
that corrective actions on their part should be in place to mitigate the potential
adverse effects. This book offers infrastructure and support advice to that end.
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Putting It All Together

The business environment and how the enterprise functions and interacts
within that continuously changing environment have been defined. The path
you will travel takes you through the development of the tactics of the strategic
plan and its realization through projects, programs, and portfolios. During that
journey you will examine the major participants and support team with close
attention paid to their interaction and dependency upon one another in real-
izing the business strategy.

As far as I know, the WBDC model that I describe in this chapter is unique.
I envision it as a dynamic living program. In defining its contents and delivery
process we, as educators and trainers, will be challenged to constantly re-invent
ourselves and are limited only by our own creativity. Because the WBDC model
is based on a team-centric and project-based learning model, it will automat-
ically be aligned to the needs of business and produce graduates who have
demonstrated through actual WBDC-based experiences that they can fill those
needs. Having had this experience as part of their education and training is a
powerful credential and should serve workers as they enter the world of work
for the first time, reposition themselves in it, or re-enter after an absence.

But the WBDC model goes even further. It is designed to support the worker
over their entire career. Things will change and technologies once thought to
be necessary will be replaced by even more powerful technologies, new oppor-
tunities will arise, and the cycle will repeat itself over and over again. Career
and professional development is a lifelong journey. The WBDC model will also
adapt and be there for lifelong support of the worker.

The WBDC is a good case study for this chapter. It introduces a unique entity
that will be a rich source of discussions about the OST model and the EPPM.

Discussion Questions

1. Strategic planning horizons have changed from 5 years, to 3 years, and
even to 1 year. This chapter advocates a continuous process that includes
quarterly reviews of projects, programs, and portfolios where changes to
the strategic plan can be made at any quarterly review. As your enterprise
implements transitioning to a continuous process, what obstacles can they
expect? What would you recommend they do to mitigate these
obstacles?

2. You are the HR manager for your enterprise. What information would
you need in order to maintain an inventory of project managers that can
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effectively support the strategic plan? Take into account the fact that the
project manager position family includes project managers of all skill and
competency levels. Describe the process steps you would follow to create
that inventory.

From what you have learned about complex project management, what
are the challenges you might expect to face in implementing the WBDC
in a state supported community college? Build the WBDC Stakeholder
Interaction model as a help for identifying these challenges. Pay particular
attention to the Users (who are they)? How would you address the
challenges?



What Is a Collaborative
Project Team?

The hammer must be swung in cadence, when more than one is hammering the iron.

—Giordano Bruno, Italian philosopher

Very small groups of highly skilled generalists show a remarkable propensity to succeed.

—Ramchandran Jaikumar, Harvard Business School

CHAPTER LEARNING OBJECTIVES

After reading this chapter, you will be able to:

>

>

Y Y Y Y Y VY Y

Understand the project landscape and how it is applied
Know the importance of meaningful client involvement

Understand how a collaborative environment can contribute to the
success of a project

Know the benefits of using the Co-Manager model for your project team
How to establish and maintain meaningful client involvement.
Understand how to manage meaningful client involvement

How client ownership relates to complex project success

Know who the stakeholders are in an ECPM Framework project
Understanding the stakeholders’ roles in an ECPM Framework project

The importance of the co-project manager in complex projects

Chapter 2 introduced the project landscape and the variety of challenging
project situations that we might encounter. A good first question might be:
What kind of a team structure and management will be needed? Above all the
team and its managers must be creative and flexible. That’s the question we
will answer in this chapter.

Effective Project Management: Traditional, Agile, Extreme, Hybrid, Eighth Edition.
Robert K. Wysocki.
© 2019 John Wiley & Sons, Inc. Published 2019 by John Wiley & Sons, Inc.
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UNIQUE VALUE PROPOSITION

The Co-Manager Team Structure presents a unique opportunity to establish and sus-
tain meaningful client involvement over the entire project life cycle. It fully engages
the client and the sponsor in the management of the project and decision-making. It
is the most effective way of creating client ownership of the deliverables and
improving project success.

The client is any recipient of the project deliverables. They can be internal or
external to the providing organization of the project manager.

Overview

Over 25 years ago I was approached by a loyal client who wanted my team
to build a complex application whose goal was an ideal end state (or maybe a
dream state to be more accurate) for their business model but how to achieve it
(its solution) was mostly undefined. The continued success of their business was
threatened by technology and new competition and depended on the success
of this very high-risk project. I told my client that we would do the project if he
would appoint one of his senior managers to our team. They should understand
the business model requirements and be able to represent and make decisions
for their business. I would want that manager to join our team as a full-time
member. I argued that I could not assure success unless the client provided that
level of commitment.

The manager was appointed and the project was a success. That was an awe-
some learning experience for our team and began what would soon evolve into
our Co-Manager model. I have never taken a client project engagement since then
without using this model. Over the years the model has matured and become
an essential tool for my version of Collaborative PM. It has become pervasive
across several project management processes, which are topics for other arti-
cles. This chapter describes that model. It is only the outer layer of a multipart
tool. We have developed a powerful tool to support Collaborative PM and I am
pleased to have been invited to share it with you.

EII Publications, my company, has long been an advocate of using the project
characteristics, the internal organizational environment and dynamic market
situation to drive the design of the best-fit project management model for a
given project. That design encompasses the project team as well. This chapter
introduces a new complex project team model. It consists of co-managers—one
from the process side and one from the product side. They work collabora-
tively and equally share responsibility and decision-making authority for the
project and its deliverables. The Co-Manager model was designed and matured
over the course of a number of client engagements. The Co-Manager model
has been used for over 25 years and has become an essential component of a
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successful client experience. It is the most powerful tool in the EII arsenal to
assure the establishment of an effective Collaborative PM culture. We harbor
no expectations that this change will be easy to implement, especially in those
strong matrix organizations whose project managers are used to being in
charge. The challenges to the client-side co-manager arise from their elevated
position and newly acquired project responsibility. They have been taken out
of their comfort zone. To use the model effectively, both co-managers must
learn to equally and openly share project responsibility.

If I could choose only one critical success factor (CSF) for managing a com-
plex project, it would be meaningful client involvement. In the complex project
world, the client may be the best subject matter expert (SME) you could have
on your team for solving unsolved problems and exploiting untapped business
opportunities. Beyond their SME roles, these experts are the owners of the project
deliverables. Their meaningful involvement results in a vested interest in the
success of the endeavor. In a sense, their reputation and credibility are at stake.
Project success is measured first by the business value that the solution delivers
and secondly by the successful execution of the process that created the solution.
There is no better way to assure their contribution, commitment, and partici-
pation than to fully involve them in the process of managing the project. That
is the underlying strategy that drives the Co-Manager model. There are some
initial obstacles to overcome but the effort is worth it and the model does work.

The Complex Project Team

Figure 4.1 is the full version of the co-manager complex project team. It iden-
tifies all of the roles that might be present in any complex project team. Just as
the project is unique so also is the best-fit management model including the
team structure. Think of this team structure as a template. Expect to adapt this
model as appropriate to the project.

First, observe that a complex project team bears little resemblance to a tra-
ditional project team. The traditional project team consists of the development
team members and a single project manager. Such a team will not serve the
management needs of a complex project.

Second, there are two PMs for every complex project. The co-managers have
separate areas of responsibility but share equally in decision-making. One
co-manager is responsible for the tools, templates, and processes used for the
management of the project. This is similar to the traditional project manager.
The other co-manager is responsible for the deliverables that the project will pro-
duce. The deliverables could be a new or improved product, process, or service.
For those who are Scrum aficionados this product co-manager is quite similar
to the product owner. Having product expertise on the project team means that
more decisions can be made by the team without the need for outside project
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Figure 4.1: The complex co-manager project team

executive involvement. The result is a “leaner” management structure and less
need for documentation; decisions made nearest the point of competency;
less wait time for decisions to be made; better decisions; a higher-quality solu-
tion, and greater business value.

The important characteristic to note in Figure 4.1 is the degree to which the
members are interlinked. It is very much like a nonhierarchical structure. An
open and honest working relationship among all of the members is essential.
This nonhierarchical structure firmly establishes a flexible and creative working
environment and is the fundamental strength of a complex project team. Is this
not the very heart of a Collaborative PM environment? The design meets the needs
of complex project management. The only thing left is the proper execution of
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that environment. The problem being solved or the business opportunity being
exploited is complex, and an acceptable solution is not guaranteed. The more
complex the project, the higher the risk of failure. Given the risks any barriers
to success are unacceptable, and that includes the project team organization.
So, this team structure is very supportive of the interactive nature required for
the successful execution of a complex project.

The business systems engineer and the business analyst are consultants to the
team. Both of these positions will be familiar with the parts of the business
that affect or are affected by the project deliverables. To provide that expertise
may require more than one person in each position. They are the team members
that receive all change requests in the Bundled Change Management Process.
(Chapter 9, “How to Execute a TPM Project,” and Chapter 14, “Hybrid Project
Management Framework”). They are involved as needed and this allows the
Process and Product Team members to focus on the work of the project and not
be diverted away by evaluating change requests.

The Process Team needs no further explanation at this point. It is not unlike
the traditional project team. But the Product Team can be more complex than
you might first envision. The client team can consist of those in a single business
unit, and the activities of those teams is quite straightforward. Where multiple
business units are involved in the same project, the situation can become far more
complex. Either the project is elevated to a program level or there are multiple
product co-managers assigned to the project. The net result is that you have a
project run by a committee. Clearly there is added management overhead for
such situations. That creates other operational problems that must be taken
into account. The complexity begins at the requirements-elicitation phase and
continues to the end of the development efforts. Competing and contradictory
requirements often arise. In extreme cases, multiple interfaces or user views can
resolve contradictory requirements. It takes a village to successfully deliver a
multiple business unit complex project. Whenever I refer to “the complex project
team,” it is the team shown in Figure 4.1 that I'm referencing.

The Co-Manager model is the most effective management model for achieving
and sustaining meaningful client involvement in the complex project space. I
have used it since 1991 on a number of complex projects. It has become a require-
ment in my practice for several reasons:

m Improved scope planning and requirements management at Client
Checkpoints

m Farly realization of business value through incremental product/service
delivery

m [everage client product/service expertise and create client ownership of
deliverables

m Efficiently support iterative solution discovery and maintain the lean
principles
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The first and perhaps most important advice we can offer is to adopt the
Co-Manager model where the complex project is co-managed by a client rep-
resentative with decision-making authority equal to the Process Co-Manager.
That includes the design and implementation of the complex project method-
ology and all the projects that utilize the methodology. For that to succeed,
the co-manager should be a high-level manager from the client-side of the
enterprise. That person must be capable and willing to get meaningfully
involved on a day-to-day basis. Token representation is not going to work.
Unfortunately, the higher you go in the enterprise, the greater the risk that
you will end up with token representation. That would be the death of a com-
plex project. Treat each case as unique and proceed accordingly. You need
someone who can provide ideas and visible support. This Co-Manager model
is fundamental to successful complex project management. One manager is
from the developer side the other is a high-level manager from the client-
side. Line of business (LOB) managers, functional managers, and resource
managers are often good choices as well. Both managers are equally involved
and authorized to make all decisions and share in the success and failure that
flow from their decisions. If you put your reputation on the line in a project,
wouldn’t you participate in the project to protect your reputation and your
business interests? You bet you would.

So the project is technical and the client is not, and they want to know why you
want them as your co-manager. That’s easy. Before the project was a technical
project, it was a business project, and it needs a business person as a major
partner and decision-maker. The project team should not be forced to make
business decisions. As the technical project manager, you want every decision
to be the best business decision possible, and your client is in the best position
to make that happen.

Keep the client in the best possible position to make those business
decisions in a timely way. Given the need for a business decision, the project
team can often present alternatives, maybe rank them, and even offer costs
and benefits. Give the client whatever information you can to help them
decide. Then step back and let them decide based on whatever business cri-
teria they wish to use.

In the complex project world, holistic decisions—those that balance task
feasibility and business value—are even more important and critical. In these
projects, either the goal or solution or both cannot be clearly defined at the
beginning of the project. The search for an acceptable business outcome drives
the project forward. Again, the client is in the best position to choose the
alternative directions that lead to the deliverables that produce acceptable
business value. Present the feasible technical alternatives to the client and
let them choose the best alternative. These iterations are repeated until there
is convergence on a goal and solution that achieves the expected business
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value, or the client terminates the project because it isn’'t heading in a fruitful
direction. The remaining time, money, and resources can be redirected to a
more likely goal and solution. This strategy speaks of a team/client partner-
ship. Without it, success is unlikely.

The complex project is a high-risk project. The client is the best SME for an
overall mitigation plan to manage and contain that risk. Integrating agile prac-
tices such as the ECPM Framework benefits the project in a number of ways:

m Improved scope planning and requirements management at Client
Checkpoints

m Farly realization of business value through Incremental product/service
delivery

m [everage client product/service expertise and create client ownership of
deliverables

m Efficiently support iterative solution discovery and maintain a lean
process

The lessons from the Co-Manager model are clear. No one can claim a corner
on the knowledge market (i.e.,, more than one SME may be needed), and the
client and every team member must be given a chance to contribute openly
in a brainstorming fashion to the solution. Creativity is a critical component
and must be openly encouraged and practiced. The development team and
the client team can form a formidable partnership, if given the chance,
and exploit the synergy that results. Ownership of the resulting solution can
only come from giving all of the stakeholders an equal opportunity to mean-
ingfully participate in the development of the solution. Ownership of the
solution leads to ownership of the implementation. Since it was their solution,
they wouldn't let it fail. The client took the lead. How often can you claim that?

EII has used variations of the Co-Manager model since 1991 and will not
take on a complex project without using this model or any of the variations that
might arise to align to the project.

Project Executive

The Project Executive is the approving agent and represents the business inter-
ests of the organization. They are not part of the Core Team but do have the
authority to prioritize, approve, postpone, terminate, and assign resources
to projects. They are not involved in the internal workings of a project. That
responsibility is assigned to the two co-managers and their teams. The Project
Executive may be a team of similarly responsible executives with an enterprise
perspective and authority. That team will usually have program and portfolio
responsibilities at the enterprise level too.
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Core Team

The Core Team is the management structure of the project and are the 5 mem-
bers who have been with the project since the start of the Ideation phase. They
are fulltime members and are the decision-making body for the project. Each
has a specified role and responsibilities.

Project Sponsor

The Project Sponsor is an operational executive or business unit manager who
has delivered the project mandate to the organization. That mandate will have
established the expected business value for the project.

Process Co-Manager

In some organizations these managers will report into a Project Support Office
(PSO). In large organizations they are often attached to a business unit. Their
role is closely related to the traditional project manager.

Product Co-Manager

The ideal situation is that this client-based manager comes from the affected
business unit and reports directly to the Project Sponsor. They provide the
leadership and creativity for the deliverables of the project. In most cases their
business unit will be the owner of the deliverables.

Development Team Leader

This is a single technical expert who is responsible for all process development
efforts.

Client Team Leader

This is a single functional or business expert who is responsible for all product
definition efforts. Usually they are managerial or senior professional level.

Business Systems Engineer and Business Analyst

The Business Systems Engineer and the Business Analyst roles are consultative
to the project team. These are the SMEs. These roles can be filled by one or more
professional staff. Both of these roles are familiar with the parts of the business
that affect or are affected by the project deliverables.
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Process Team and Product Team

The development team needs no further explanation, but the client team can
be more complex than you might first envision. The client team can consist of
those in a single business unit or multiple business units, and the activities
of those teams are quite straightforward. Where multiple business units are
involved in the same project, the situation can become far more complex. The
complexity begins at the requirements-elicitation phase and continues to the
end of the development efforts. Competing and contradictory requirements
often arise. In some cases, multiple interfaces or user views in the solution can
resolve contradictory requirements. It takes a village to successfully deliver a
complex project.

Selecting the Project Team

The co-managers and Core Team were selected during the Ideation phase. Defining
and populating the remaining roles is straightforward as described in Figure 4.2.

Co-Managers Define Project Team Structure
and Core Team Roles

Identifying project team roles is a challenge simply because there are any number
of unknown unknowns that only the stages can uncover. The Core Team is the
beginning of the activities that will result in defining not only the roles that
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Figure 4.2: Selecting the Project Team
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will be needed but also the specific positions that can fill those roles. So, the
infrastructure has to provide not only the position family but also the career
and professional development program to create an inventory of current and
future positions.

Figure 4.3 describes the Inputs to conducting this activity. The Lessons Log
is an historical account of previous experiences defining such teams based on
comparisons to previous and similar projects. In those accounts specific indi-
viduals may have demonstrated a skill and competency that will be valuable
to the present staffing needs. In addition to the co-managers, the Core Team
will have been formed and they will have particular insights into what will be
required of the project team structure they developed.

Lessons
Log

/ Project Management
> Team Roles

Executive and Identify Project .

Co-Manager > Management
Responsibilities Team Roles

Daily
> Log

Project Management \_/_

Team Structure

-

Figure 4.3: Identify Project Management Team roles

In general, the Core Team disciplines include:

m Risk Management

m Jssues Management

m Scope Bank Management

m Bundled Change Management
m Vetted Portfolio Management
m Project Review Management

m Communications Management

m Project Notebook Management

These roles need to be assigned to a team member or retained by the co-
managers. The assignment could be rotated or fixed for the project life span.
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Co-Managers Populate the Roles with Skill Requirements

Roles plus specific skills will eventually translate into position titles and after
schedules are available specifically named individuals appointed to the project
team. Some of these individuals will be assigned full-time to the project. Others
for only the window of time for which their expertise is needed.

To do this activity effectively requires an infrastructure and several support
functions. The PSO is the organizational entity that will provide those
support functions. As a minimum:

m A Project Manager Position Family must be defined and operational
m A Career and Professional Development Program must be in place

m A training curriculum must be accessible in in-class and online delivery
formats

m A comprehensive Human Resource Management Process must be in place

These are not optional. They are required.

Gain Approval of the Staffing Plan

At this point the staffing plan can only be defined at the position title level. This
information is in the Project and Cycle Plans. Specific individuals cannot be
named until a Project and Stage Schedule is in place. Resource Availability is a
critical variable in the Scope Triangle. The Core Team has already contributed
during the Ideation phase and is needed during Set-up Phase.

The Staffing Plan is submitted for approval along with the already approved
High-Level Project Plan. Staffing requirements are by position title and, to the
extent possible, when those positions will be needed in the project schedule at
the stage level. All of this schedule information is contingent on what actually
happens during the project up to the point where those resources are needed.
The Resource Managers will have all of the data they need to allocate specific
individuals to the project either as members of the Core Team or assigned to
specific Stages.

Using the Co-Manager Model

The first and perhaps most important advice I can offer is to adopt a practice
where the complex project is co-managed by you and a client representative
with decision-making authority. That includes the design and implementation
of the complex project methodology and all the projects that utilize the method-
ology. For that to succeed, the co-manager should be a high-level executive from



102

Part | = Understanding the Project Management Landscape

the sponsor’s business unit. It is important that they be operationally involved.
That person must be capable and willing to meaningfully involve themselves
across the entire project life span. Token representation is not going to work.
Unfortunately, the higher you go in the enterprise, the greater the risk that you
will end up with token representation. That would be the death of a complex
project. Treat each case as unique and proceed on that assumption. You need
someone who can provide ideas and visible support. LOB managers, functional
managers, and resource managers are often good choices as well. Both man-
agers are equally involved and authorized to make all decisions and share in
the success and failure that flow from their decisions. If you put your reputation
on the line in a project, wouldn't you participate in the project to protect your
reputation and your business interests? You bet you would.

So, the project is technical and the client is not, and they want to know
why you want them as your co-manager. That’s easy. Before the project was a
technical project, it was a business project, and it needs a business person as
a major partner and decision maker. The project team should not be forced to
make business decisions. As the technical project manager, you want every
decision to be the best business decision possible, and your client is in the
best position to make that happen. My client would hear me say that I wanted
to do the very best job that I could, and it would not happen without their
meaningful involvement as my co-manager on their project. I want my client
co-manager to participate in all decisions. They provide the product and
business expertise, while I provide the process and technical expertise. As
Figure 4.1 illustrates, we do this as co-equals! This is a challenge in the strong
matrix organization mentioned earlier.

Keep the client in the best possible position to make those business decisions.
Given the need for a business decision, the project team can often present alter-
natives, maybe rank them, and even offer costs and benefits. Give the client
whatever information to help them decide. Then step back and let them decide
based on whatever business criteria they wish to use.

In the complex project world, holistic decisions—those that balance task
feasibility and business value—are even more important and critical. In these
projects, either the goal or solution or both cannot be clearly defined at the
beginning of the project. The search for an acceptable business outcome drives
the project forward. Again, the client is in the best position to choose the alternative
directions that lead to the deliverables that produce acceptable business value.
Present the feasible technical alternatives to the client and let them choose the
best alternative. These iterations are repeated until there is convergence on a
goal and solution to achieve expected business value, or the client terminates
the project because it isn’t heading in a fruitful direction. The remaining time,
money, and resources can be redirected to a more likely effort. This strategy
speaks of a team/client partnership. Without it, success is unlikely.
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Establishing Meaningful Client Involvement

Complex projects are high-risk projects. The client is the best SME for an overall
mitigation plan to manage and contain that risk. Integrating Agile practices
such as the Co-Manager model has five benefits:

m Improved scope planning and requirements management at Client
Checkpoints

m Early realization of business value through Incremental product/service
delivery

m [everage client product/service expertise and create client ownership of
deliverables

m Efficiently support iterative solution discovery and maintain a lean
process

m Centralize and increase decision making authority of the project team

The lessons I learned from the client projects are clear. No one can claim a
corner on the knowledge market (i.e., more than one SME may be needed), and
the client and every team member must be given a chance to contribute openly
in a brainstorming fashion to the solution. Creativity is a critical component
and must be openly encouraged. The development team and the client team
can form a formidable team, if given the chance to exploit the synergy that
results. Ownership of the resulting solution can only come from giving all of
the stakeholders an equal opportunity to meaningfully participate in devel-
oping the solution. I also learned that through ownership of the solution, comes
ownership of the implementation. Since it was their solution, they wouldn't let
it fail. The client took the lead. Their co-manager’s reputation was at stake. How
often can you claim that?

Implementing these practices takes project manager leadership and courage.
For some clients, that requires selling the idea because they were the ones who
responded to my request saying they were not technical and couldn’t contribute
to a technical project. My selling proposition is that even though they may not
be technical, I am not an expert in their line of business or business function.
So by combining our separate expertise, we can produce an effective solution
and create the expected business value that justified approving the project in the
first place. They bring the business knowledge and experience to the table, and
my team brings the technical knowledge and experience. Together, we create
the synergy needed to find creative solutions in the midst of a complex project
world. The co-managers had to establish an open and trusting partnership to
assure a best effort takes place.
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The Challenges to Meaningful Client Involvement

If I could choose and deliver on only one critical success factor (CSF) for managing
a complex project, it would be meaningful client involvement. In the complex
project world, the client is the best subject matter expert (SME) when solving
unsolved problems and exploiting untapped business opportunities. Beyond the
SME role, the client will be the owners of the project deliverables. Their mean-
ingful involvement will produce a vested interest on their part in the success of
the project. In a sense, their reputation and credibility are at stake. That success
will be measured first by the business value the complex project team will have
delivered, and second, by the successful execution of the process that created
the solution. The Effective Complex Project Management (ECPM) Framework
is designed to deliver on both counts.

Client involvement is so important to achieving success that I devoted this
entire chapter to it. In the context of the ECPM Framework, we will involve
anyone who either affects or is affected by the deliverables. These are other-
wise known as stakeholders, and I include in our discussion a definition of who
they are and how they interact with the ECPM Framework project first at the
requirements elicitation steps, and then throughout the entire project life span.
Not all stakeholders should or will be involved directly as a team member. If
they are, they must be meaningfully involved. Token sign-offs on any document
produced by the project is not meaningful involvement. It will be seen more as
a threat to the client and sponsor than to their meaningful involvement.

The complex project landscape is populated with unsolved problems and
business opportunities that have not yet been exploited. None of these will be
easy projects. Some may have been worked on before with less than satisfactory
outcomes or no outcomes at all. If they are critical to the business, they must be
successfully executed and produce the results for which they were undertaken. So,
the best approach for an enterprise is to utilize a project management approach
that brings the appropriate parties together into a true team environment and
turns them loose to find the sought-after deliverables.

The team must be comprised of professionals who have business process
expertise (systems engineers and business analysts) and professionals who have
subject matter expertise (managers and professional staff in their departments)
in the relevant business areas involved in the project. It is not sufficient to just
put them together in the same room and hope to get an acceptable business
solution. There must be guidelines, tools, templates, and processes from which
they will craft a “recipe” to manage such challenging projects. That is a role for
the complex project co-managers supported by the ECPM Framework.

COMMENT ON COLLABORATIVE TEAMS

“It takes a village” to deliver business value from complex projects.
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Lack of client involvement has been identified by The Standish Group [Standish
Group, 2013] as the second most critical factor for project failure. In fact, without
meaningful client involvement from the start of an ECPM Framework project, it
will fail with near certainty. I would add that it is not only important to have clients
involved, but that involvement must be meaningful. Simply getting sign-off on an
ECPM Framework implementation, or on some arcane specification or confusing
test plan, is not meaningful involvement. For the past 20+ years of consulting, I
have utilized a simple home-grown practice that fosters an ownership position
and encourages the client to do whatever they can to make the project successful!
Remember that having an ownership position puts their reputation on the line
to deliver business value just as the project manager’s reputation is on the line to
create and manage an effective process. Meaningful client involvement is pur-
posely designed into the entire the ECPM Framework project life span.

Meaningful client involvement begins before the ECPM Framework has been
implemented. It begins at the point where the enterprise defines the desired
end state ECPM Framework environment; extends through the implementation
planning and execution, and continues through to the practice stage where the
ECPM Framework is used, and process improvement efforts are undertaken. In
other words, meaningful client involvement is an effort that extends across the
entire ECPM Framework project from conception to birth to maturation. To get
the continuing full benefit from the ECPM Framework, the enterprise must com-
mit to this effort. For most organizations, using the ECPM Framework will be a
complete evolution from how they approached the management of their projects,
programs, and portfolios. It is one of the enabling factors for the strategic plan of
the enterprise.

Chapter 14, “Hybrid Project Management Framework,” defines the framework
and establishes it as an enterprise-level resource for complex project management.
The success of that implementation and its eventual practice is heavily bound in
meaningful client involvement. To that end, I share my home-grown practice for
creating and sustaining meaningful client involvement in an HPM Framework
project and present a real-life example of that practice.  have used this practice
as one of the founding principles of my business, which began in 1991. All I can
say is that the HPM Framework works all the time, and so I don’t plan on fixing
it. It will certainly be improved through feedback from clients and adopters.
My hope is that you will be able to integrate meaningful client involvement
into your practice and find your efforts consistently delivering better solutions
with greater business value.

What If the Client Team Does Not Understand
the HPM Framework?

During the design and first applications of the HPM Framework, this is the
reality you will have to deal with. Suppose that this is the first complex project
this client will be involved in. You will be introducing them to a strange
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new project world. How will you prepare them to be productive members of
the project team?

Here are some strategies to consider. Training, training, and more training of
clients are called for. There are three training models that I have used, and all
have been successful: Commercial off the shelf (COTS) facilitator-led; custom-
designed instructor-led; and real-time consultant-led. It all depends on what
the client team needs and how best to interact with them.

Commercial Off the Shelf (COTS) Facilitator-Led Training

Commercial off the shelf (COTS) facilitator-led training is mentioned mostly for
the sake of completeness, but it has worked on occasion. Rather than bring the
training inside, it can be taken by your team in open enrollment courses. If the
client wants a little more personalization, bring the training inside. If the client
tends to be proactive and likes to work things out for themselves, this might
give them enough of a push to overcome their hesitancy. An outside facilitator
is the critical success factor. It tends to be safer ground for the client than if an
internal facilitator is used. The outside facilitator can offer a fresh perspective
that an insider does not have. If the facilitator can field questions with specific
answers applicable to the attendee’s environment, it should work.

Custom-Designed, Instructor-Led Training

Custom-designed, instructor-led training will cost more than the COTS training
because of the time needed to understand the environment, conduct a needs
analysis, and modify the course accordingly. It does have the added benefit
that the content is to the point and not wasteful of attendees’ time and money.
The majority of my training engagements have been of this type. They tend to
have a consulting component, as well, and deliver maximum business value
for the costs involved. In the end, the training experience will be more efficient
and effective.

Real-Time, Consultant-Led Training

Real-time, consultant-led training is an interesting variation on the custom-
designed, instructor-led training. In this variation, the training is imbedded in
the execution of the project. It might be an actual project or a project to design
an HPM Framework environment with the client participating. The project itself
becomes a case study, if you will, in how to conduct an HPM Framework project.
An internal consultant can be most effective because they already understand
the environment. If an outside consultant is used, this is obviously the most
expensive of the three models. Remember, an HPM Framework project is com-
plex and its success is critical to the organization. Failure is not an option. I have
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used this model three times as an outside consultant and twice as an internal
consultant, and been successful in all five. This variation is the most expensive
of the three, but it is worth the added cost. With few exceptions, it has become
the approach of choice by my clients.  have even developed a workshop for any
business process design project.

This approach is especially applicable to HPM Framework design, implemen-
tation, and process improvement projects. It occurs in two steps:

1. Customization of the HPM Framework template, based on the results of
the needs analysis.

2. Further customization of the HPM Framework template during the work-
shop itself.

I call this approach the Blended Training/Consulting Workshop. I have used
this workshop for several business process applications:

m HPM Framework design, documentation, implementation, and
deployment

m Prevention/intervention process for managing distressed projects
m Continuous process/practice improvement model

m Resource constrained agile project portfolio management process
m Establishing and maturing a project support office

m Project manager position family design

m Career and professional development process design

Put this approach in your HPM Framework kit. See Chapter 14, “Hybrid
Project Management Framework,” for details.

What If You Can’t Get the Client to Be Meaningfully Involved?

To be meaningfully involved means the client participates in all decisions and
changes to the requirements and plans for achieving them. Just approving any
of these is not meaningful involvement. Not being able to get the client to be
meaningfully involved is a tough situation that you are going to have to face. Not
having meaningful client involvement in a complex project is a show-stopper.

In earlier days, I might have said I would find some workaround and do the
project without the meaningful involvement of the client. Now, with years of
experience to draw on, I just would not do the project until the client was wil-
ling to be meaningfully involved. I have tried both strategies and had a few
successes, but left a lot of blood on the trail behind me. I often won the battle,
but lost the war. In general, neither strategy met with my satisfaction. Now, I
tend to follow a more diplomatic route. The success of the project is critical to
the continued operation of the business and is beyond your authority to cancel
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or postpone. On the assumption that the project will go ahead, what would you,
could you, or should you do?

Of prime importance is to find out what barriers to meaningful involvement
exist in the mind of the client and put a mitigation program in place. There could
be many barriers, as the following discussion illustrates. For each barrier, I will
share my mitigation strategies if the client was burned by prior project experi-
ences and is hesitant to get involved, and if the client wants to get too involved.

What If the Client Is Hesitant to Get Involved?

If the client is hesitant to get involved, this is a problem; the technical professionals
have inherited some significant baggage from their grandfathers. In former days,
the customer was not really encouraged to get involved: just get the requirements
document written and approved, and turn the project over to the development
and delivery teams. The prevailing attitude was that the client would only slow
the process down. Fortunately, that attitude has not survived, but the memory
of it has. The client is much more comfortable minding their own business and
leaving technology to the technical folks. The client gets involved, but only when
the development and delivery teams offer a comfortable way to get involved.

The burden is on the project team to change this attitude. Depending on the
particular circumstances that the client is facing different initiatives on
the part of the project team can be employed. Workshops, seminars, site visits,
conferences, and other venues have been productive. One strategy that I have
had excellent results with is to engage the client in concurrent workshops and
seminars that are imbedded in the complex project and to use actual project
team exercises based on the project. This is an effective twist on the “learn by
doing” principle that underlies all successful complex projects.

What If the Client Wants to Get Too Involved?

Yes, I have encountered this situation, but not very often.

Taking a cue from the days of end user computing of the 1970s and 1980s,
there will be clients who aggressively promote their solution. They want to get
too involved. They will push hard to get their own solution on the table and
are reluctant to consider other ideas. You do not want to discourage them from
sharing their ideas, yet, at the same time, you don’t want to risk missing a better
solution. They can be an effective team player and the best SME you might have,
but their eagerness must be channeled.

I have borrowed process ideas from prototyping and brainstorming, as appro-
priate. For example, you might start solution design with their solution, and
discuss ways it might be improved with other features and functions. Often-
times, the client will not be aware of other systems and processes that can be
used to advantage. Both prototyping and brainstorming can be used here to
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include these systems and processes in the client’s solution with good results.
Assuming the client has good suggestions, you can exploit this with discussions
about more sophisticated solutions that engage them in generating even greater
business value than their solution affords. Capitalize on the knowledge that the
client has displayed through their input.

Stakeholder Management

The stakeholders are the most important group whenever you are entertaining
the change in the project management culture from whatever it is to some
desired end state. The stakeholders’ support and involvement is essential. To not
have their support can be devastating to the project. For the purposes of ECPM
Framework design and implementation, the clients are all of the stakeholders
that either impact or are impacted by the resulting ECPM Framework environ-
ment that is delivered. So the first step is to establish the ECPM Framework
environment for the enterprise. For that, you will need to use the Stakeholder
Interaction model shown in Figure 4.4.

1.0 Develop Business Case
Business
Case

0 facilitates preparation
of Business Case

Pro
Overview

ject
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get Sponsor
Approval
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Figure 4.4: The Stakeholder Interaction model
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Who Are the HPM Framework Stakeholders?

The HPM Framework stakeholders range from the most senior level executives
(C-Level) to those who enable HPM Framework through projects (the project
management position family), and, of course, their clients. In essence, you might
consider everyone in the enterprise as the stakeholder group. For the HPM
Framework design and implementation project, the stakeholders are identified
in Figure 4.4. They are:

m C-Level Sponsors—The senior executives who will pay the bill for the
HPM Framework design and implementation project.

m Line of Business (LOB) Managers—The beneficiaries of the deliverables
from an HPM Framework project. In practice, the LOB managers may
originate the idea for an HPM Framework project, based on their own
department needs. They have profit and loss responsibility for their line
of business.

m Functional Managers—The department heads for such functions as
Marketing, Finance, Public Relations, and other business functions. Their
needs are usually for business process design and improvement. They do
not have P&L responsibility. Rather, their responsibility is the first-line
tactical and operational support of the LOB managers.

m Resource Managers—These department heads manage the resource
capacity of the enterprise. They support projects and business processes
from a resource perspective.

m Project Managers—The professionals who are the enablers in the enterprise
strategic plan. They use the HPM Framework in their interactions with
all stakeholders.

m Clients—The customers of the project managers. They represent the areas
of the enterprise that are affected by, or that affect, the business areas
involved in the project. They might use the deliverables directly, or pro-
vide the deliverables to the final customer.

m Business Process Engineers—Systems engineers and systems analysts
who consult with LOB and functional business managers on items
related to the business processes of the enterprise. Their responsibilities
include business process design, business process performance moni-
toring, and business process improvement from a technical
perspective.

m Business Analysts—Professionals who understand the business of the
enterprise. They act as consultants to LOB and functional business man-
agers in matters related to the performance of the LOBs and their improve-
ment from a business perspective.



Chapter 4 » What Is a Collaborative Project Team?

111

= HPM Framework Project Manager—A senior project manager who is
charged with the project to design and implement the HPM Framework
version that will define the project management environment of the
enterprise. Following implementation, they will also monitor HPM
Framework performance with the goal of further process improvement
projects.

The most important thing to note about the Stakeholder Interaction model is
the collaborative and meaningful involvement of all stakeholders across the entire
life span of this design and implementation project. From practice in similar
situations, this model creates strong ownership on the part of all stakeholders.
Ownership not only contributes to fewer implementation problems, but also
to a better ECPM Framework environment for complex project management.

Challenges to Attaining and Sustaining Meaningful
Client Involvement

Clients come in all sizes and descriptions. Some clients are a veritable fountain
that continually spew ideas and changes. This may seem like an enviable situation,
but don't overlook the need for convergence to a solution. Their behavior can
cause the team to spend too much time on non-value-added work as they do
their analysis of the scope implications and contribution to business value. A
strategy to postpone some suggestions to Version 2 might work.

Other clients don’t seem to have any ideas to share. Maybe they don’t have
any ideas, or maybe the project manager has not created the open and honest
team environment that is needed. This is a dangerous situation, and will call
upon all of the skills of the project manager and the development team. Change
is critical in every complex project.

Let’s consider some specific suggestions that I have used to attain and main-
tain meaningful client involvement: always use the language of the client;
maintain a continuous brainstorming culture; use a co-project manager model;
and, establish an open and honest team environment.

Always Use the Language of the Client

Never use an acronym unless it is in common use in the enterprise. Clients will
be wary of asking what you mean for fear of exposing their ignorance. If you
find them nodding in agreement along with blank stares into space, you have
lost them. The project manager, and especially the development team, have to
be very observant. One trick that I have used comes from the COS discussions,
which is to ask the client to repeat in their own words what you just said. That
will expose any misunderstandings. While this may seem to put them in a
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threatening position, that risk is better than the risk of not understanding. Both
the client team and the development team have to work in an open, honest, and
mutually supporting environment. Anything less exposes the project to risks
that could have been avoided.

Maintain a Continuous Brainstorming Culture

A continuous brainstorming culture puts the client team in a more relaxed mood
and will encourage their input and willingness to accept feedback from the
development team. These discussions are critical parts of the creative learning
and discovery process.

Establish an Open and Honest Team Environment

The team comprises two groups—the client team and the development team.
They must work together openly and honestly if the project is to succeed. Leave
your politics at the door. The team is your world during an HPM Framework
project. The co-project managers have a critical role to play in establishing this
environment.

Use a Co-Project Manager Model

Perhaps the most important advice that I can offer you is to adopt a practice in
which the HPM Framework project is co-managed by you and a client repre-
sentative with decision-making authority. That includes the HPM Framework
design and implementation project and all the projects that utilize the resulting
version of the HPM Framework. For it to succeed, the co-manager should be
the highest-level executive you can recruit from the client-side of the enterprise.
That person must be capable and willing to get meaningfully involved. Token
representation is not going to work. Unfortunately, the higher you go in the
enterprise, the greater the risk that you will end up with token representation
and that would be the death of an HPM Framework project. Treat each case as
unique, and proceed accordingly. You need someone who can provide ideas
and visible support.

The co-project manager model is a founding principle of my consulting
practice. I have used it in every project that my company has ever undertaken.
One manager is me or one of my consulting partners, and the other is a high-level
manager from the client-side. LOB managers, functional managers, and
resource managers are often good choices. Both co-managers are equally involved
and authorized to make all decisions, and share in the success and failure that
flow from their decisions. Just think: if you put your reputation on the line in a
project, wouldn't you participate in the project to protect your reputation and
your business interests? You bet you would. I know I would, and I have done
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that in every project manager assignment over the 25-year history of my con-
sulting and training business. In addition to delivering solid solutions, I have
been able to build partnerships with my clients. I am clearly part of their team,
and they know it!

So, if the project is technical and the client is not, they will want to know why
you want them as your co-manager. That’s easy. Before the project was a technical
project, it was a business project; it needs a business person as a major partner
and decision maker. The project team should not be forced to make business
decisions. As the technical project manager, you want every decision to be the
best business decision possible, and your client is in the best position to make
that happen. My client would hear me say that I wanted to do the very best
job that I could, and it would not happen without their meaningful involvement
as my co-manager on their project. In retrospect, my client co-manager partici-
pated in all decisions. They provided the product and business expertise while
I provided the process and technical expertise, and we did this as co-equals!

You need to keep the client in the best possible position to make business
decisions in a timely way. Given the need for a business decision, the project
team can often present alternatives, maybe rank them, and even offer costs and
benefits. Give the client whatever information you can to help them decide.
Then, step back and let them decide, based on whatever business criteria they
wish to use.

In the complex project world, holistic decisions that balance task feasibility and
business value are important and critical. In these projects, either the goal or solu-
tion, or both, cannot be clearly defined at the beginning of the project. The search
for an acceptable business outcome is what drives the project forward. Again, the
client is in the best position to choose the alternative directions that lead to
the deliverables that produce acceptable business value. The feasible technical
alternatives are presented to the client and they choose the best alternative. These
iterations are repeated until there is convergence on a goal and solution that
achieves the expected business value, or the client terminates the project because
it is not leading in a direction that will be fruitful. The remaining time, money,
and resources can be redirected to a more likely goal and solution. This strategy
speaks of a team/client partnership. Without it, success is unlikely.

Discussion Questions

1. A big challenge in implementing the Co-Manager model is giving the
client equal authority and responsibility in managing the project. The
process co-manager has to relinquish authority and the product co-manager
has to acquire that authority and responsibility. What specific actions
should each co-manager take in order to establish that equality?
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UNIQUE VALUE PROPOSITION

The “Comment” text boxes offer interpretations that may add value to the delivered
solution.

You learn about the various methods that can be used to execute the processes
within each Knowledge Area. In Parts Il and 111, you learn how to choose the best-fit
method to execute a process, which may be a direct result of the type of project or
dependent on one or more external factors.

Overview of the 10 Project Management
Knowledge Areas

The ten Knowledge Areas are part of the PMBOK® Guide - Sixth Edition and are
all present in every PMLC model. This section covers all ten Knowledge Areas.
Knowledge Areas may be split among more than one Process Group. The names of
the Knowledge Areas used here are the same as the names used in PMBOK® Guide.
The ten Knowledge Areas are:

m Project Integration Management

m Project Scope Management

m Project Schedule Management

m Project Cost Management

m Project Quality Management

m Project Resources Management

m Project Communications Management

m Project Risk Management

m Project Procurement Management

m Project Stakeholder Management

Project Integration Management

Project Integration Management is the glue that links all of the deliverables
from the Process Groups into a unified whole. This linkage begins with the
project description document and extends to the project plan and its execution,
including monitoring progress against the project plan and the integration of
changes, and finally through to project closure.
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In the complex project landscape effective integration requires
management approaches that allow for a flexible, creative, and adaptive approach by
the project team in response to the changing characteristics of the project, organiza-
tional, and cultural environment and the dynamics of the marketplace.

This observation is missing from most PMLC models and is a root cause of many project
failures.

Project Scope Management

The major focus of the Project Scope Management Knowledge Area is the
identification and documentation of client requirements. Many ways exist to
approach requirements gathering and documentation. A two-level approach is
used for complex projects where much of the scope development is not known
at the outset and so a high-level requirements list is developed with the lower
level not being known at the outset but only through the iterations which follow.
The choice of which approach or approaches to use depends on several factors.
Following requirements gathering and documentation, you choose the best-fit
project management life cycle and develop the Work Breakdown Structure (WBS)
that defines the work to be done to deliver those requirements. That prepares
the team and the client with the information they need to estimate time, cost,
and resource requirements.

In the complex project management landscape scope is variable.
That is the direct result of an unclear statement of project goal and/or solution dur-
ing project definition. A scoping statement can be proposed during project planning
but it is expected to change as learning and discovery emerges from the project
phases.

Project Schedule Management

Project Schedule Management includes both a planning component and a con-
trol component. The planning component provides time estimates for both the
duration of a project task (that is, how long will it take in terms of clock time
to complete the task) and the actual effort or labor time required to complete
the task. The duration is used to estimate the total time needed to complete the
project. The labor time is used to estimate the total labor cost of the project. The
control component is part of the Monitoring and Controlling Process Group
and involves comparing estimated times to actual times as well as managing
the schedule and cost variances.
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To spend time developing a detailed schedule for a complex project
should be limited to the planning exercise for the next phase. How could you execute
a detailed schedule plan, when much of the Work Breakdown Structure cannot be
defined until much later in the project?

However, a high-level schedule based on phase objectives is worthwhile. The number
of phases (or cycles) in a complex project can be estimated.

Project Cost Management

Project Cost Management includes both a planning component and a control
component. The planning component includes building the project budget
and mapping those costs into the project schedule. This provides a means of
controlling the consumption of budget dollars across time. Variance reports
and earned value reports are used in the Monitoring and Controlling Process
Group. The total project cost and project deadline are often specified during
project initiation and are considered fixed throughout the project life span.

Cost and Time are fixed in the complex project landscape. That is
why Scope is variable. When Cost and/or Time have been exhausted it’s time to con-
sider the business value that has been delivered for this version and whether an addi-
tional investment for the next version makes sense.

Project Quality Management

Good quality management is probably one of the Knowledge Areas that gets a
rather casual treatment by the project manager and the team. A good quality
management program contains the following three processes:

m Quality planning process
m Quality assurance process

m Quality control process

The focus on quality is usually on the product or deliverable that is pro-
duced. If it meets specific physical and performance characteristics, it will
be validated as fit for use and can be released to the client. Validation that a
product is fit for use is the result of the product passing certain tests at various
points in the product development life cycle. Passing these tests allows the
product to pass to the next stage of development. Failure to pass a test leads
to reworking the product until it passes or to outright rejection if reworking
the product to remove whatever defects were discovered does not make good
business sense.
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Quality in this context means the product meets the following criteria:

m [t’s fit for use.
m ]t meets all client requirements.

m ]t delivers on time, within budget, and according to specification.

Note that this says nothing about exceeding requirements. Many project
managers are ingrained with the idea that they have to “delight the client.” For
example, if you promised product delivery on Friday, you try to get the product
to the client on Thursday. Or if you estimated that the product would cost $2.00,
you try to get the cost down to $1.95. These are all well and good and are part of
excellent client service, but they have nothing to do with quality. Quality refers
to meeting agreed requirements, not exceeding them. Your quality management
program should focus on meeting product and process requirements.

Quality Planning Process

There will be standards that the product and the process will have to meet.
These may be external to the organization (federal or agency quality require-
ments) or internal (company policies and guidelines). In addition, there will be
project-specific requirements that must be met. Quality planning must integrate
all of these into a cohesive program.

Quality Assurance Process

Quality assurance includes activities that ensure compliance to the plan. This
includes process definition and the practice of those processes.

Quality Control Process

This process involves the actual performance monitoring of the project management
monitoring and reporting tools. Chapter 5, “Integrating a Continuous Improvement
Program,” introduces the six principles of the Declaration of Interdependence
(DOQI) as the criteria for conducting those performance assessments.

Quality requirements and associated standards should be defined for the
project processes, the practice of those processes as well as the product deliverables.
Since Scope is variable in the complex project landscape, Quality requirements and
standards are also variable. Chapter 5, “Process/Practice Improvement Program,”
discusses process and practice quality at the tools, templates, and process levels.
Chapter 14, “Hybrid Project Management Framework,” discusses tools, templates, and
process quality at the project level. This is just part of the learning and discovery proc-
ess in the complex project landscape.
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Project Resource Management

Some would suggest that the job of the project manager is to manage the work
of the project. They would add that it is not the job of the project manager to
manage the members of the team. Management of the team members is the
province of their line manager. In a utopian world, this might be acceptable
management practice, but in the contemporary project world, the situation
is quite different. More than likely your request for a certain profile of skills
and experiences among your team members will not be met by those who
are assigned to work on your project. Skill shortages, unavailability of a spe-
cifically skilled person, and other factors will result in a less-than-adequate
team. What you get is what you get, and you will have to make the best of it.
Therefore, I don't think it is that simple, and both the line manager and the
project manager share the people-management responsibilities. Because
the skills and/or competency of the team you have to work with may not be
ideal, staff development will be one area where you and the line manager share
responsibility. The line manager is responsible for assigning people to projects
in accordance with each person’s skill and competency profile as well as his or
her career and professional development plans. Once a person is assigned to a
project, it is then the project manager’s responsibility to make assignments in
accordance with the person’s skill and competency profile and their professional
development plans. Obviously, this will be a collaborative effort between you
and the line manager.

Not everyone can be motivated. To assume otherwise is risky. In fact, in most
cases all that the manager can do is create an environment in which the subor-
dinate might be motivated and then hope that he or she is motivated.

Resource Management continues to be a challenge for any complex
project situation. Any long-term plan for the demand and supply of skilled resources
against a long-term schedule is not a good strategy. Rather, a phase-based resource
plan is a better approach. Phase duration in a complex project should be limited to
2- to 6-week phases. The risk of resource contention problems is much less.

Project Communications Management

At the heart of many of the top ten reasons why projects fail is poor communi-
cations. As many as 70 percent of the IS/IT project failures can be traced back
to poor communications. A good communications management process will
answer the following questions:

m Who are the project stakeholders?
m What do they need to know about the project?

m How should their needs be met?
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Who Are the Project Stakeholders?

Any person or group that has a vested interest in the project is a stakeholder.
Those who are required to provide some input to the project affect the project
and are therefore stakeholders. Those who are affected by the project are stake-
holders. Often, they are the same group requesting the project, in which case
they will be willing stakeholders. There will also be unwilling stakeholders who
are affected by the project but had little or no say in how the project actually
delivered against stated requirements. The project manager needs to be aware
of all these stakeholder groups and communicate appropriately to them.

What Do They Need to Know about the Project?

There will be a range of questions coming from every stakeholder group as
follows:

m What input will I be required to provide the project team?
m How can I make my needs known?

m When will the project be done?

m How will it affect me?

m Will I be replaced?

m How will I learn how to use the deliverables?

Your communications management plan will be effective only if it accounts
for each group and their individual needs.

How Should Their Needs Be Met?

This depends on the purpose of the communication. If it’s to inform, there will
be many alternatives to choose from. If it’s to get feedback, you have fewer
alternatives from which to choose.

Communications Management is not just for external stakeholders.
A collaborative environment also extends to the project team. The Co-Manager model
(Chapter 4, “What Is a Collaborative Project Team?”) integrates both the process team
and the product team members so that inter-project communication becomes a
non-issue.

Project Risk Management

In project management, a risk is some future event that happens with some
probability and results in a change, either positive or negative, to the project.
For the most part, risk is associated with loss, at least in the traditional sense.
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But there might be a gain if the event happens. For example, suppose you know
that a software vendor is working on a language translator, and if it is available
by a certain date, you will be able to use it to save programming time.

\[o ANl If you are certain that an event will occur, it's not a risk; it’s a certainty.
This type of event isn't handled by risk management. Because you are sure that it will
occur, no probability is involved. No probability, no risk.

More commonly, though, a risk event is associated with a loss of some type. The
result might be a cost increase, a schedule slippage, or some other catastrophic
change. The cost of loss can be estimated. The estimate is the mathematical
product of the probability that the event will occur and the severity of the loss
if it does. This estimate will force the project manager to make a choice about
what to do, if anything, to mitigate the risk and reduce the loss that will occur.

This estimate is the basis of a series of choices that the project manager has
to make. First of all, should any action be taken? If the cost of the action exceeds
the estimated loss, no action should be taken. Simply hope that the event doesn’t
occur. The second choice deals with the action to be taken. If action is called
for, what form should it take? Some actions may simply reduce the probability
that the event will occur. Other actions will reduce the loss that results from
the occurrence of the event. It is usually not possible to reduce either the prob-
ability or the loss to zero. Whatever actions are taken will only tend to reduce
the loss in the final analysis.

The business decision is to assess how the expected loss compares to the cost
of defraying all or some of the loss and then taking the appropriate action. With
project management, the risks that need to be managed are those that will hurt
the project itself. Although the project may affect the total business, the total
business isn’t the domain of the project manager.

As alluded to earlier, newer risk theories deal with entrepreneurial risk
for which there is not only a probability of loss, but also a probability of gain. This
is common in businesses where capital is put at risk in order to fund a new business
venture. For the most part, this book deals with risk in the traditional sense, where risk
is the possibility of loss.

Risk management is a broad and deep topic, and I am only able to brush the
surface in this book. A number of reference books on the topic are available. The
bibliography in Appendix D lists some specific titles you can use as a reference.
The risk analysis and management process that I briefly describe answers the
following questions:

m What are the risks?
m What is the probability of loss that results from them?
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m How much are the losses likely to cost?

m What might the losses be if the worst happens?
m What are the alternatives?

= How can the losses be reduced or eliminated?

m Will the alternatives produce other risks?

To answer these questions, the following sections define risk management in
four phases: identification of risk, assessment of risk, risk response planning,
and monitoring and controlling.

Every project is subject to risks. Some can be identified and plans can be put
in place if they occur; others cannot and must be dealt with as they occur. The
events that this section focuses on are those that could compromise the success-
ful completion of the project. No one knows when they will occur, but they will
occur with some likelihood and cause some damage to the project. For example,
the loss of a team member who has a critical or scarce skill is one such event.
The longer the project lasts, the more likely this will happen. The history of
some organizations might suggest that this is a certainty. Knowing this, what
would you do? That is the question answered this section. The answer lies in
understanding what the risk management life cycle is and how to construct a
risk management plan.

Unfortunately, many project managers view risk as something they pay attention
to at the beginning of the project by building some type of risk management plan
and then file it away so they can get on with the real work of the project. How
shortsighted. Effective project managers treat risk management as a dynamic
part of every project. Their plan has the following four parts:

m Risk identification
m Risk assessment
m Risk mitigation

m Risk monitoring

Risk Identification

In order to establish a risk management program for the project, the project
manager and project team must go through several processes. The first is risk
identification, and it generally occurs as part of project planning activities. In
this part of the process, the entire planning team is brought together to discuss
and identify the risks that are specific to the current project.

Developing a risk management plan is a significant part of the project planning
process. The more complex and uncertain the project, the more important it is to
have a dynamic and maintained risk management plan. Some have said that the
project manager does nothing more than manage risk on the project. That is too
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restrictive, but it does speak to the importance of a good risk management plan
for every project. Although the experienced project manager will certainly know
what general types of risks there are on each project, the professional project
manager takes nothing for granted and always engages the project planning
team in identifying risks for the project. The list of risks can be cumulatively
developed in parallel with other project planning activities. After that list is
built, the team can move to the second step in the Risk Management Process.
There are four risk categories:

m Technical risks
m Project Management risks
m Organizational risks

m External risks

Risk Assessment Template

The first step in the Risk Management Process is to identify the risk
drivers that may be operative on a given project. These are the conditions or
situations that may unfavorably affect project success. To establish the risk
management for the project, the project manager and project team must go
through several processes. The first is identifying risk. In this part of the proc-
ess, the entire team is brought together to discuss and identify the risks that
are specific to the current project. I recommend that the meeting focus solely
on risk. A meeting with such a single focus enables the entire project team to
understand the importance of risk management, and it gets everyone thinking
about the various risks involved in the project.

Figure 5.1 shows a template that you can use for defining risks in each of these
categories and making a preliminary assessment of how they might impact the
scope matrix.

Risk Assessment

When the team puts together the risk identification list, nothing should be ruled
out at first. Let the team brainstorm risk without being judgmental. Some risks
are so small that you will eventually ignore them. For instance, the risk that
a meteor will destroy the building in which you work is miniscule. If you're
worrying about things like this, you won't be much of a project manager. You
need to manage the risks that actually might occur.

There are two major factors in assessing risk. The first one is the probability
that the risk event will occur. For instance, when a project involves migrating
legacy systems to new systems, the interface points between the two are often
where problems occur. The professional project manager will have a good sense
of these types of risks and the chances that they will occur.
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RISK SCOPE TRIANGLE ELEMENTS
CATEGORIES

AND RISKS

Scope Time Cost Quality Resources

Technical

Project
Management

Organizational

External

Figure 5.1: Risk identification template

The second part of risk assessment is the expected loss the risk will have on
the project. If the probability is high and the impact is low, you may be able to
ignore the risk. If the probability is low but the impact is high, you might also be
able to ignore the risk. The decision is based on the product of the probability of
the event happening and the impact it will have. For example, if the probability
of losing a critical skill is 0.8 (probability is a number between 0 and 1.0) and
the impact is $50,000, the expected loss is $40,000 (0.8 x $50,000). As a further
example, suppose the probability of the Bull on Wall Street being stolen is 1 x
10-10 and the impact is $75,000,000; then the expected loss is $750.

You should ignore the risk if the cost of avoiding the risk is greater than the
expected loss. In other words, don’t solve a $100 problem with a $1,000 solution.
In the two examples, you would most likely not ignore the risk of losing the criti-
cal skill, but you would ignore the risk of the Bull on Wall Street being stolen.

Static Risk Assessment

If you don’t want to get hung up on numeric risk assessments, you might want
to try using the risk matrix shown in Figure 5.2. There is nothing magic about
using a 3 x 3 matrix. A 5 x 5 matrix works just as well.

For each risk, evaluate the probability that it will occur on a Low, Medium,
High scale and the impact on a Low, Medium, High scale. The combination
of these two assessments identifies a specific cell in the risk matrix with the
recommended action, if any. The situation regarding this risk may change later
in the project. So, my advice is to monitor the risk, but don’t act unless reason
dictates that you do so.
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Probability of Risk Event

Very Very
Low Low Med  High  High

Very IGNORE TAKE
Low IGNORE | IGNO IGNORE | CONSIDER| .oy

Low IGNORE TAKE
IGNORE | IGNO IGNORE | CONSIDER |, Ars

Med TAKE | TAKE
IGNORE | IGNORE | CONSIDER | perion | acTiON

i CONSIDER | CONSIDER | _TAKE TAKE TAKE
High ACTION | ACTION | ACTION

Loss of Risk Event

Very TAKE TAKE TAKE TAKE TAKE
High | ACTION | ACTION | AcTION | ACTION | AcTiON

Figure 5.2: Risk matrix

Dynamic Risk Assessment

The preceding risk assessment is basically static. By that I mean an analysis is
done during planning, and a risk management plan is put in place for the entire
project. It does not change as the project progresses. That is the simplest approach
and probably less effective than the dynamic risk assessment discussed in this
section. I have used the following dynamic risk assessment approach with great
success. In this approach, risk is continuously reassessed at each phase of the
project. An example will help explain how this approach is used.

After the risk drivers have been identified, they must be ranked from most
likely to have an impact on the project to least likely to have an impact on the
project. Label them A (most likely) through | (least likely) and array the data as
shown in Figure 5.3. The column entries are 1 = low risk, 2 = medium risk, and
3 = high risk. Actually, any metric can be used as long as the lower numbers
are at the low-risk end and the higher numbers are at the high-risk end. Some-
times a “0” might be used to indicate no risk. Other modifications I have seen
and used are changing the impact scale to 1-5 or even 1-10.

The data given in the worksheet is from a hypothetical project. The columns
are the top risk drivers that were identified from the candidate list, and the
rows are steps in a process. For the sake of an example, I chose steps from a hypo-
thetical systems-development life cycle. Any collection of process steps may be
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Project Activity A B GC D E F G H I J Score
Rgmnts Analysis 2 3 3 2 3 3 2 2 1 1 22
Specifications 2 1 3 2 2 2 1 2 2 3 2
Preliminary Design 1 1 2 2 2 2 1 2 2 2 17
Design 2 1 2 2 2 3 1 2 2 1 18
Implement i 2 2 3 3 2 1 2 2 1 19
Test 2 2 2 2 2 3 2 2 2 2 2A
Integration 3 2 3 3 3 3 2 3 3 2 2
Checkout 1 2 2 3 3 3 2 3 2 2 23
Operation 2 2 3 3 3 3 3 3 1 1 24
Score 16 16 22 22 23 24 15 21 17 15 191
Maximum score is 270. Risk level for this project is 191/270 = 71%

Figure 5.3: Risk assessment worksheet

used, so the tool has broad application for a variety of contexts. A score of 1 is
given to risk drivers that will not impact the process step if they should occur, 2
is for a medium impact, and 3 is for a strong impact. Actually, any numeric scale
may be used. The row and column totals are evaluated relative to one another
and to scores from similar projects. These totals tell the story. High column totals
suggest a risk driver that is operative across a number of steps in the process.
High row totals suggest a process step that is affected by several risk drivers.
Finally, the total for the whole worksheet gives you a percentage that can be
used to compare this project against similar completed projects. The percentage
is relative, but it may suggest a rule that provides an early warning of projects
that are high risk overall.

To analyze the resulting scores, first examine column totals that are large
relative to other column totals. In the example, you should focus on the risk
drivers associated with columns C, D, E, and F. Because their column totals are
high, they can potentially affect several process steps. The project team should
identify strategies for either reducing the probability of the risk occurring or
mitigating its impact, or both, should the event associated with that risk occur.
The row totals can be analyzed in the same fashion. In the example, integration
has the highest row total (27). This indicates that several risk drivers can impact
integration. The project team should pay attention to the work associated with
integration and look for ways to improve or better manage it. For example, the
team might choose to have more skilled personnel work on integration than
they might otherwise choose.

In the example, the risk factor is 71 percent. This value can be interpreted only
in comparison to the risk factor of completed projects. There will be a pattern
of project failures for projects whose risk factor is above a certain number. If
71 percent is above that number, the example project is a high risk for failure.
The decision to do this project will have to be offset by the business value the
project expects to contribute.
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Risk Mitigation

The next step in risk management is to plan, as much as possible, the responses
that will be used if the identified risks occur. For instance, you may want to
include a clause in your hardware contract with the vendor that if the servers
don't get to you by a certain date, then the vendor will pay a penalty. This pen-
alty gives the vendor an incentive to analyze and mitigate the risks involved in
late delivery of key equipment. For all the risks listed in the risk identification
that you choose to act upon, you should have some type of action in mind. It’s
not enough to simply list the risks; you need to plan to do something about the
risk events should they occur.

Another example of risk planning is planning for key personnel. What will
you do if one of the key developers leaves the company before finishing the
coding? This risk will impact the project severely if it occurs. Having someone
capture code as it is written and debriefing with the developer each day are
two ways of dealing with the risk of key personnel loss. How many others can
you come up with? Coming up with contingency plans such as these is risk
response planning.

There are five different risk responses. They are briefly defined in the fol-
lowing list:

m Accept—There is nothing that can be done to mitigate the risk. You just
have to accept it and hope it does not occur.

m Avoid—The project plan can be modified so as to avoid the situation that
creates the risk.

m Contingency Planning—If the risk event occurs, what will you do?

m Mitigate—What will you do to minimize the impact should the risk event
occur?

m Transfer—Pass the impact should the risk event occur (that is, buy an
insurance policy).

Risk Monitoring

Once you've identified the risk, assessed the probability and impact of the risks,
and planned what to do if the risk event occurs, you need to monitor and con-
trol the project risks. The process of writing down the risks, assessing them,
and posting them in the Team War Room makes everyone on the project team
aware of their existence and is a good place to start. Start by creating a risk log.
This document lists all risks that you want to manage, identifies who is sup-
posed to manage the risk, and specifies what should be done to manage the risk
event. A risk log is a simple template that can be created in a text document or
spreadsheet package.
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A risk log is a simple template that you can create in Microsoft Word. A typ-
ical risk log contains the following five fields:

m ID number—This always remains the same, even if the risk event has
occurred and been managed. If you take the risk off the list and file it
elsewhere, don’t assign the old number to a new risk. Keep the original
number with the discarded risk and never use it again, or there will be a
great deal of confusion.

m Risk description—This is a short statement of the risk event.

m Risk owner—This is the person who has the responsibility of monitoring
the status of the listed risk.

m Action to be taken—Lists what the risk owner is going to do to deal with
the risk event.

m Outcome—Describes what happened as a result of your mitigation strategy.

Use the risk log to keep track of risk in the project, and you'll have control
over it. When you go to status meetings, you should always talk about risks and
their management by the team. Keep the risks in front of the team so that each
member will be aware of what risks are coming up and what is to be done about
the risk event. Continuously paying attention to the risks is a good insurance
policy against project failure.

[ ' TVI'NI 'nthe complex project landscape risk is very high and a special focus
is necessary if the organization intends to manage risk. A team member should be
appointed as the Risk Manager for the duration of the project.

Project Procurement Management

The Project Procurement Management Knowledge Area consists of processes
that span the Planning, Launching, Monitoring and Controlling, and Closing
Process Groups. An effective procurement management life cycle consists of
the following five phases:

m Vendor solicitation

m Vendor evaluation

m Vendor selection

m Vendor contracting

m Vendor management
As a project manager, you will always have projects for which you must

obtain hardware, software, or services from outside sources. This process is
known as procurement, and the professional project manager must have a basic
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understanding of the acquisition procedure so that he or she can ensure that the
organization is getting the right materials at the best cost or the best services at
the best cost. To manage procurement, you need to go through a few processes,
which are summarized in the next few sections.

Vendor Solicitation

After you've done your requirements gathering and have made the decision
that you need an outside vendor, you can begin to prepare procurement docu-
ments for solicitation. These documents, called Requests for Proposals (RFPs),
are what vendors use to determine if and how they should respond to your
needs. The clearer the RFP, the better off you and the vendor are, because you
will be providing basic information about what you want (don't forget about the
earlier discussion of needs versus wants). The more specific you are, the better
the chance that the vendor will be able to respond to you quickly and efficiently.

Many organizations have a procurement office. In this case, you need to give
them a document with your requirements and let them do their work. If you
don’t have a procurement office, you need to prepare a document to send to the
vendors. You'll want to have a lead writer (preferably not you) and someone from
the legal department to ensure that what you've asked for in the document is
clear and forms the basis for a contract between you and the vendor.

You have several ways to build a list of potential vendors, as outlined in the
following sections.

Publishing a Request for Information

The Request for Information (RFI) is frequently used when you have little
knowledge of exactly what is available on the commercial market or you can’t
identify vendors who have the specific capability you are looking for. The RFI is
a broad net designed to find possible vendors who have some product or service
to offer that may meet your needs. The RFl is a letter, and the response usually
comes in the form of a letter or brochure. Based on the response to your RF],
you will decide the following;:

m Who should be invited to respond to your Request for Proposal (RFP)
m Specific content to include in your RFP

m [f one of the vendors should be invited to write the RFP

Advertising

Pick any medium that a potential vendor would likely read and advertise your
project there. Many vendors will belong to professional associations. If such
associations exist, get their mailing lists or advertise in their trade publications.
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Renting a Targeted List

Many sources are available for such mailing lists. The reputable ones will have
exhaustive profiling capabilities so that you can narrow the list as much as you
want.

Asking Previous Vendors

Vendors who have worked with you in the past may be good sources for your
current project, or they may be able to recommend other vendors who can meet
the specific needs of this project.

Attending Trade Shows

Attend trade shows where potential vendors are likely to have a booth. This is
a non-threatening approach and may even gain you some references to other
vendors.

Preparing and Distributing a Request for Proposal

After you've created the RBS, you can begin to prepare procurement documents
for solicitation. These documents, called Requests for Proposals (RFPs), are what
vendors use to determine how they should respond to your needs. The clearer
the RFD, the better off you and the vendor are, because you will be providing
basic information about what you want. The more specific you are, the better
the chance that the vendor will be able to respond to you quickly and efficiently.

Remember that a contract always implies some type of adversarial relation-
ship. Both parties to the contract want to get the best possible terms for their side.
When you're creating an RFP, keep in mind that although you definitely want to get
the best possible terms for your side, you must make sure the terms aren't so difficult
that they prohibit many people from responding. You must encourage as much par-
ticipation in your RFP as possible. Don’t get into a draconian mode whereby the RFP
almost punishes the people who are responding to it.

You need to state the time conditions for response, which means that you
state how many days you will give people to respond, as well as how long
you will need to review the responses before making a choice. By putting a
time line on both the vendor and your organization, the process goes faster,
and expectations are clear at the beginning of the process.

The RFP is the heart of the procurement process and provides the basis for
the contract and the work to be completed. It clearly explains all of the deliver-
ables expected of the vendor.
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I recommend that your RFP contain the following:

m Introduction

m Business profile

m Problem or opportunity

m Project Overview Statement (POS) (optional)
m Requirements Breakdown Structure (RBS) (optional)
m Vendor responsibility

m Contract administration

m [nstructions to vendors

m Vendor point of contact

m Time and cost estimates

m Pricing

m Evaluation criteria

Managing RFP Questions and Responses

You can expect to receive questions from the vendors who receive your RFP.
All potential vendors must be aware of all questions and your responses. That’s
the law! You need to have some mechanism whereby you can answer questions
concerning the RFP.

Responding to Bidder Questions

After the RFP has been distributed, you have to decide how to handle questions
that will surely arise from the vendors who have received your RFP. You have
three ways to handle these questions:

m Answer questions individually—Receive questions directly from the
vendors and distribute your responses electronically to all vendors on
the distribution list.

m Hold a bidders’ conference—This is a common event. All vendors who
want to respond to the RFP must attend and ask their questions. That way
every potential bidder will hear the questions and answers in real time.
The bidders’ conference can be held at a hotel or conference site convenient
to your campus but is usually held on your campus.

m Put your RFP online and respond to questions online—This arrange-
ment gives every vendor who is registered to respond to your RFP a chance
to see other organizations’ questions and to have a permanent record of
your responses to questions posed. This process works only if you have
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someone constantly monitoring the website for questions, and someone
who is responsible for answering the questions. This process also elimi-
nates the traveling burden on vendors who may be far away geographi-
cally. By going online, you level the playing field for all vendors.

The important thing is to make sure all potential bidders have the same
information. Otherwise, you are subject to being accused of unfair business
practices.

Vendor Evaluation

Before you even start reading the responses to your proposal, set the standards
for choosing a given vendor. If you are a public company, every vendor you've
turned down will ask for a copy of the winning bid. If they think they have a
better bid, all sorts of nasty things may occur (read: legal action). If, however,
you have a standards chart, you can point out that everyone was rated with
the same criteria and that the winner had the best overall number. By deter-
mining your criteria for vendor selection early in the process, it is easier to
make a decision and then defend it if need be.

Establishing Vendor Evaluation Criteria

Vendor selection implies that you have specified a set of established criteria
that vendors will be evaluated against. The main objective is to ensure that
the evaluation of all responses to the RFP is consistent, objective, and compre-
hensive. Although many criteria have been developed for vendor evaluation,
it is important for you to first decide what the desired vendor relationship will
be and define the problem to be solved. You can then develop a specific set of
vendor selection criteria that will facilitate the systematic choice of a vendor.
This implies that an evaluation team is involved. That team reviews baseline
vendor evaluation criteria checklists, debates with the other team members
about the relative importance of each criterion, and reaches consensus. This
further implies that only the essential criteria are chosen for each vendor, and
extraneous criteria that “might” be necessary should be eliminated. Criteria
might also be classified as “must have,” “should have,” or “it would be nice to
have,” and some type of scoring algorithm should be applied to the criteria in
each classification.
Several qualitative factors might also be used. They include the following;:

m Corporate experience with similar work
m Financial stability
m Technical approach

m Personnel experience, skills, and competencies
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m Risk management processes
m [ ocation
m Applicable tools, templates, and processes

m References for similar work

Some type of weighted scoring algorithm should be employed to assess these
qualitative factors. Several quantitative models exist for evaluating and ranking
vendors. Two models that I have used with good success are Forced Ranking
and Paired Comparisons.

Forced Ranking

In the Forced Ranking example shown in Table 5.1, six vendors (numbered 1
through 6) and four consultants (A, B, C, and D) are doing the evaluation. The
result of a Forced Ranking is a prioritized list of vendors. Each consultant must
rank the six vendors from best to worst in terms of their overall satisfaction of
the RFP. (A variation would be to specify the criteria and ask for the ranking
based on the criteria.) In this example, Consultant A ranked Vendor 4 as best
and Vendor 3 as worst. To determine the overall highest-ranked vendor, add
the rankings across the rows. In this case, Vendor 2 is ranked first.

Table 5.1: Forced Ranking

CONSULTANT
VENDOR A B d ») FORCED RANK
1 2 3 2 4 n 3
2 4 1 1 2 8 1
3 6 2 5 5 18 5
4 1 5 3 1 10 2
5 3 4 4 3 14 4
6 5 6 6 6 23 6

Paired Comparisons

Paired Comparisons is another way to create a single prioritized ranking. Here
every vendor is compared against every other vendor. In the example shown in
Table 5.2, Vendor 1 is compared against Vendor 2 in the first row. If Vendor 1 is
preferred, a 1is placed in row 1 under the Vendor 2 column and a 0 is placed in
the Vendor 2 row under the Vendor 1 column. To determine the overall highest-
ranked vendor, sum the values in each row. The highest row total identifies the
highest-priority vendor.
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Table 5.2: Paired Comparisons

1 b 3 4 5 6 SUM RANK
1 X 1 1 0 1 1 4 2
2 0 X 1 0 1 1 3 3
3 0 0 X 0 0 1 1 5
4 1 1 1 X 1 1 5 1
5 0 0 1 0 X 1 2 4
6 0 0 0 0 0 X 0 6

Evaluating Responses to the RFP

Vendor RFP response evaluation is a structured method for assessing the ven-
dor’s ability to successfully deliver against the requirements stated in the RFP.
It should be based on the execution by a team with the best knowledge of the
disciplines represented in the RFP. In many cases, this will be an outside team
of subject matter experts (SMEs). The primary deliverable from this unbiased
evaluation is a ranked list. Comments are often requested regarding those ven-
dors who meet the minimal requirements as stated in the RFP.

It is not unusual to have more than one evaluation phase. This may be necessary
if there are several qualified respondents. The evaluation of vendor responses to
the RFP is often used to reduce the number of viable bidders to a more manage-
able number, usually no more than five. These survivors will then be invited to
make an onsite presentation of their proposed solutions. These presentations will
often be attended by end users and others who will interact with the solution.
They will evaluate each vendor’s proposed solution using criteria developed
specifically for this onsite presentation. The data collected here will be used to
support the final selection of the winning bidder.

In most cases, the short list will contain more than one vendor, so your job
of vendor evaluation is not yet done.

Vendor Selection

The result of vendor evaluation usually does not produce a single best choice.
There will most likely be several competing vendors for all or parts of the work.
So you have another decision to make and that is which vendor or vendors will
win your business.

Selecting the vendor is a critical decision. There is no guarantee that even
if you diligently follow the evaluation process, you will end up with a vendor
that you are comfortable with and whom you can select with confidence. Some
selection processes may result in failure. Don't feel obligated to choose one
from the remaining list of contenders for your business. It is good practice to
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let potential bidders know that you may not award the contract after going
through the process.

Vendor Contracting

When the software application is to be developed solely by the vendor, the
project manager’s primary job is contract management. Contract management
involves the following:

m The vendor must supply you with deliverable dates so that you can deter-
mine whether the project is on time.

m The vendor should also supply a WBS detailing how the vendor breaks
down the scope of the project and showing the tasks that make up the
completion of a deliverable.

m The project manager should hold regular status meetings to track progress.
These meetings should be formal and occur on specified dates. The status
meetings should occur at least once a week, although in the early stages
of the project, you may choose to have them more often. These status
meetings will give you an idea of how the vendor is proceeding in ful-
filling the contract, and by having them at weekly intervals, you won't
allow the project to get very far off course. At most, you will need to correct
only a week’s worth of problems—anything longer than that can quickly
become unmanageable.

In your contract, state who the contract manager will be for your organiza-
tion. This is typically the project manager (which will be you if you're managing
this project), but in some organizations, contract management functions are
handled by a specific department or team. I prefer contract management to be
in the hands of the project manager, or at least to have the project manager as
part of the contract management team.

If the contract is run on a deliverable basis—that is, the vendor agrees to
given deliverables on certain dates—it is extremely important to state the payment
mechanism. The person who signs off on each deliverable is extremely important to
the vendor and should be specifically assigned in the RFP.

Making the actual selection can be very simple and straightforward, depend-
ing on the evaluation process. There are several possible scenarios to consider:

m No Award—In this scenario, none of the evaluations result in a vendor
who satisfactorily meets the requirements; therefore, no award will
be made. In this case, you will probably want to rethink the RFP.
Could you be asking for more than any vendor can reasonably provide?
If so, you should consider revising the project scope.
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m Single Award—In this scenario, the results of the evaluation are clear,
and a single vendor emerges with the highest evaluation across all criteria.
In simpler cases, the evaluation criteria are designed to produce a single
score, and the highest scoring vendor who meets the minimal require-
ments will be awarded the business. However, don’t think that this is the
end and you have a vendor. You still have a contract to negotiate and need
vendor acceptance of that contract.

m Multiple Awards—When there are multiple criteria, each with its own
scoring algorithm, there may not be a clear single vendor who scored high
enough across the criteria to be awarded the business. In this case, you
may decide to award parts of the business to different vendors. If this
possibility exists, you must make it clear in the RFP that the business
could be awarded to several vendors who must then work together on the
project. The RFP should require information on any similar situations in
which the vendor has had experiences. If you have multiple vendors, you
will obviously have an added management burden.

Types of Contracts

You might consider several types of contract structures. The four most popular
contract types are briefly described in the following sections.

Fixed Price

This form of contract is best used when the requirements are well known and
the buyer (that’s you) knows that changes will be kept to a minimum. Although
many buyers seem to always want a Firm Fixed Price (FFP) contract, it is wise
to keep in mind that the supplier (a.k.a. vendor) should have the capability
that is described by the Software Engineering Institute (SEI) in the Capability
Maturity Model Integrated (CMMI), Level 3. Only suppliers with organizational
processes that are documented, trained, followed, and kept current will have
a strong enough organizational measurement repository. These depositories
will contain historical data based on many projects to be able to comfortably
bid on FFP contracts. Of course all potential suppliers will agree to an FFP, but
it is often done to get in the door and hope details can be worked out later with
the buyer. It is not done from a base of data.

Time and Materials

Labor rates are established for each of the vendor’s position classes that will be
assigned to the project. These are stated in the RFP response and agreed to as
part of contract negotiations. Time cards are kept by the vendor, and you are
invoiced as agreed to in the contract’s terms and conditions.
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Materials are acquired by the vendor as agreed to in the contract. The necessary
documentation is provided as attachments to the invoices.

Retainer

Retainer contracts specify a fixed amount per period to be paid to the vendor,
with an agreed number of person days per period provided by the vendor in
return for the fee. Retainer contracts are often used when a detailed Statement
of Work cannot be provided. In these contracts, it is your responsibility to make
periodic assignments with deadlines to the vendor.

Cost Plus

This form of contract is especially useful if you are willing to pay more for
higher performance and quality but are not sure how to determine the sup-
plier’s true capability. A Cost Plus contract includes direct labor and indirect
cost (overhead, actual work performed, and so on) to make up the bill rate,
with other direct costs listed separately. Cost Plus puts a major emphasis on
contractor performance and quality and can be used as a way to enforce stan-
dards and procedures. The award fee is negotiated at the beginning of contract
and is directly tied to vendor performance. Vendor performance should be
measured in terms of specific quantitative metrics so there is no argument
about attainment.

Cost Plus contracts can also include penalties for not meeting acceptance criteria.

Discussion Points for Negotiating the Final Contract

This section of the RFP specifies the areas that will be discussed for the final
terms and conditions of the contract following vendor selection. You do not want
to present the vendors with any surprises. Some of the areas you will want to
discuss in the RFP include the following:

m Work schedule

m Payment schedule

m Fees

m Personnel assigned to the contract
m Rights in data

m Other terms and conditions

m Ownership

m Warranties

m Cancellation terms
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Final Contract Negotiation

Establishing and maintaining the vendor agreement provides the vendor with
the project needs, expectations, and measures of effectiveness.
The vendor agreement typically includes the following:

m Statement of Work for the vendor

m Terms and conditions

m List of deliverables, schedule, and budget

m Defined acceptance process, including acceptance criteria

m ]dentification of the project and supplier representatives responsible and
authorized to agree to changes to the vendor agreement

m Description of the process for handling requirements change requests
from either side

m The processes, procedures, guidelines, methods, templates, and so on that
will be followed

m (Critical dependencies between the project and the vendor

m Descriptions of the form, frequency, and depth of project oversight that
the vendor can expect from the project, including the evaluation criteria
to be used in monitoring the vendor’s performance

m Clear definition of the vendor’s responsibilities for ongoing maintenance
and support of the acquired products

m ]dentification of the warranty, ownership, and usage rights for the acquired
products

Vendor Management

I have always recommended that you do whatever you can to make the vendor
feel like an equal partner in the project. That means including them in every
team activity for which it makes sense to have them involved.

Expectation Setting—Getting Started

Starting a contract on the right foot avoids a lot of subsequent frustration for both
parties. A good start-up allows the project team and contractor team working
relationship to be established early on so that they can function as a unified team
throughout the project. Communication needs to be established early among
all relevant stakeholders in order to optimize the development environment
before the implementation starts.

Conducting meetings and having face-to-face discussions are the easiest
and best ways to set clear expectations and gain a mutual understanding of
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the requirements and expected performance. It is important to remember
that the individuals who created and sent the RFP response may not be the
same individuals who will actually work on the project. Therefore, it is good
practice to hold some type of orientation with the vendor team at the beginning
of the project to ensure that both parties share the same understanding of the
project goal and objectives.

During this vendor orientation, you should provide answers to the following
questions:

m For whom does the vendor work?

m What is expected of the vendor?

m What tools and facilities are available to the vendor?

m What training is available to the vendor? To your team by the vendor?
m What must the vendor deliver?

m When must it be produced?

m Who will receive the deliverables?

m How will the deliverables be evaluated?

However, if the vendor is not onsite, this orientation will pay for itself thou-
sands of times over.

Monitoring Progress and Performance

Monitoring and reporting the progress and performance of one or more ven-
dors takes effort, and you should not expect a vendor to manage their own
reporting. The best way to think of the vendor is as a member of the project
team. The activities of receiving status reports from the project members and
holding project reviews to discuss progress, risks, problems, and ensuing tasks
all apply to a vendor as well.

The following discussion of monitoring vendor activities is not intended to be
complete or absolute, but rather should be used as a starter kit for subsequent
tailoring to ensure proper attention is being devoted to the vendor based on
business objectives, constraints, requirements, and operational environment.

Monitoring Requirement Change Requests

One of the most important areas to consider is the requirement change request.
These will most likely come from your team and client, but you might also give
the vendor the same privileges. After all, they are the experts at what they are
doing and may be able to contribute to the betterment and overall success of
the project. The bottom line is that requirements management is a collaborative
effort of both parties.
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Changes to the requirements must be controlled as they evolve over the prod-
uct life cycle due to changing needs and derived requirements. All appropriate
stakeholders on both sides must review and agree on the change requests to the
requirements before they are applied. Approved changes to the requirements
are tracked and a change history is maintained for each requirement along
with the rationale for the change. Applied changes to requirements must be
communicated to all stakeholders in a timely manner.

The change process is similar to the process used when no vendor is involved,
except for the addition of the vendor’s project impact analysis. An impact analysis
is conducted on each requirements change request before negotiations take place
or a decision to accept or reject the change request is made. The implication will
be that a contract or schedule change may be required on the part of the vendor.
Even if that is not the case and the vendor’s work will not be impacted, it is recom-
mended that you keep the vendor in the approval chain for all change requests.
The vendor’s approval of all change requests is necessary. Let the vendor decide
if their work will be impacted. The vendor’s project impact analysis report may
conclude that the proposed change will not impact their work in any way, but
the vendor needs to officially convey that to the project manager (you).

Monitoring the Performance of Standard Project Activities

The following key metrics need to be provided by the vendor to track actual
versus planned contract performance:

m [abor hours
m Cost
m Schedule

Cost and schedule are part of the Earned Value Analysis, which you learn
about in Chapter 9, “How to Execute a TPM Project.”
Other performance metrics that should be tracked by both the vendor and
the project manager include the following:
m Frequency of change requests over time
m [ncidence of bugs
m Risks
m [ssues resolution

m Staffing levels and changes by position type

Transitioning from Vendor to Client

Transitioning from the vendor’s environment to your environment for integration
and acceptance testing requires thought and up-front planning,.
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You need to determine what deliverables and/or services you expect to receive
in order to successfully transition the product or product component from the
vendor to you. The project manager in collaboration with the vendor should
develop a high-level summary of the checklist to assist the transitioning of the
deliverables:

m What do you expect to be delivered and how will you accept it?

m What environment must you provide in order to accept the vendor’s
deliverables?

m What support must the vendor provide during acceptance of the
deliverables?

m How will problems be resolved?
m What type of maintenance agreement do you expect?

m What about future changes?

It is assumed that acceptance criteria have already been defined and agreed to.

Closing Out a Vendor Contract

Closing out the contract is often an overlooked function of the project manager.
It both certifies what has been done and gives all parties a chance to deal with
open issues and final payments. The project manager must be aware of all steps
to be followed in the procurement process even though he or she may not be
the person directly responsible for managing them. This is just another part
of being a professional project manager. Consider the following as you bring
a contract to a close:

m There should be a clear understanding of when the project is finished.
When you write your RFD, state clearly the list of deliverables you expect in
order for the project to be considered complete and what the final deliverable
is. Failure to do this will almost always lead to cost overruns in the form of
maintenance activities under the heading of project work. State what the
final product of the project is to be, who is to determine if it has been deliv-
ered, and what is to be done with any open issues. Make this information
as clear as possible and you will save the company thousands of dollars.

m After the contract is closed, make sure you file all of the materials used
during the project. These materials include the original RFP, the project
baseline, the scope statement, the WBS, the various plans used to manage
the project, and all changes, including those that were requested but
turned down. You also need to show all payments and make sure that
any subcontractors on the project were paid. Confirming that subcontrac-
tors have been paid is done through the vendor, who must show that all
payments have been made to the subcontractors.
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m Put all this information into a large file and keep it. How long? I have
seen instances of disputes coming up years after a project is finished.
Keep it as long as the project product is in use. Ideally, keep these records
permanently.

(9] "1"1\'NMl This is a management function for complex projects that should be
assigned to a Project Support Office (PSO). A repeatable process is needed. A PSO is
also the best knowledge warehouse for all past vendor experiences.

Project Stakeholder Management

Project Stakeholder Management was introduced in PMBOK® Fifth Edition. It
covers stakeholder identification, planning, management, and control. A stake-
holder is anyone who either affects or is affected by the project or its deliver-
ables. In this book I will expand on that general definition and have occasion
to discuss the following seven stakeholder types:

= Sponsors

m Clients

m Customers

m Business process engineers
m Resource managers

m Project manager

m Business analysts

These seven stakeholders form an interdependent set. Oftentimes their
requirements conflict and reaching a compromise becomes a challenge to the
co-managers. The roles and responsibilities in requirements elicitation and
scoping will become clear in Chapter 6, “How to Scope a TPM Project.”

A concern that you should be prepared to deal with is requirements that are
stakeholder specific and conflict. Shuttle diplomacy is the first option to try.
Can you get a concession or revision of requirements to get the first version
delivered and then look for compromises based on solution performance? A
second option is to deliver solutions that are different based on stakeholder
requirement differences. This is more expensive than the first option but can
work in extreme situations.

The effective management of the stakeholder group in the complex
project landscape requires flexibility and leadership. The problem centers around
expectations management. Since scope is variable and the project team is searching
for the solution to a critical need problem there is a greater than usual level of anxiety.
False promises are to be avoided and education of the stakeholders is essential.
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Overview of the Five Process Groups

In addition to answering the six questions posed in Chapter 2, “What Is Project
Management?” that a valid project management methodology must answer, what-
ever PMLC model that is used must contain all of the following Process Groups:

m Initiating Process Group

m Planning Process Group

m Executing Process Group

m Monitoring and Controlling Process Group

m Closing Process Group

These 5 Process Groups are the building blocks of every PMLC model. In
the simplest of cases, Linear Traditional Project Management (LTPM), the Proc-
ess Groups will each be completed once in the sequence listed here. In more
complex situations, some or all of the Process Groups might be repeated any
number of times.

What follows is my adaptation of these Process Groups for use in this book
and to prepare you to adapt them for your own use. I have added other processes
to conform to the PMLC requirements in Part III. None of these adaptations
contradict any of the principles underlying PMBOK® Sixth Edition. So EPM8e
is aligns with PMBOK® Sixth Edition.

\[* AN The Process Groups are not a PMLC. They are simply groupings of processes
by project phases. A specific PMLC is defined using some sequence of all five Process
Groups. For complex project management groupings of processes may be repeated.

The Initiating Process Group

This Process Group includes all processes related to answering two questions:
“What business situation is being considered?” and “What does the business
need to do?” It does not include any processes related to doing any project work.
That project work is defined in the Planning Process Group to be done later in
the project life cycle. The Initiating Process Group also includes establishing the
business success criteria that will be the metrics used to answer the question
“How will you know you did it?”
The Initiating Process Group includes the following processes:

m 4.1, Develop Project Charter
m 13.1, Identify Stakeholders

As you can see, the successful completion of the Initiating Process Group is
to gain the approval of senior management to move to the next phase of the
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project. Be advised, however, that not all projects are approved to go to the
Planning phase. In every PMLC model, the next phase will be defined by
the Planning Process Group. For some models that planning will encompass the
entire project, and for others it will encompass only the first cycle or iteration of
the project. This direct linkage of the Initiating and Planning Process Groups
is present in every PMLC model you will study in Parts II and IIL.

The Planning Process Group

The Planning Process Group includes all processes related to answering two
questions: “What will you do?” and “How will you do it?” These processes are
as follows:

m 4.2, Develop Project Management Plan
m 51, Plan Scope Management

m 5.2, Collect Requirements

m 5.3, Define Scope

m 54, Create Work Breakdown Structure (WBS)
m 6.1, Plan Schedule Management

m 6.2, Define Activities

m 6.3, Sequence Activities

m 6.4, Estimate Activities Duration

m 6.5, Develop Schedule

71, Plan Cost Management

7.2, Estimate Costs

7.3, Determine Budget

8.1, Plan Quality Management

9.1, Plan Resource Management

9.2, Estimate Activity Resources

10.1, Plan Communications Management
11.1, Plan Risk Management

11.2, Identify Risks

11.3, Perform Qualitative Risk Analysis
114, Perform Quantitative Risk Analysis
11.5, Plan Risk Responses

12.1, Plan Procurement Management

13.2, Plan Stakeholder Engagement
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Each of the processes in the Planning Process Group can be done in a number
of ways. For simple projects they might be executed once in the sequence listed
for the entire project. As complexity increases some of the processes might be
executed once at the project level and several times at the cycle level. Every
situation is unique and so is the sequencing and detail for each process. The
way that these processes are executed will be a function of the PMLC model
being used or any of several other factors. I'll offer my experiences in executing
each process and in many cases offer several alternative ways of conducting the
process. Choosing which to use in a given situation is where organized common
sense again takes its stance.

The Executing Process Group

The Executing Process Group includes all processes related to recruiting and
organizing the team and establishing the team operating rules. These processes
are preparatory to executing the project. The Executing Process Group also
includes all of the processes related to getting the project work started. These
would be the executing processes.

The Executing Process Group includes the following processes:

m 4.3, Direct and Manage Project Work

m 4.4, Manage Project Knowledge

m 8.2, Manage Quality

m 9.3, Acquire Resources

m 94, Develop Team

m 9.5 Manage Team

m 10.2, Manage Communications

m 11.6, Implement Risk Responses

m 12.2, Conduct Procurements

m 13.3, Manage Stakeholder Engagement

All of these processes relate more to the art of project management than

to the science of project management. During the execution of this Process Group,
the entire team may be coming together for the first time. There will be client
members and your delivery team members present. Perhaps they are mostly
strangers to one another. At this point, they are nothing more than a group. They
are not yet a team but must become one in very short order. Thinking back over
my early experiences as a project manager when meeting my team members for
the first time, I think of my task to create a team as something akin to herding

cats. You can't herd cats. There will be confusion and anxiety as they stare across
the table at each other wondering why they are there, what they will be doing
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on the project, and what is happening on the project they should be working on
in their home department. Being fully aware of this, the project manager will
conduct that first team meeting with care, giving team members an opportunity
to introduce themselves to each other and explain what they bring to the project.

The Monitoring and Controlling Process Group

The Monitoring and Controlling Process Group includes all processes related
to answering the question “How will you know you did it?” The Monitoring
and Controlling Process Group includes all processes related to the ongoing
work of the project. These processes are as follows:

m 4.5, Monitor and Control Project Work
m 4.6, Perform Integrated Change Control
m 5.5, Validate Scope

m 5.6, Control Scope

m 6.6, Control Schedule

m 74, Control Costs

m 8.3, Control Quality

m 9.6, Control Resources

m 10.3, Monitor Communications

m 11.7, Monitor Risks

m 12.3, Control Procurements

|

13.4, Monitor Stakeholder Engagement

Here is where the real work of the project takes place. It is a Process Group
that consists of both the art and science of project management. It occupies the
project manager with activities internal to the project team itself (mostly science
but a dose of art as well) and with activities external to the project team and
dealing with the client, the sponsor, and senior management (mostly art but a
dose of science as well). As problems and change requests arise, the strength
of your relationship with your client will in large measure contribute to the
success or failure of the project.

The Closing Process Group

The Closing Process Group includes the single process related to the comple-
tion of the project, including answers to the question “How well did you do?”
The process is:

m 4.7 Close Project or Phase
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The end is finally coming into sight. The client is satisfied that you have met
the acceptance criteria. It’s time to install the deliverables and complete the
administrative closedown of the project.

Mapping Knowledge Areas to Process Groups

This mapping shows how linked the Knowledge Areas are to the Process Groups.
For example, eight of the ten Knowledge Areas are started during the Planning
Process Group and executed during the Monitoring and Control Process Group.
That gives clear insight into the importance of certain deliverables in the project
plan and guidance as to the content of the project plan. As you can see in Table 5.3,
Process Groups and Knowledge Areas are closely linked.

Table 5.3: Mapping of the Ten Knowledge Areas to the Five Process Groups

INITIATING PLANNING EXECUTING MONITORING& CLOSING
PROCESS PROCESS PROCESS CONTROLLING PROCESS
GROUP GROUP GROUP PROCESS GROUP GROUP

INTEGRATION X X X X X

SCOPE

SCHEDULE

COST

QUALITY

RESOURCE

COMMUNICATIONS

RISK

PROCUREMENT

X | X | X [ X [X [X | X |X |X
X | X | X [ X [X [X | X |X |X

X | X | X | X [ X [ X

STAKEHOLDER X

How to Use the Mapping

The mapping provides an excellent blueprint for designing your project
management approach to a project. For example, Procurement Management
spans the Planning, Executing, Monitoring and Controlling Process Groups.
Therefore, a PMLC model for Procurement Management will be effective if it
has components in each of those Process Groups.
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Using Process Groups to Define PMLC Models

Many who are new to project management make the mistake of calling the
Process Groups a project management methodology. This is incorrect. However,
by properly sequencing and perhaps repeating some Process Groups, you can
define PMLC models that are project management methodologies. So, the Process
Groups are the building blocks of project management methodologies. Similarly,
by selecting and adapting the processes within a Process Group, you can estab-
lish the specific processes that drive a PMLC model. So, the processes within a
Process Group are the detailed building blocks of the phases of the PMLC model.

A Look Ahead: Mapping Process Groups to Form Complex
PMLC Models

Five PMLC models are defined in Parts Il and III. These five PMLCs are inclusive
of all the meaningful PMLCs you could form, and they completely cover the
four-quadrant project landscape. So regardless of the kind of project you have
to manage, you will be able to use one of the five PMLCs as the template project
management methodology for the project. A given PMLC can be modified to
accommodate a specific project as described in Parts II and IIL

Discussion Questions

1. Other than the five Process Groups and ten Knowledge Areas approach
taken by PMI, how else might you structure your approach to defining a
project management methodology for your company?

2. As far as your company’s needs for a project management methodology
are concerned, are any of the Process Groups incomplete? Do any of the
Process Groups have superfluous processes that would not be applicable
to your company? Which are they and why would they not work for you?

3. Can you think of a sixth Process Group or eleventh Knowledge Area that
your company would require of its project management methodology?



Part II has not changed much since the 7th edition. It remains the bedrock for
the 8th edition. Traditional Project Management (TPM) is the historical root of
modern project management. Some would call it the “Happy Path.” These are
the well-defined projects that populate the project landscape and provide a good
starting point for your journey. Chapters 6 through 10 describe that journey,
which has five basic phases:

>  Scope a TPM project
Plan a TPM project
Launch a TPM project
Execute a TPM project

Y vy v Y

Close a TPM project

The purpose of Part I was to define projects, project management, and the
Process Groups. The five Process Groups and ten Knowledge Areas are
the building blocks of every project management life cycle (PMLC). Chapters 6
through 10 present the linear PMLC and the robust use of these building blocks.
A number of variations of this linear model exist that an effective project man-
ager will want to add to their toolkit. These are presented in Part III: Complex
Project Management (CPM).

Effective Project Management: Traditional, Agile, Extreme, Hybrid, Eighth Edition.
Robert K. Wysocki.
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How to Scope a TPM Project

Prediction is very difficult, especially about the future.
—Neils Bohr

Define the problem before you pursue a solution.
—John Williams, CEO, Spence Corp.

CHAPTER LEARNING OBJECTIVES

After reading this chapter, you will be able to:
>  Understand what managing client expectations really means
> Explain the Conditions of Satisfaction (COS) development process
> Develop the COS document
»  Plan and conduct the Project Scoping Meeting
>

Use brainstorming, interviews, Facilitated Group Sessions, Prototyping,
and Requirements Workshops to elicit requirements from business needs

\/

Build the Requirements Breakdown Structure (RBS)

\/

Define and write the basic parts and function of the Project Overview
Statement (POS)

> Understand the role of the POS in the project management life cycle
(PMLC)

> Discuss attachments to the POS and their role in project approval
>  Understand the approval process for the POS

The Scoping Process Phase defines all of the tools, templates, and processes
needed to answer two questions: “What will you do?” and “How will you know
you did it?” If you don’t know where you are going, how will you know when
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and if you ever get there? If I had to pick the Process Phase where most of the
project failures originated, it would be the Scoping Process Phase. Not only is
it the most difficult of the five Process Phases, but it is also the most sloppily
executed of the five Process Phases. It probably has a lot to do with the desire
to get going and anything that has to do with planning, like scoping, is a waste
of time. So many times we have seen projects get off to a terrible start simply
because there never was a clear understanding of exactly what was to be done.
A definition of completeness or doneness was never documented and agreed
to. In this chapter, you learn all of the tools, templates, and processes needed to
get you started on the right foot with a series of activities that lead to a clearly
defined and understood definition of what the project is all about.

UNIQUE VALUE PROPOSITION

In the complex project landscape scope is variable and requirements are often incom-
plete or unclear. That reality is mitigated with a two-phase requirements elicitation
process and a unique brainstorming process.

Using Tools, Templates, and Processes to Scope
a Project

The effective scoping of a project is as much an art as it is a science. A number
of tools, templates, and processes can be used during the scoping effort, and
they are all precisely defined and documented in this chapter. That is the sci-
ence of scoping. Knowing your client, your organization’s environment, and
the market situation and how to adapt the tools, templates, and processes to
them is part of the art of scoping. Virtually all of the scoping effort involves an
interaction and collaboration between the client who is requesting a service or
product and the project manager who is providing the service or product. That
collaboration can be very informal (the “back of the napkin” approach) or very
formal (a planned Scoping Meeting). In both cases, a document is prepared that
answers the questions: “What will you do?” and “How will you know you did
it?” The nature of that relationship will contribute to how the scoping effort
proceeds and how successful it is likely to be.

The following tools, templates, and processes are described in this chapter:

m Conditions of Satisfaction
m Project Scoping Meeting
m Requirements elicitation

m Brainstorming
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m Facilitated Group Sessions
m [nterviews

m Prototyping

m Requirements Workshops
m Project Overview Statement

m Approval to plan the project

Managing Client Expectations

Somehow clients always seem to expect more than project managers are prepared
for or capable of delivering. I have seen this expectation gap manifest itself time
and time again. I believe that it is more the result of a failure to communicate
than it is anything else. This lack of communication starts at the beginning of
a project and extends all the way to the end. The project manager assumes he
or she knows what the client is asking for and the client assumes the project
manager understands what they are asking for. In many cases that is simply
not true and little is done to check the validity of either of those assumptions.
That stops right here! I believe that miscommunication does not have to hap-
pen. The section “Conducting Conditions of Satisfaction” describes a tool that
I'have used successfully for many years. It is a tool that establishes a language
of communication and understanding between the project manager and the
client. Understand at the outset that the tool is easy to explain and understand,
but demands constant attention if it is to make a difference.

Wants vs. Needs

The root cause of many communications problems originates from disconnects
between what the client says they want and what they really need. If the project
manager doesn’t pay attention, that disconnect may not be very obvious at the
beginning of the Scoping Phase but only become obvious later when correcting
it may be costly. The disconnect may come about because the client is so swept
up in a euphoria over the technology (for example, they may be enamored with
what they see on the web) that they have convinced themselves they have to
have it without any further thought of exactly what it is they really need.
Wants and needs are closely linked to one another but are fundamentally
different. From my experience client wants tend to be associated with a solution
to a problem that they envision. Needs tend to be associated with the actual
problem. If wants are derived from a clear understanding of needs, then it is safe
to proceed based on what the client wants, but you cannot always know that this
is the case. To be safe, I always ask the client why they want what they want.
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By continuing this practice of asking why, you will eventually get to the root
of the problem and needs will then become clear. The solution to that problem
will be what the client really needs. Your job as project manager is to convince
the client that what they want is what they really need.

The disconnect can also come about because the client does not really know
what they need. In many cases, they can’t know. What they need can be discov-
ered only through doing the project. TPM forces them to specify what they want.
If there is any reason to believe that what the client says they want is different
from what they need, the project manager has the responsibility of sifting and
sorting this out before any meaningful planning or work can be done. It would
be a mistake to proceed without having the assurance that wants and needs are
in alignment or can be brought into alignment. You should never start a project
without knowing that the solution is in fact what will satisfy the client. That is
one of the reasons for the Conditions of Satisfaction, discussed in the next sec-
tion. It is a tool I have used for more than 20 years, and it has served me well.

Project Scoping Process

Figure 6.1 is a diagram of the Project Scoping Process that I use in my
consulting practice.

Conduct Conditions
of Satisfaction

Elicit
Requirements

Project Scoping Meeting

Write

POS Create Requirements

Breakdown Structure

Y

Assess completeness
of requirements

Classify project
in the landscape

Determine best fit
PMLC model

Write POS

A

Y

Submit POS

Figure 6.1: Project Scoping Process
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Conducting Conditions of Satisfaction

If I had to pick one area where a project runs into trouble, I would pick the very
beginning. For some reason, people have a difficult time understanding what
they are saying to one another. How often do you find yourself thinking about
what you are going to say while the other person is talking? If you are going
to be a successful project manager, you must stop that kind of behavior. As a
project manager, it is essential that you cultivate good listening skills.

To that end you should begin every scoping exercise with a Conditions of
Satisfaction (COS) session. The COS is a structured conversation between the
client (the requestor) and the likely project manager (the provider). Figure 6.2
illustrates the COS process.

Clarify
Request

Agree on
Response

Negotiate agreement and
write Project Overview
Statement

Figure 6.2: Establishing the COS

The deliverable from the COS is a one-page document (with attachments) called
the Project Overview Statement (POS). The POS is a template that is used to
clearly state what is to be done. It is signed by the requestor and the provider as
arecord of their COS session. When the POS is approved by senior management,
the Scoping Phase is complete and the project moves to the Planning phase,
which is the topic of Chapter 7, “How to Plan a TPM Project.”

L[ AN The COS works well for eliciting requirements for smaller projects. It does
not scale well to larger projects. For larger projects, a more formal process is needed
(described in “The Project Scoping Meeting” later in this chapter).
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The process of developing the COS involves the following four steps:

m Request—A request is made by the client.

m Clarification—The provider explains what he or she heard as the request.
This conversation continues until the client is satisfied that the provider
clearly understands the request. Both parties have now established a clear
understanding of the request in the language of the requestor.

m Response—The provider states what he or she is capable of doing to sat-
isfy the request.

m Agreement—The client restates what he or she understands the provider
will provide. The conversation continues until the provider is satisfied
that the client clearly understands what is being provided. At this point,
both parties have established a clear understanding of what is being
provided in the language of the provider.

Establishing a common language with which to communicate is critically
important. If you don’t have that and verify that you do, you are planting the
seeds of failure.

Establishing Clarity of Purpose

By the time you leave the COS session, both you and the client have stated your
positions and know that the other party understands your position. You have
established the beginnings of a common language with common terminology.
That is critically important. You and the client will have planted the seeds for
a continuing dialogue. As the project work progresses, any changes that come
up can be dealt with effectively because the effort to understand each other has
been made up front.

The final step in the COS process is to negotiate to closure on exactly what
will be done to meet the request. Usually some type of compromise will be
negotiated. The final agreement is documented in the POS.

More than likely, the parties will not come to an agreement on the first pass.
As shown in Figure 6.2, this process repeats itself until there is an agreed-on
request that is satisfied by an agreed-on response. As part of this agreement,
the POS should include a statement of success criteria that specifies when and
how the request will be satisfied. It is important that this statement be very
specific. Do not leave it up to interpretation whether or not the conditions have
been met. An ideal statement will have only two possible results: the criteria
were met or the criteria were not met. There can be no in-between answer here
and no debate over the outcome. The success criteria (a.k.a. doneness criteria)
will become part of the POS.
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Specifying Business Outcomes

As indicated in the previous section, it is a good idea to specify within the COS
exactly what outcomes demonstrate that the COS has been met. The outcomes
have been called success criteria, explicit business outcomes, and objectives,
among other names. Whatever term you use, you are referring to a quantitative
metric that signals success. That metric is discussed in more detail later in the
chapter. For now just understand that it is a quantitative measure (for example,
profit, cost avoidance, and improved service levels) that defines success.

Conducting COS Milestone Reviews

The COS is not a static agreement. It is a dynamic agreement that becomes
part of the continual project monitoring process. Situations change throughout
the project life cycle and so will the needs of the client. That means that the
COS will change. Review the COS at every major project status review and
project milestone. Does the COS still make sense? If not, change it and adjust
the project plan accordingly.

NOTE: WRITE THE POS?

Depending on the degree of complexity and uncertainty associated with the project
it may be advisable that a Project Overview Statement (POS) be developed with the
known information at this point. If that certainty is not present, the writing of the POS
should be delayed and more project information gathered using a Project Scoping
Meeting. The POS is fully described later in this chapter.

The Project Scoping Meeting

You have a variety of ways to scope a project. At one extreme is a formal multiple-
day meeting and at the other extreme is scoping on the back of a napkin over a
cup of coffee at the local coffee stand. Both extremes and all of the variants in
between are valid. It all depends. This section suggests the best way to scope a
project based on my experiences.

The Project Scoping Meeting is your first substantive encounter with the client.
You may have conducted a COS session and agreed on a high-level scope for
the project but need more detail in order to write a POS. The Project Scoping
Meeting takes the COS deliverable to the next level of detail. In this meeting,
the core project team will be present, as will the client, several key managers,
staff, a facilitator, and representative users of the project deliverables.
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Purpose

The Scoping Meeting has two purposes. The first is to create the Requirements
Breakdown Structure (RBS). The second is to draft the POS. The RBS is used
to help the team decide which project management approach is the best fit for
this type of project.

Attendees

A Project Scoping Meeting attended by 15-20 people is large but manageable. An
experienced meeting facilitator could manage a group of more than 20 people,
but it requires breakout groups and their coordination. This is definitely the
territory of a skilled facilitator and that is not the project manager. The project
manager needs to focus on the scoping of the project, not on conducting the
Scoping Meeting. The two activities require different skill sets. I prefer that
the project manager draw on their project management skills and the facilitator
draw on their meeting facilitation skills. Unfortunately, the reality is that the
project manager is usually recruited as the facilitator. If the Scoping Meeting
requires more than 20 attendees, you might consider breaking the project up
into two or more subprojects of lesser scope each or having more than one
Scoping Meeting.

The following three groups need to be represented at the Scoping Meeting;:

m The client group—Decision makers as well as operations-level staff should
be represented. Among them should be the individual(s) who suggested
the project.

m The project manager and core members of the project team—The core
members are the experienced professionals who will be with the project
from beginning to end. For larger projects, they will be the future sub-
project managers and activity managers. In some cases, critical but scarce
skilled professionals might also be present.

m The facilitator group—This group might comprise two or three individ-
uals who are experienced in conducting Scoping and Planning Meetings.
The facilitator group will have a meeting facilitator, a requirements gath-
ering facilitator, and a position that I call a technographer. The two facil-
itators are often the same person. A technographer is the recording secretary
for Scoping and Planning Meetings who has solid experience using a
variety of high-tech tools. Larger projects may require two such
professionals.
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Agenda
A typical agenda for the Scoping Meeting includes:

m Introductions

m Purpose of the meeting (led by the facilitator)

m Review COS, if one exists

m Description of the current state (led by the client representative)

m Description of the problem or business opportunity (led by the client
representative)

m Description of the end state (led by the client representative)
m Requirements elicitation and decomposition (led by the facilitator)
m Discussion of the gap between the current and end states

m Choose the “best-fit” project management approach to close the gap (led
by the project manager)
m Draft and approve the POS (whole group)
m Adjourn
For very small projects, the agenda can be accomplished in one day. It would
not be unusual for larger, more complex projects to require a full work week to
cover the agenda. As an example of the latter, I ran a very complex web-based
decision support system project that was initially budgeted for three years and
$5M. The Scoping Meeting took three days. But at the end of those three days
the group had a common understanding of the project and how to approach
it from a process perspective. As testimony to the effectiveness of the scoping

process we used, the project finished early, under budget, and exceeded all
success criteria.

Project Scoping Meeting Deliverables

As shown in Figure 6.1, the Project Scoping Meeting includes the following
deliverables:

m RBS creation

m Assessment of completeness of RBS

m Project classification

m Determination of best-fit PMLC model
m The POS

These are described in the following sections.
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Creating the RBS

Requirements definition takes place immediately following the COS session
and before the POS is written. Requirements decomposition, which involves
describing in detail how each requirement will be met, can take place at differ-
ent times in the project life cycle:

m As further clarification for the POS
m During the Project Scoping Meeting as clarification of “the what”

m During the Project Planning Meeting as definition of “the how”

My advice is to begin requirements documentation by initially identifying just
the high-level requirements. These high-level requirements form a necessary
and sufficient set for achieving project success. That is usually enough detail for
POS purposes. Requirements decomposition can take place after the POS has
been approved and the project is deemed feasible. Either the Project Scoping
Meeting or the Project Planning Meeting will be the appropriate event at which
requirements decomposition can be done. If you expect requirements decom-
position to be complex, take several days, and consume too many resources,
you might want to wait until after the POS has been approved and your project
idea is judged to be feasible before you spend the resources needed to generate
the RBS. Creating the RBS before you know if your project stands a chance at
being approved will be a big waste if POS approval is not given. Both options
are shown in Figure 6.1. The RBS is quite dynamic. The details can change
several times throughout the project for one or more of the following reasons:

m Changes in market

m Actions of a competitor

m Emergence of new or enhanced technologies
m Changes in organizational priorities

m Changes in sponsors

m [earning and discovery from simply doing the project

Because of the volatility of requirements, I choose not to use the IIBA defini-
tion of a requirement because it guarantees that requirements cannot be fully
identified at the beginning of a project. Instead I recommend that you use my
definition of requirements, which results in a complete list of high-level require-
ments at the beginning of the project. This may seem like a trivial difference,
but it has a profound impact on assessing the resulting business value that is
not evident from the IIBA definition. Requirements decomposition is presented
in the form of a hierarchical diagram (see Figure 6.3). It consists of the following
levels of decomposition:

Requirement

Functions
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Sub-functions
Processes
Activities
Features

Project goal
and solution

— v

Requirement #1

Requirement #2
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Function

#1.1

Function

#1.2

As you gather and document requirements by whatever method you choose,
place them in their appropriate level in the RBS. The graphical format shown in
Figure 6.3 works well. Alternatively, you could present the RBS in an indented
outline format. It’s all a matter of taste.

N
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Figure 6.3: The Requirements Breakdown Structure

Here’s a brief description of each level:

m Function—At the discretion of the project manager, the highest level of
decomposition may be at the function level. This level comprises the
functions that must be performed in order for a solution to be acceptable.
It is important to understand that the RBS reflects what is known about
the solution at the time the RBS is first defined. This initial list of functions
may or may not be complete. Neither you nor the client can be expected
to know if that list is complete. You might know that it is incomplete, but
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you wouldn’t know that it is complete. How could you? For the sake of
generating the RBS, you have to proceed on the basis that the initial list
will be complete. If it turns out that it is not, you will discover that as part
of doing the project.

Sub-function—At the next level of decomposition are sub-functions. For
some functions, you may not have any idea of what those sub-functions
might be and that is okay. In any case, the project team should make every
effort to identify the sub-functions that further define a function. Once
these sub-functions have been developed, the function they define will
now be complete. This is the same as the premise underlying the WBS
architecture and is very intuitive. For many adaptive projects, additional
sub-functions will be discovered as part of doing the project.

Process—Complex functions and sub-functions can be further described
with the business processes that comprise them. These are the business
processes that are commonly used in today’s organizations. To make them
more understandable, the functions might be decomposed into sub-
functions and the business processes that comprise the sub-functions
then decomposed to processes.

Activity—Activities are otherwise known as process steps.

Feature—At the lowest level of decomposition are features. These are the
visible enhancements and characteristics of the entity that they describe.

Stakeholder Participation in Requirements Elicitation and Decomposition

Those who affect or are affected by a project define the stakeholder group. There
are seven such stakeholders, and how they interact with one another regarding
requirements elicitation is shown in Figure 6.4. With the exclusion of the sponsor

and u

ser, the other five stakeholder types participate in the Scoping Meeting.

Here are the players in this model:

Sponsor—This is the senior manager who pays the bill. They may origi-
nate the idea for the project or may respond to a request from the customer
for the product or service. It may be a new product or service to take
advantage of an untapped business opportunity or a project that improves
an existing product or service.

Customers—This is the person or department that will own the deliver-
ables from the project. They collaborate with the sponsor and the user
regarding project deliverables and represent both the sponsor and the
user in the requirements elicitation and decomposition exercises.
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They will often manage the implementation of the deliverables from the
project. There will be situations where the deliverables are owned by more
than one department, as will be the case with enterprise-wide applica-
tions. These situations present challenges to satisfying competing needs.

m Users—This is the person or department that will use the deliverables
from the project. They may be internal or external to the enterprise. They
may also be the customer.

m Business Process Engineers—These are the technical person(s) who have
stewardship responsibilities for the design and implementation of
the associated business processes that are affected by or affect the
deliverables.

m Resource Managers—These are the managers of any resources that will
be needed in the production of the product or services delivered by the
project.

m Project Manager—These are the enablers. They are the facilitators of the
requirements elicitation and decomposition process. They are responsible
for managing the resources to produce the project deliverables.

m Business Analysts—These professionals are familiar with the customer
processes and user practices and the processes they will be using to apply
the products or services delivered by the project. They will often act as
support to the project manager and as an interface with the customer or
the user group. Their primary responsibility is to help the project manager
and customer transform stated business needs into business
requirements.

Approaches to Requirements Elicitation and Decomposition

Requirements elicitation is the first and very challenging task that the project
manager and client will face in the life of the project. To do this effectively is
as much an art as it is a science. On the art side of the equation, the project
manager will have to prepare the client to engage in the elicitation, decompo-
sition, and documentation process. The attitude, commitment, willingness to
be meaningfully involved, and preparation of the client are major determinants
in the choice of approach. This preparation will include the choice of approach
to be used and perhaps some preliminary training of the client and the core
team. Some clients will be open and proactive in participating; others will not.
Some will be sure of their needs; others will not. Some will be expressing their
wants, which may be very different from their needs. The project team should
be searching for needs.
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Figure 6.4: The Stakeholder Interaction model

On the science side of the equation are the many techniques that have been
used successfully to decompose and document requirements. I have had good
success using Interviews, Facilitated Group Sessions, Prototyping, and Require-
ments Workshops. Those are the four approaches discussed later in this chapter.

It is very important to realize that requirements identification and decom-
position are critical to understanding the direction of the project. It is now that
the framework for the project begins to take shape.

The steps to generate requirements begin by looking at the business function
as a whole. This is followed by the selection of a method or methods for gath-
ering requirements. This effort must be planned. There are several approaches
to requirements elicitation (see Table 6.1).
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Table 6.1: Selected Methods for Eliciting Requirements from Business Needs

METHOD STRENGTHS RISKS

Group Sessions

Excellent for cross-functional
processes.

Detailed requirements can be
documented and verified
immediately.

Resolves issues with an impartial
facilitator.

Use of untrained facilitators can
lead to a negative response from
users.

The time and cost of the planning
and/or executing session can be
high.

End-user participation.

High-level descriptions of
functions and processes are
provided.

Descriptions may differ from
actual detailed activities. Without
structure, stakeholders may not
know what information to
provide.

Real needs may be ignored if the
analyst is prejudiced.

Innovative ideas can be
generated.

Users clarify what they want.

Users identify requirements that

Client may want to implement the
prototype.

Difficult to know when to stop.

Specialized skills are required.

may be missed. .
Absence of documentation.

Client-focused.

Early proof of concept.

Stimulates thought processes.

Requirements Good way for first-time use. May overwhelm customer.

Workshop

There is extensive literature on all of these methods. A particularly good
reference is Mastering the Requirements Process, 3rd Edition by Suzanne Robertson
and James C. Robertson (Addison-Wesley Professional, 2012). The bibliography in
Appendix D has a few more references you might want to check.

I'single out these four methods because they work best when trying to translate
business needs into business requirements. I have had the most experience and
success with them. Typically, more than one method is chosen to elicit require-
ments from business needs. Selecting the best method(s) for the project is the
responsibility of the project manager, who must evaluate each method for costs,
ease of implementation and comfort with the client, and risks. Further, selection
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of a particular method should be based on specific product and project needs,
as well as proven effectiveness. Certain methods have been proven effective
for specific client groups, industries, and products. An example of this would
be using physical, three-dimensional prototypes in product development and
construction. I'll come back to a more detailed discussion of these methods of
requirements elicitation later in this chapter.

These methods can also be used to decompose requirements and generate the
RBS. Regardless of the method you use to generate the RBS, I strongly advise
creating an RBS for every project for the following reasons:

m The RBS is most meaningful to the client.

m The RBS is a deliverables-based approach.

m The RBS is consistent with the PMBOK.

m The RBS remains client-facing as long as possible into the planning exercise.

m The RBS is the higher order part of the Work Breakdown Structure (WBS).
(See Chapter 7, “How to Plan a TPM Project.”)

Facilitated Group Sessions

This is probably the approach used in every requirements decomposition session
and it often integrates one or more of the other approaches. There are a number
of ways to structure these sessions that I want you to be aware of. You'll need to
do a little planning to decide how best to approach the facilitated group session.

m One single group session—This works well for smaller projects and for
projects that involve only one business group. I prefer this approach when-
ever possible. All involved parties hear the same discussion and conclu-
sions in real time.

m Separated group sessions—As the project gets larger you might consider
breaking the project into sub-projects for the purposes of requirements
decomposition. That would allow you to invite those business groups
with specific expertise or interest in a particular sub-project. This approach
has the added step of combining the results of the multiple sessions.
Resolving differences can become an issue and some type of shuttle
diplomacy may be required. Expect to have to compromise to come to
closure.

Interviews

These are one-on-one sessions with operational level managers and users who
can provide guidance on requirements. These can be very biased because they
are one-on-one and I only use them when scheduling of the appropriate groups
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is not possible (geographically dispersed, for example). If they are used, some
type of review of the resulting requirements by all affected managers and users
is necessary.

Prototyping

Many clients cannot relate to a narrative description of a system but they can
relate to a visual representation of that system. For requirements decomposi-
tion purposes, the idea of a prototype was conceived several decades ago. Its
original purpose was to help clients define what they wanted. By showing them
a mock-up of a solution, they could comment on it and give the developers
more insight into what constitutes an acceptable solution. Originally these pro-
totypes were storyboard versions, not production versions. (Later prototypes
did become production versions of the solution when used in agile projects but
that is another story presented in Part III, “Complex Project Management.”)

Requirements Workshop

You always have to be prepared to work with a customer who has not previ-
ously experienced requirements elicitation sessions. I have had my best results
when I offer the training concurrently with the practice of that training. It puts
the training in the context of an actual application. Customers tend to remain
motivated throughout the workshop because they have an immediate need to be
satisfied and the quality of the results tends to improve over other approaches
with first timers.

Whether you use the IIBA definition or my definition, requirements define the
product or service that constitutes the deliverable of the project. These require-
ments are the basis for defining the needs that the client is seeking to solve a
problem or to take advantage of a business opportunity. At this early stage, the
client, the project manager, and their teams are tasked with going through
the process of establishing the requirements baseline for the project. This process
is a systematic, step-by-step effort that requires the patience and diligence of
both teams. It is these requirements that will eventually be used for estimating
the cost, time, and resources required to do the project. Ultimately, these require-
ments drive acceptance of the product or service by the client. Requirements
are separated into the following four categories:

m Functional Requirements—Functional requirements specify what the
product or service must do. They are actions that the product or service
must take, such as check, calculate, record, or retrieve. For example: “The
service shall accept a scheduled time and place for delivery.”

= Non-functional Requirements—Non-functional requirements demon-
strate the properties that the product or service should have in order to
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do what it must do. These requirements are the characteristics or qualities
that make the product or service attractive, usable, fast, or reliable. Most
non-functional requirements are associated with performance criteria
and are usually requirements that will establish the product or service
boundary. Non-functional requirements can sometimes be generated by
the refinement of a global requirement. Non-functional requirements are
usually associated with performance criteria that set the parameters for
how a system is to function. For example: “The product shall have a home-
made appearance” or “The product shall be packaged so as to be attractive
to senior citizens.”

m Global Requirements—Global requirements describe the highest level
of requirements within the system or project. Global requirements describe
properties of the system as a whole. During the initial stages of a project,
many requirements end up being global requirements. The project man-
ager and the team then refine them through the methods of requirement
generation. Global requirements is a relatively new term. In the past, these
have been called general requirements, product constraints, or constrain-
ing requirements. Be careful in your use of global requirements because
in most cases they can be turned into non-functional requirements simply
by asking the questions associated with what, why, or how. In fact, it is
wise to move a global requirement to a non-functional requirement in
order to gain a better focus on what the requirement really is. For example:
“The system shall run on the existing network” or “The system must be
scalable.”

m Product and/or Project Constraints—Product and/or project constraints
are those requirements that, on the surface, resemble design constraints or
project constraints. Design constraints are preexisting design decisions that
mandate how the final product must look or how it must comply technolog-
ically. Project constraints cover the areas of budget and schedule along with
deadlines and so on. One important note here is that product constraints can
be listed as global requirements, but project constraints cannot. For example:
“The maximum system response time for any client-based transaction must
not exceed 4 milliseconds” or “The total out-of-pocket cost plus five-year
maintenance must not exceed $35 million.”

Shuttle Diplomacy and Resolving Requirements Elicitation
and Decomposition Differences

A situation that arises frequently, especially in large projects that have several
customers, deserves special attention because of the challenges that present
themselves. Enterprise-wide projects are just one example. Size suggests dividing
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the requirements elicitation exercise into two or more groups, holding separate
elicitation exercises with each group and then integrating the results. Easily said
but not necessarily easily done. This can happen regardless of the requirements
elicitation and decomposition method you might use. The problem arises when
the separate groups do not agree on the requirements or on the decomposition
of a requirement. So what do you do?

I have had some success addressing this problem by reducing the require-
ments to a set of requirements common to all customer groups. These become
the first version solution that all customer groups can agree to. Experience with a
solution will often temper other requirements for the second and later versions.

Another technique that has worked for some projects is to design in different
user views to satisfy each customer group.

Assessing the Completeness of Requirements Decomposition

Assessing completeness of the RBS is a subjective exercise. You might be able to
tell if the RBS is complete but because you might have imperfect knowledge of
the solution you might not recognize an incomplete RBS. The safe assumption
is to assume that it is incomplete and proceed accordingly. To err on that side
of the decision is not a serious error, but to err on the other side by assuming
it is complete when it is not can have serious consequences. I prefer to take the
safe ground!

Project Classification

The question to answer here is whether the project should be managed by a
PMLC model that is Linear, Incremental, Iterative, Adaptive, or Extreme (see
Table 6.2). The answer is somewhat subjective and depends mostly on the degree
to which you and the client see the RBS as complete.

You'll explore each of these in more detail in subsequent chapters. The final
picture is one of a rich family of models that cover the entire project landscape
and fit any project situation you are likely to encounter.

You have now reached the point where a critical decision needs to be made
about how to manage this project. At this point, the project management gurus
would agree that you cannot say that the requirements list is complete. You can
never really know that until the project is complete and all success criteria have
been met. However, you can say that the requirements are not complete. Certain
parts are missing, and you know they are missing. The more that is missing,
the more complex the process of managing the project will be. The development
manager and the client manager must make an initial decision on the best-fit
PMLC based on the degree to which requirements are complete. Completeness
is more of an expression of the comfort level you have with the RBS than it is
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any quantitative measure of completeness. It is a subjective call, and it is not
a “once for the whole life of the project” decision—it can change as the clarity
and completeness of the requirements changes. For example, at some point
in the project life cycle, the project team may experience the great “AHA!” At last
the project team sees what the complete solution looks like. Does it make sense
to change the PMLC? It might. It might not. Here are some criteria to consider:

m What are the cost and time penalties for abandoning the current PMLC
and changing to a different PMLC?

m Can the project team adapt to the new PMLC?

m How certain are you and your client that a change will result in a better
solution?

m What is the cost versus the benefit of the change?

Table 6.2: Project Characteristics as a Determinant of Which PMLC Model to Use

WHEN TO USE IT

Linear The solution and requirements are clearly defined.

You do not expect too many scope change requests.

The project is routine and repetitive.

You can use established templates.

Incremental Same conditions as the Linear approach, but the client wants to deploy
business value incrementally.

There may be some likelihood of scope change requests.

Iterative You feel that requirements are not complete or may change.

You will learn about remaining requirements in the course of doing the
project.

Some features of the solution are not yet identified.

Adaptive The solution and requirements are only partially known.

There may be functionality that is not yet identified.

There will be a number of scope changes from the client.

The project is oriented to new product development or process
improvement.

The development schedule is tight and you can't afford rework or
re-planning.

Extreme The goal and solution are not clearly known.

The project is a Research & Development type project.
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As you can see, eliciting and documenting client requirements is extremely
difficult even in the simplest of situations. Poorly defined requirements are the
root cause of many project failures, so it is critical that you approach this task
with the best-fit requirements elicitation approach available to you. For clients,
the requirements gathering approach you use is difficult because they are
being asked to think about satisfying their needs using tools that they may not
be familiar with. For project managers, the requirements elicitation approach
they choose may be difficult because they may not have made the distinction
between client wants and client needs. For both parties, generating the RBS is
a learning experience. How well the client and the project manager are able to
learn will be the key to project success. Therefore, the choice of PMLC model
will be a critical success factor for that learning to take place and for successful
requirements elicitation.

In addition to being a good representation of the requirements, the RBS works
very well as a requirements elicitation approach for any project because of the
following characteristics:

m [t does not require a trained facilitator.

m [t does not require learning one of the contemporary approaches to require-
ments gathering.

m [t presents an intuitive approach to gathering requirements.

m [t allows the client to work with the project team in an environment that
is familiar to them, enabling them to stay in their own comfort zone.

m [t paints a clear picture of the degree to which the solution is clearly
defined.

m [t provides the input needed to choose the best-fit PMLC model and the
appropriate project management approach.

Determining the Best-Fit PMLC Model

The choices come from among such approaches as Waterfall, Scrum, Rational
Unified Process (RUP), and many, many others. Organizations will have a
preference and will have skilled and experienced potential team members to
adequately staff their preferences. Scrum is an extremely powerful and popular
choice in many organizations, but it requires a senior-level developer who can
work without supervision in a self-managed situation. That puts a strain on
many organizations whose developers will often be less experienced.

Based on the project characteristics, which specific PMLC model is the closest
fit? This decision is made without a consideration of the environment in which
it will be implemented. It is based solely on goal and solution clarity.

Based on the project environment how does that model need to be adjusted to
establish the best-fit model? An example is the best way to convey this information.
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Suppose the project is in the adaptive category and Scrum is the obvious choice.
Scrum requires meaningful client involvement through their representative, the
Product Owner, but such an individual is not available. As an alternative an iter-
ative approach, such as RUP or Evolutionary Development Waterfall, might be
used. The difference being that the project manager and a senior-level business
analyst (BA) can function as co-project managers and together they can take a
more proactive role that otherwise would have been done by the Product Owner.
For another example, consider a project that is best categorized as iterative
and RUP would be the best-fit choice. However, past projects for that client
have been disappointing because the client could not fully participate. One
alternative would be to step back and use an incremental approach (a Linear
PMLC model) to compensate for the shortcomings of the client involvement
and allow the project manager and BA to take up the slack. An approach I have
used is to go ahead with the choice of a RUP approach but to strengthen it by
holding concurrent workshops with the client to help them better understand
their role and responsibilities. For example, a workshop on use cases could be
helpful if run concurrently with the requirements elicitation exercises.

Writing the POS

The more complexity and uncertainty associated with the project, the more
likely senior management will want assurances that the approach that will be
used to solve the problem or to take advantage of a business opportunity makes
good business sense. A very important question will be, “Does the resulting
business value exceed the total cost of the deliverables?” Validation may take
the form of using the organization’s templates to establish validity. You may
have to simulate the deliverables by building a prototype of the solution. You
can expect to provide any number of financial analyses such as cost/benefit,
Return on Investment (ROI), break-even, and cash flow analyses, among others.
Some of these might accompany the POS.

The COS and the deliverables from the Project Scoping Meeting if one is held
are the primary inputs you need to generate the Project Overview Statement
(POS). The POS is a short document (ideally one page) that concisely states what
is to be done in the project, why it is to be done, and what business value it will
provide to the enterprise when completed.

The main purpose of the POS is to secure senior management’s approval and
the resources needed to develop a detailed project plan. It will be reviewed by the
managers who are responsible for setting priorities and deciding what projects
to support. It is also a general statement that can be read by any interested party
in the enterprise. For this reason, the POS cannot contain any technical jargon
that generally would not be used across the enterprise. After it is approved, the
POS becomes the foundation for future planning and execution of the project.
It becomes the reference document for questions or conflicts regarding the
project’s scope and purpose.



Chapter 6 = How to Scope a TPM Project

175

My idea for the POS originated at Texas Instruments in the early 1960s. They
used a form of the POS as part of a process whereby anyone in the organiza-
tion could suggest an idea for increasing efficiency, improving productivity,
or seizing a business opportunity. One particular example has stayed with me
over all these years. It involved a maintenance man whose only equipment
was a Phillips-head screwdriver. He walked the halls of an approximately
1,800,000-square-foot building and tightened the screws that held the wall-
mounted ashtrays in position. You could smoke inside the building in those
days. The ashtrays became loose from people or equipment bumping into them.
The maintenance man had an idea for replacing these screws with another fas-
tening device that would not work loose, and he presented his idea using a POS.
The project was funded, and he was appointed project manager. The project
was completed successfully, and his job was thus eliminated. (I hope he was
able to move on to something a little more challenging and rewarding!) Today,
several organizations (IBM, for example) use the POS or some adaptation of it.

Because the POS can be drafted rather quickly by one person, it serves to
capture a brief statement of the nature of the idea. Senior management can react
to the proposed idea without spending too much time. If the idea has merit,
the proposer will be asked to provide a detailed plan. The idea may be condi-
tionally accepted, pending a little more justification by the proposer. Again, the
idea is pursued further if it has merit. Otherwise, it is rejected at this early stage,
before too much time and too many resources are spent on needless planning.

The POS can serve other purposes as well. Here are a couple of examples.

m Inherited Project—Sometimes you inherit a project. In these instances,
the project has been defined and scoped. A budget, staff resources, and
a completion date have also been determined. In this scenario, do you
write a POS? Yes!

There are at least two reasons to write a POS when you inherit a project.
The first is to become familiar with and understand the project as well
as the client’s and management’s expectations. I can’t stress enough how
important it is for both the requestor and provider to ensure that what
will be delivered is what the client expects.

The second reason is that the POS will become the referent for the planning
team. It is the foundation on which the project plan will be built. The
project team can use the POS as the tiebreaker or referent to resolve any
misunderstandings. In this case, the project scope has been determined,
and it is up to the planning team to ensure that the resulting project plan
is within the scope of the project, as defined in the POS.

m Briefing Tool—An equally important reason for writing a POS is to give
your team briefing information on the project. In addition to reaching a
consensus with your client on what will be done, the team members need
to have an understanding of the project at their level of involvement. Think
of this as a COS for the team. Here the focus is on ensuring that you
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(as the project manager) and the team have a common understanding of
the project. The POS serves as a good briefing tool for staff members who
are added after the project commences. It helps them get up to speed with
their understanding of the project.

The POS has the following five component parts:

m Problem or opportunity
m Project goal

m Project objectives

m Success criteria

m Assumptions, risks, and obstacles

Its structure is designed to lead senior managers from a statement of fact
(known problem or opportunity) to a statement of what this project will address
(project goal). Senior management is interested in the project goal and whether
it addresses a concern of sufficiently high priority; therefore, they need details
on exactly what the project includes (project objectives). The business value is
expressed as quantitative business outcomes (success criteria). Finally, conditions
that may hinder project success are identified (assumptions, risks, and obsta-
cles). The following sections take a closer look at each of these POS components.
An example POS is shown in Figure 6.5.

Stating the Problem or Opportunity

The first part of the POS is a statement of the problem or opportunity that the
project addresses. This statement is fact—it does not need to be defined or
defended. Everyone in the organization will accept it as true. This is critical
because it provides a basis for the rest of the document. The POS may not have
the benefit of the project manager’s being present to explain what is written
or to defend the reason for proposing the project to management. A problem or
opportunity statement that is known and accepted by the organization is the
foundation on which to build a rationale for the project. It also sets the priority
with which management will view what follows. If you are addressing a high-
priority area or high-business-value area, your idea will get more attention and
senior management will read on.

Here are several examples of situations that will lead to a statement of the
problem or opportunity that has given rise to this POS.
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PROJECT Project Name Project No. Project Manager
ol PSO Implementation PS0-001 Sal Vation
STATEMENT

Problem/Opportunity

To restore our lost market share we must quickly develop our capabilities in the
customized furnishings business but are unable to because our project
management processes cannot support the needs of the product development teams.

Goal
Provide a fully mature and comprehensive portfolio of project management support
services to all project teams in less than four years.

Objectives

1. Provide off the shelf and customized project management training.

2. Develop and document a standard project management process to support all of our
project teams with special focus on product development teams.

3. Establish a project review process to monitor and enforce compliance with our
project management processes.

4. Establish a portfolio management process for all customized projects.

5. Create a professional development program for all project managers.

6. Design and implement a continuous quality improvement process for project
management.

Success Criteria

1. Over 50% of all PMs will receive basic training by the end of 2018 Q3.
2. Project quarterly success rates will increase from current 35% to 70% by 2019 Q3.
3. At least 90% of all projects begun after 2019 Q1 will use the new O&P project
management process.
4.100% of all PMs will receive training in the O&P project management process
by the end of 2019 Q4.
5. 90% of all PMs will have a professional development program in place by 2019 Q4.
6. The PSO will reach maturity level 2 no later than Q4 2018, maturity level 3 no
later than Q4 2019, maturity level 4 no later than Q2 2020, and maturity level 5
no later than Q4 2020.

7. Market share will be restored to 100% of its highest level no later than Q4 2020.

Assumptions, Risks, Obstacles

1. Business unit managers will resist change in their operating procedures.
2. The customized furnishings market is not as strong as forecasted.
3. Project managers will continue to practice their old ways.

Prepared By Date Approved By Date
Sal Vation 12/3/2018 Del E. Lama 12/6/2018

Figure 6.5: An example POS
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Known Problem or Opportunity Every organization has a collection
of known problems. Several attempts to alleviate part of or the entire
problem may have already been made. The POS gives proposers a way to
relate their idea to a known problem and to offer a full or partial solution.
If the problem is serious enough and if the proposed solution is feasible,
further action will be taken. In this case, senior managers will request a
more detailed solution plan from the requestor.

With the business world changing and redefining itself continuously, opportu-
nities for new or enhanced products and services present themselves constantly.
Organizations must be able to take advantage of them quickly because the
window of opportunity is not wide and is itself constantly moving. The POS
offers an easy and quick way to seize these opportunities.

Client Request Internal or external clients make requests for products
or services, and their requests are represented in the COS. The POS is an
excellent vehicle for capturing the request and forwarding it to senior
management for resolution. More recently, with employee-empowerment
trends, a worker may not only receive a request, but may also have the
authority to act on that request. The POS, coupled with the COS, establishes
an excellent and well-defined starting point for any project.

Corporate Initiative Proposals to address new corporate initiatives should
begin with the POS. Several ideas will come from the employees, and the
POS provides a standardized approach and document from which senior
management can prioritize proposals and select those that merit further
attention. A standard documentation method for corporate initiatives
simplifies senior management’s decision-making process for authorizing
new projects.

Mandated Requirements In many cases, a project must be undertaken
because of a mandated requirement, arising from market changes, client
requirements, federal legislation, as well as other sources. The POS is
a vehicle for establishing an agreement between the provider and the
decision maker about the result of the project. The POS clarifies for all
interested parties exactly how the organization has decided to respond
to the mandate.

Establishing the Project Goal

The second section of the POS states the goal of the project—what you intend to
do to address the problem or opportunity. The purpose of the goal statement is
to get senior management to value your idea enough to read on. In other words,
they should think enough of the idea to conclude that it warrants further attention
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and consideration. Others may propose the same issue. Because yours will not
be the only proposal that’s submitted, you want it to stand out among the crowd.

A project has one goal. The goal gives purpose and direction to the project.
At a very high level, it defines the final deliverable or outcome of the project in
clear terms so that everyone understands what is to be accomplished. The goal
statement will be used as a continual point of reference for any questions that
arise regarding the project’s scope or purpose.

The goal statement must not contain any language or terminology that might
not be understandable to anyone having occasion to read your POS. In other
words, no “techie talk” is allowed. It is written in the language of the business
so that anyone who reads it will understand it without further explanation from
the proposer. Under all circumstances, avoid jargon.

Just like the problem or opportunity statement, the goal statement is short
and to the point. Keep in mind that the more you write, the more you increase
the risk that someone will find fault with something you have said. The goal
statement does not include any information that might commit the project to
dates or deliverables that are not practical. Remember that you do not have
much detail about the project at this point.

The specification of a date deserves further discussion because it is of major
interest to the client and to senior management. First, and most important, you
do not control the start date and therefore you cannot possibly know the end
date. For example, it might be that the most specific statement you could make
at this point is that you could complete the project approximately 9 to 12 months
after starting. Even such a broad statement as that is fraught with risk because
you do not have a project plan yet. Senior management will need some type of
statement regarding completion before they will give authorization to continue
the project to the planning stages. Unfortunately, most managers have a habit
of accepting as cast in stone any number that they see in writing, regardless
of the origin of the number. If you expect management to ask for a date, estimate
the date to the nearest quarter, month, or week as appropriate, but with the caveat
that the estimated delivery date will become more specific as you learn more
details about the project. The first instance of that will be the project plan. It will
specify the total duration of the project, not a specific end date. It is important
that management understand how some of the early numbers are estimated,
and that a great deal of variability exists in those early estimates. Assure them
that better estimates will be provided as the project plan is built and the project
work is undertaken. Leave the specific dates for the detailed planning session,
when a more informed decision can be made.

George Doran’s S.M.A RT. characteristics have been used for years and pro-
vide the following criteria for a goal statement:

Specific—Be specific in targeting an objective.

Measurable—Establish measurable indicators of progress.
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Assignable—Make the object assignable to one person for completion.
Realistic—State what can realistically be done with available resources.

Time-related—State when the objective can be achieved—that is, the duration.

In practice I have incorporated the S.M.A .RT. characteristics into both the POS
and the project plan. The Specific characteristic can be found in the problem or
opportunity statement and the goal statement (discussed previously), and the
objective statements (discussed next). The Measurable characteristic is incorpo-
rated into the success criteria, discussed later in this section. The Assignable,
Realistic, and Time-related characteristics are part of the project plan and are
discussed in Chapter 7, “How to Plan a TPM Project.”

Defining the Project Objectives

The third section of the POS describes the project objectives. Think of objective
statements as a more detailed version of the goal statement. The purpose of
objective statements is to clarify the exact boundaries of the goal statement and
define the boundaries or the scope of your project. In fact, the objective statements
you write for a specific goal statement are nothing more than a decomposition
of the goal statement into a set of necessary and sufficient objective statements.
High-level requirements are often used as project objectives. I have done that
with good results. That is, every objective must be accomplished in order to
reach the goal, and no objective is superfluous.

A good exercise to test the validity of the objective statements is to ask if they
clarify what is in and what is not in the project. Statements of objectives should
specify a future state, rather than being activity-based. They are statements
that clarify the goal by providing details about the goal. If you think of them
as sub-goals, you will not be far off the mark.

One variation that I have seen work particularly well is to state what is not in
the project. When you are having trouble defining what is in the project, think
of this as an added convenience for clarification. This statement will often help
clarify project boundaries for the client. Don’t get carried away with this though.
I have also seen senior management add some of the “what is not in the project”
objectives to the project objectives.

It is also important to keep in mind that these are the current objectives.
They may change during the course of planning the project. This will happen
as details of the project work are defined. We all have the tendency to put more
on our plates than we need. The result is that the client and subsequently the
project team will often include project activities and tasks that extend beyond
the boundaries defined in the POS. When this occurs, stop the planning session
and ask whether the activity is outside the scope of the project; and whether you
should adjust the scope to include the new activity or delete the new activity
from the project plan.
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The objectives might also change during the course of doing the project.
This occurs in cases where the requirements are not completely and clearly
defined during the scoping activities but are subsequently discovered during
the project. This is quite common, so don't be too alarmed. Part III, “Complex
Project Management,” discusses these situations.

You will find that throughout the project planning activities discussed in this
book, there will be occasions to stop and reaffirm project boundaries. Boundary clar-
ification questions will continually come up. Adopting this questioning approach is
sound TPM.

An objective statement should contain the following four parts:

= An outcome—A statement of what is to be accomplished
m A time frame—A preliminary estimate of duration
= A measure—Metrics that will measure success

m An action—How the objective will be met

In many cases, the complete objective statement will be spread across the
POS rather than collected under the heading of “Objectives.” This is especially
true for the time frame and measures of success.

Identifying Success Criteria

The fourth section of the POS answers the question, “Why do we want to do
this project?” It is the measurable business value that will result from success-
fully completing this project. It sells the project to senior management and it is
a criterion that can be used to compare projects to one another.

Whatever criteria are used, they must answer the question, “What must hap-
pen for us and the client to say the project was a success?” The COS will contain
the beginnings of a statement of success criteria. Phrased another way, success
criteria form a statement of doneness. It is also a statement of the business value
to be achieved; therefore, it provides a basis for senior management to prioritize
the project among competing alternatives and to authorize the resources to do
detailed planning. It is essential that the criteria be quantifiable and measurable,
and, if possible, expressed in terms of business value. Remember that you are
trying to sell your idea to the decision makers.

No matter how you define success criteria, they all reduce to one of the fol-
lowing three types:

m Increasing Revenue—As a part of the success criteria, the increase should
be measured in hard dollars or as a percentage of a specific revenue number.

m Avoiding Cost—Again, this criterion can be stated as a hard-dollar amount
or a percentage of some specific cost. Be careful here because oftentimes
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a cost reduction means staff reductions. Staff reductions do not mean the
shifting of resources to other places in the organization. Moving staff
from one area to another is not a cost reduction.

m Improving Service—Here the metric is more difficult to define. It’s usu-
ally some percentage of improvement in client satisfaction or a reduction
in the frequency or type of client complaints. Both product and process
improvements are included.

These three types are often referred to by the acronym IRACIS.

In some cases, identifying the success criteria is not so simple. For example,
client satisfaction may have to be measured by some pre- and post-surveys. In
other cases, a surrogate might be acceptable if directly measuring the business
value of the project is impossible. Be careful, however, and make sure that the
decision maker buys into your surrogate measure. Also be careful of traps such
as this one: “We haven’t been getting any client complaint calls; therefore, the
client must be satisfied.” Did you ever consider the possibility that the lack of
complaint calls may be the direct result of your lack of action responding to
previous complaints? Clients may feel that it does no good to complain because
nothing happens to settle their complaints.

The best choice for success criteria is to state clearly the bottom-line impact
of the project. This is expressed in terms such as increased margins, higher net
revenues, reduced turnaround time, improved productivity, a reduced cost of
manufacturing or sales, and so on. Because you want senior management’s
approval of your proposal, you should express the benefits in the terms with
which they routinely work and will get their attention.

Even if you recognize the bottom-line impact as the best success criteria, you
may not be able to use it as such. As an alternative, consider quantifiable state-
ments about the impact your project will have on efficiency and effectiveness,
error rates, reduced turnaround time to service a client request, reduced cost
of providing the service, quality, or improved client satisfaction. Management
deals in deliverables, so always try to express your success criteria in quantitative
terms. By doing this, you avoid any possibility of disagreement as to whether
the success criteria were met and the project was successful.

Senior management will also look at your success criteria and assign business
value to your project. In the absence of other criteria, this will be the basis for
their decision about whether or not to commit resources to complete the detailed
plan. The success criteria are another place to sell the value of your project. For
example, one success criterion might be:

This reengineering project is expected to reduce order entry to order fulfillment
cycle time by 6 percent.
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From that statement, management may conclude the following:
If that is all you expect to gain from this project, we cannot finance the venture.
Alternatively, they may respond as follows:

If you can get 6 percent improvement from our current process, that will be a
remarkable feat—so remarkable, in fact, that we would like more detail on how you
expect to get that result. Can you provide an analysis to substantiate your claim?

Subjective measures of success will not do the job. You must speak quan-
titatively about tangible business benefits. This may require some creativity
on your part. For example, when proposing a project that will have an impact
on client satisfaction, you will need to be particularly creative. There may be
some surrogates for client satisfaction. A popular approach to such situations
is to construct and conduct pre- and post-surveys. The change will measure
the value of the project.

Listing Assumptions, Risks, and Obstacles

The fifth section of the POS identifies any factors that can affect the outcome of
the project and that you want to bring to the attention of senior management.
These factors can affect deliverables, the realization of the success criteria, the
ability of the project team to complete the project as planned, and any other
environmental or organizational conditions that are relevant to the project. You
want to record anything that can go wrong.

m Be careful to put in the POS only the items that you want senior
management to know about and in which they will be interested. Items that are quite

specific and too detailed to be of interest to senior managers should be saved for
the Project Definition Statement (PDS). The PDS list may be extensive and generates
good input for the risk analysis discussed in Chapter 5, “Project Management Process
Groups”

The project manager uses the assumptions, risks, and obstacles section to
alert management to any factors that may interfere with the project work or
compromise the contribution that the project can make to the organization.
Management may be able to neutralize the impact of these factors. Conversely,
the project manager should include in the project plan whatever contingencies
can help reduce the probable impact and its effect on project success.

Do not assume that everyone knows what the risks and perils to the project
will be. Planning is a process of discovery about the project itself as well as any
hidden perils that may cause embarrassment for the team. Document them and
discuss them.
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There are several areas where the project can be exposed to influences that
may inhibit project success. They are as follows:

m Technological —The company may not have much or any experience with
new technology, whether it is new to the company or new to the industry.
The same can be said for rapidly changing technology. Who can say
whether the present design and technology will still be current in three
months or six months?

m Environmental—The environment in which the project work is to be done
can be an important determinant. An unstable or changing management
structure can change a high-priority project to a low-priority project
overnight. If your project sponsor leaves, will there be a new sponsor?
And if so, how will he or she view the project? Will the project’s priority
be affected? High staff turnover will also present problems. The project
team cannot get up on the learning curve if turnover is high. A related
problem stems from the skill requirements of the project. The higher the
skill level required, the higher the risk associated with the project.

m Interpersonal—Relationships among project team members are critical
to project success. You don’t have to be friends, but you do have to be
coworkers and team players. If sound working relationships are not pres-
ent among the project team or stakeholders, there will be problems. These
interpersonal problems should be called to the attention of senior
management.

m Cultural—How does the project fit with the enterprise? Is it consistent
with the way the enterprise functions, or will it require a significant change
to be successful? For example, if the deliverable from the project is a new
process that takes away decision-making authority from staff who are
used to making more of their own decisions, you can expect development,
implementation, and support problems to occur.

m Causal relationships—All project managers like to think that what they
are proposing will correct the situation addressed. They assume a cause-
and-effect relationship where one may not exist. The proposer assumes
that the solution will, in fact, solve the problem. If this is the case, these
assumptions need to be clearly stated in the POS. Remember that the rest
of the world does not stand still waiting for your solution. Things continue
to change, and it is a fair question to ask whether your solution depends
on all other things remaining equal.

Attachments

Even though I strongly recommend a one-page POS, some projects call for a
longer document. As part of their initial approval of the resources to do detailed
project planning, senior management may want some measure of the economic
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value of the proposed project. They recognize that many of the estimates are
little more than an order-of-magnitude guess, but they will nevertheless ask
for this information. I have seen the following two types of analyses requested
frequently:

m Risk analysis

m Financial analysis

The following sections briefly discuss these analysis types. Check the bib-
liography in Appendix D for sources where you can find more information
about these topics.

m Risk Analysis—In my experience, risk analysis is the most frequently
used attachment to the POS. In some cases, this analysis is a very cursory
treatment. In others, it is a mathematically rigorous exercise. Many business-
decision models depend on quantifying risks, the expected loss if the risk
materializes, and the probability that the risk will occur. All of these are
quantified, and the resulting analysis guides management in its project-
approval decisions.

In high-technology industries, risk analysis is becoming the rule rather
than the exception. Formal procedures are established as part of the initial
definition of a project and continue throughout the life of the project. These
analyses typically contain the identification of risk factors, the likelihood of
their occurrence, the damage they will cause, and containment actions to
reduce their likelihood or their potential damage. The cost of the contain-
ment program is compared with the expected loss as a basis for deciding
which containment strategies to put in place.

= Financial Analysis—Some organizations require a preliminary financial
analysis of the project before granting approval to perform the detailed
planning. Although such analyses are very rough because not enough
information is known about the project at this time, they will offer a
tripwire for project-planning approval. In some instances, they also offer
criteria for prioritizing all of the POS documents that senior management
will be reviewing. At one time, IBM required a financial analysis from
the project manager as part of the POS submission. Following are brief
descriptions of the types of financial analyses you may be asked to pro-
vide. Keep in mind that the project manager may not be a financial analyst
and requiring an in-depth financial analysis may be beyond their ability.

m Feasibility Studies—The methodology to conduct a feasibility study is
remarkably similar to the problem-solving method (or scientific method,
if you prefer). It involves the following steps:

1. Clearly define the problem.

2. Describe the boundary of the problem—that is, what is in the problem
scope and what is outside the problem scope.
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Define the features and functions of a good solution.
Identify alternative solutions.
Rank alternative solutions.

State the recommendations along with the rationale for the choice.

N o 9k

Provide a rough estimate of the timetable and expected costs.

You, as the project manager, will be asked to provide the feasibility study
when senior management wants to review the thinking that led to the
proposed solution. A thoroughly researched solution can help build your
credibility as the project manager.

Cost and Benefit Analyses—These analyses are always difficult to do
because you need to include intangible benefits in the decision process.
As mentioned earlier in the chapter, things such as improved client sat-
isfaction cannot be easily quantified. You could argue that improved client
satisfaction reduces client turnover, which in turn increases revenues, but
how do you put a number on that? In many cases, senior management
will take these inferences into account, but they still want to see hard-
dollar comparisons. Opt for the direct and measurable benefits to compare
against the cost of doing the project and the cost of operating the new
process. If the benefits outweigh the costs over the expected life of the
project deliverables, senior management may be willing to support
the project.

Breakeven Analysis—This is a timeline that shows the cumulative cost
of the project against the cumulative revenue or savings from the project.
At each point where the cumulative revenue or savings line crosses the
cumulative cost line, the project will recoup its costs. Usually senior
management looks for an elapsed time less than some threshold number.
If the project meets that deadline date, it may be worthy of support. Targeted
breakeven dates are getting shorter because of more frequent changes in
the business and its markets.

Return on Investment—The ROI analyzes the total costs as compared
with the increased revenue that will accrue over the life of the project
deliverables. Here senior management finds a common basis for comparing
one project against another. They look for the high ROI projects or the
projects that at least meet some minimum ROIL.

ALY Many books provide more detailed explanations of each of these
analyses. The bibliography in Appendix D contains some suggested titles.
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Submitting the POS

After you have completed the POS, you need to submit it to your senior
management for approval. The approval process is far from a formality. It is a
deliberate decision on the part of senior management that the project as presented
does indeed have business value and that it is worth allocating the resources
needed to complete the detailed planning phase. As part of the approval process,
senior management asks several questions regarding the information presented.
Remember, they are trying to make good business decisions and need to test
your thinking along the way. My best advice is to remember that the document
must stand on its own. You will not be present to explain what you meant. Write
in the language of the business, and anticipate questions they might ask as you
complete your final review of the POS.

During this process, expect several iterations. Despite your best efforts to make
the POS stand on its own, prepare for revisions. Senior management always has
questions. For example, they can question the scope of the project and may ask
you to consider expanding or contracting it. They may ask for documentation
showing how you arrived at the results that you claim in your success criteria.
If financial analyses are attached, you may have to provide additional justifica-
tion or explanation of the attachments.

The approved POS serves three audiences, as follows:

= Senior management—The approval of senior management is their state-
ment that the project makes enough business sense to move to the detailed
planning stage.

m The client—The client’s approval is his or her concurrence that the project
has been correctly described and that he or she is in agreement with the
solution being offered.

m The project team—The approved POS serves as a message to the project
team from senior management and the client that the project has been
clearly defined at this high level of detail.

Approval of the POS commits the resources required to complete a detailed
plan for the project. It is not the approval to do the project. Approval to pro-
ceed with the project is the result of an approval of the detailed plan. At this
early stage, not too much is known about the project. Rough estimates of time
or cost variables (also referred to as WAGs, for “wild a** guesses” or SWAGs,
for “scientific wild a** guesses”) are often requested from the project manager
and the project team. You may also be asked to describe what will be done and
how this will benefit the enterprise. More meaningful estimates of time
and cost are part of the detailed plan.
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Gaining management approval of the POS is a significant event in the life of a
project. The approving manager questions the project manager, and the answers
are scrutinized very carefully. Even though there isn't a lot of detailed analysis
to support it, the POS is still valuable to test the thinking of the proposer and
the validity of the proposed project. It is not unusual to have the project man-
ager return to the drawing board several times for more analysis and thought
as a prerequisite to management approval. As senior managers review the POS,
you can anticipate the following review questions:

m How important is the problem or opportunity to the enterprise?

m How is the project related to our critical success factors (CSFs) or Key
Performance Indicators (KPIs)?

m Does the goal statement relate directly to the problem or opportunity?
m Are the objectives clear representations of the goal statement?

m Js there sufficient business value as measured by the success criteria to
warrant further expenditures on this project?

m Js the relationship between the project objectives and the success criteria
clearly established?

m Are the risks too high and the business value too low?

m Can senior management mitigate the identified risks?

The approval of the POS is not a perfunctory or ceremonial approval. By
approving the document, professionals and managers are saying that, based
on what they understand the project to involve and its business value, it dem-
onstrates good business sense to go to the next level—that is, to commit the
resources needed to develop a detailed project plan.

Participants in the Approval Process

The following managers and professionals will often participate in the approval
process:

m Core project team—At the preliminary stages of the project, a core project
team may have been identified. This team will be made up of the man-
agers, the professionals, and perhaps the client who will remain on the
project team from the beginning to the very end of the project. They may
participate in developing the POS and reach consensus on what it
contains.

m Project team—Some potential members of the project team are usually
known beforehand. Their subject-matter expertise and ideas should be
considered as the POS is developed. At the least, you should have them
review the POS before you submit it to upper management.
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m Project manager—Ideally, the project manager will have been identified
at the start and can participate in drafting the POS. Because you will
manage the project, you should have a major role to play in its definition
and its approval.

m Resource managers—Individuals who will be asked to provide the skills
needed for the project are certainly important in its initial definition and
later during its detailed planning. There is little point in proposing a
project if the resources are not or cannot be made available to the project.

m Function or process managers—Project deliverables don't exist in a vacuum.
Several business or functional units will provide input to or receive output
from the project products or services. Their advice should be sought. Give
them an early chance to buy into your project.

m Client—Clients play a significant role in the PMLC. As previously dis-
cussed, the COS is a prerequisite to, or a concurrent exercise in developing,
the POS. Many professionals are not skilled in interpersonal communi-
cations. Developing the COS is a difficult task.

= Senior management—Senior management support is a critical factor in
successful projects and successful implementation of the deliverables.
Their approval says, “Go and do detailed planning; we are authorizing
the needed resources.”

In some situations, the client is the project manager—for example, if the
development of a product or service affects only one department or in projects
where the client is very comfortable with project management practices. In these
situations, I encourage the client to be the project manager. The benefits to the
organization are several: increased buy-in, lower risk of failure, better imple-
mentation success, and deliverables that are more likely to meet the needs of
the client, to name a few. Commitment and buy-in are always difficult to get.
This problem is solved when the client is also the project manager. For this
approach to work, the technical members of the project team take on the roles
of advisor and consultant. It is their job to keep the feasible alternatives, and
only the feasible alternatives, in front of the project manager. Decision making
will be a little more difficult and time-consuming. However, by engaging the
client as the project manager, the client not only appreciates the problems that
are encountered but also gains some skill in resolving them. I have seen mar-
velous learning-curve effects that pay off in later projects with the same client.

Approval Criteria

The approval criteria at this stage of the project life cycle are not as demanding
as they will be when it’s time to approve the project for execution or addition to
the organization’s project portfolio. All that senior management is looking for
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at this point is a rough estimate of the value of the project to the organization.
Their approval at this stage extends only to an approval to plan the project. That
detailed project plan will give them a more specific estimate of the project costs.
Knowing the actual costs, senior management can calculate the return that they
can expect from the project.

Project Approval Status

Senior management may not be ready or willing to give their approval to plan
the project at this point. Instead, they might take one of the following courses
of action:

m They may reject the proposal out of hand. That decision will often be
based on a comparison of expected benefits versus total cost coupled with
a time frame as to when the benefits will be realized.

m They may request a recalibration of the goal and scope of the project fol-
lowed by a resubmission to seek approval to plan the project.

m They might decide that a later resubmission is in order. In other words,
they are not ready to commit to the project at this time.

m Finally, the approval may be associated with a consideration to add the
project to the organization’s project portfolio.

Discussion Questions

1. TPM depends heavily on being able to clearly define what the client needs.
You cannot create a detailed project plan without that information. Within
the framework of the TPM, what could you do if it were not possible to
get a clear definition of client needs?

2. You have run the COS by the book, and your gut tells you that the client’s
wants may be a bit too far-reaching. In fact, you have a strong suspicion
that what they need is not what they have told you they want.

3. Give examples of projects from your experiences that have used TPM,
APM, or xPM methodologies. What conclusions can you draw from those
experiences?



How to Plan a TPM Project

This report, by its very length, defends itself against the risk of being read.
—Winston Churchill, English Prime Minister

The man who goes alone can start today, but he who travels with another must wait 'til that
other is ready.

—Henry David Thoreau, American naturalist

Every moment spent planning saves three or four in execution.
—Crawford Greenwalt, President, DuPont

CHAPTER LEARNING OBJECTIVES

After reading this chapter, you will be able to:
>  Know how to plan a Joint Project Planning Session (JPPS)

>  Explain the approaches to building the Work Breakdown Structure
(WBS)

Generate the WBS

Explain the relationship between resource loading and task duration

Be able to use any of the six task-duration estimation methods
Construct a network representation of the project tasks

Understand the four types of task dependencies and when they are used
Recognize the types of constraints that create task sequences

Compute the early and late schedule for every task in the network
Understand lag variables and their uses

Identify the critical path in the project

Y Y Y Y Y VY VY VY VY

Define free slack and total slack and know their significance
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> Analyze the network for possible schedule compression
»  Understand and apply management reserve

»  Utilize various approaches to leveling resources

>  Determine the appropriate use of substitute resources

How often have you heard it said that planning is a waste of time? No sooner
is the plan completed than someone comes along to change it. These same
naysayers would also argue that the plan, once completed, is disregarded and
merely put on the shelf so the team can get down to doing some real work. As
this chapter points out, these views are incorrect.

In Chapter 6 we defined the scope of our project and the high-level require-
ments to achieve that scope. In this chapter we turn to planning the process
we will follow to deliver on the scope and aligned to the requirements at a
lower-level of definition.

UNIQUE VALUE PROPOSITION

Knowing the project quadrant will set the stage for the type of project plan.

Using Tools, Templates, and Processes to Plan a Project

If you were able to do a project twice—once with a good plan and once with a
poor or no plan—the project with the good plan would finish earlier, including
the time spent planning. The project with a good plan has a higher probability
of finishing successfully than does the poorly planned project. The quality is
better, the cost is less, and the list of benefits to good planning goes on. So why
is planning often seen as not being real work? Figure 7.1 expresses my message
more clearly than mere words could.

Pain

Poor
Planning

Good
Planning \
: Time

18-36%

Figure 7.1: Pain curves
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“Pay me now or pay me later” applies equally well to the oil change commercial
as it does to project planning. When the team and management are anxious for
work to begin, it is difficult to focus on developing a solid plan of action before
you are pressed into service. At times it would seem that the level of detail in
the plan is overkill, but it is not. The project manager must resist the pressure
to start project work and instead spend the time up front generating a detailed
project plan. It has been demonstrated that a poor planning effort takes its toll
later in the project as schedules slip, quality suffers, and expectations are not met.

The pain curve demonstrates that proper planning is painful but pays off
in less pain later in the project. To not plan is to expose yourself to significant
pain as the project proceeds. In fact, that pain usually continues to increase. It
would continue to increase indefinitely except that someone usually pulls the
plug on the project when the pain reaches unbearable levels.

The International Benchmark Council (it has gone out of business and as far
as I know has not re-emerged or passed its research to another organization)
provided the data from more than 5000 completed projects that generates these
two curves. The project that uses good planning finishes 18-36 percent sooner
than the poorly planned project, including the time spent planning. If you want
to get your management’s attention, show them this curve. The pain curve is
a powerful attention getter, and I strongly recommend you use it. Once you've
got senior management’s attention, show them the support you will need to
plan your newly assigned project!

The Importance of Planning

If you are to be an effective project manager, a project plan is indispensable.
Not only is it a roadmap to how the work is scheduled, but it is also a tool to
aid in your decision-making. The plan suggests alternative approaches, sched-
ules, and resource requirements from which you can select the best alternative.

Understand that a project plan is dynamic. It is a statement of intent, not a
statement of fact. You expect it to change. A complete plan will clearly state the tasks
that need to be done, why they are necessary, who will do what, when the project will
be completed, what resources will be needed, and what criteria must be met in order
for the project to be declared complete and successful. However, Traditional Project
Management (TPM) models are not designed for change, even though it is expected.
Part Il of this book describes project management life cycle (PMLC) models that are
designed for change. One of the many advantages of these models is that change is
accommodated within the process itself. Change in the TPM world is something the
project manager would rather not deal with, whereas the project manager who is
using the models discussed in Part Ill sees change as a necessary ingredient of a suc-
cessful project.
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There are three benefits to spending the effort needed to develop a good
project plan. They are:

1. Planning reduces uncertainty. Even though you would never expect the
project work to occur exactly as planned, planning the work enables you
to consider the likely outcomes and to put the necessary corrective meas-
ures in place when things don’t happen according to plan.

2. Planning increases understanding. The mere act of planning gives you
a better understanding of the goals and objectives of the project. Even if
you were to discard the plan, you would still benefit from having done
the exercise.

3. Planning improves efficiency. After you have defined the project plan
and the necessary resources to carry out the plan, you can schedule
the work to take advantage of resource availability. You also can schedule
work in parallel—that is, you can do tasks concurrently, rather than in
series. By doing tasks concurrently, you can shorten the total duration of
the project. You can maximize your use of resources and complete the
project work in less time than by taking other approaches.

Just as Alice needed to know where in Wonderland she was going, the project
manager needs to know the goal to be achieved by the project and the steps that
will be taken to attain that goal, that is, the solution. Not knowing the parame-
ters of a project prevents measurement of progress and results in never know-
ing when the project is complete. The plan also provides a basis for measuring
work planned against work performed.

Using Application Software Packages to Plan a Project

Before I begin discussing the tools, templates, and processes needed for project
planning, I want to spend some time on the software packages and why you might
or might not use them. I have always been an advocate of using the appropriate
tools to plan a project. My experiences have ranged from the back of the napkin to
the use of sophisticated modeling and prototyping tools. The size and complexity
of the project has a lot to do with your choice of software packages. The larger the
project, the more you will need to depend on software packages. But what about
small projects or projects that are done in some incremental or iterative fashion?
The answer is not always clear, but the following section describes my approach.

Determining the Need for a Software Package

Project management software packages (at least those priced under $1000 per
seat) are both a boon and a bust to project teams. On the boon side of the ledger,
they are great planning tools and allow the project manager to investigate several
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alternatives without the accompanying labor of having to manually adjust the
planning parameters. On the bust side, they have not been very helpful in
managing resources and in fact have had some rather bizarre results.

Schedule updates are also a troublesome area. The problem lies in getting
reliable estimates of percent complete and estimated time to completion from
each task manager. Garbage in, garbage out. These data are essential to main-
taining the project plan. On balance, the project manager has to be aware of
the time savings, the time drains, and the reliability of the schedule updates in
deciding whether to use a package or not. It all comes down to the value that
is added for the effort that is expended. The smaller the project, the less likely
it is that you will find added value in using the software package. Clearly for
large or even medium-sized projects, software packages are a must.

For the types of projects that this book deals with, the answers aren't all that
obvious. In these cases, project software packages can make the task of building
the initial project plan a bit less labor-intensive than manual alternatives are.
But even that is a matter of choice and preference. You can just as easily move
sticky notes across a whiteboard as you can drag and drop task nodes across a
Project Evaluation and Review Technique (PERT) chart. PERT is a graphical tool
that displays the relationship between dependent tasks. For schedule updat-
ing, I have a clear preference for whiteboards and sticky notes. My reasoning
is that I can get the entire team involved in the exercise, and everyone can see
the alternatives much easier on the whiteboard than they can on the computer
screen. For distributed teams, some compensation can be made by using web-
based tools to communicate sticky note information electronically.

The best testimony I can give you is from my own experiences managing a
three-year, $5M project. All T used were the planning tools discussed in the next
section. That agile project was completed nine months early, successful beyond
client expectations, and significantly under budget.

Project Planning Tools

I am an advocate for using the appropriate tools, templates, and processes for a
given task. As for project planning the list is very short: sticky notes, marking
pens, and plenty of whiteboard space. I don't want you to think that I have taken
a step backward to a time when there were no automated tools. Quite the con-
trary: I do use automated tools for project planning. The tools I just mentioned
happen to be my choice for some incremental, most iterative, all adaptive, and
all extreme projects. Part IIl discusses all of this in greater detail. Agile, Extreme,
and Emertxe projects account for more than 80 percent of all projects. The
reason I use such primitive tools is simple. These projects all proceed in short
cycles of two to four weeks. You don’t need a sledgehammer to kill a mosquito!
If you really have to depend on software tools, go ahead. Just remember that if
you create the plan using software tools, you have to maintain it using the soft-
ware tools. Ask yourself if the overhead you incur is worth it.
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Sticky Notes

Sticky notes are used to record information about a single task in the project.
The information that you might want to record on a sticky note includes any
or all of the following:

m Task ID

m Unique task name

m Task duration

m Task labor

m Resource requirements
m Task leader

m Calculated values such as earliest start (ES), earliest finish (EF), latest start
(LS), and latest finish (LF)

m Critical path (calculated)

Color-coded sticky notes offer a number of alternatives for the creative
planner. For example, you can use a different color to represent each of the
following:

m The type of task (high risk or critical, for example)
m Specific parts of the WBS (design, build, test, and implement, for example)

m A position on the team (a critical or scarce skill, for example)

Using sticky notes in this way is not only visually appealing, but it’s very
informative during resource scheduling and finalization of the project plan.
With experience, the color coding becomes intuitive.

Marking Pens

For the purposes of project planning, you will need dry-erase marking pens.
They come in several colors, but you will only need the black and red ones. They
are used to visually display the dependencies (black marking pens) that exist
among and between the project tasks or the critical path (red marking pens).
The critical path is discussed later in this chapter.

Whiteboard

The whiteboard is indispensable. Flip charts are not a good alternative. For large
projects, you need to have a minimum of about 30 linear feet of whiteboard
space for planning purposes. The room that provides this space will become
the team war room and, if possible, should be reserved for the exclusive use of
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the team for the entire project. It will need to be a secure room as well. Data may
be displayed on the whiteboards that the team doesn’t want shared with others.

LIS (9 See Chapter 8, “How to Launch a TPM Project,” for details on the
team war room.

The whiteboard will be used to create, document, and in some cases post
the following:
m Project Overview Statement (POS)*
= WBS*
m Dependency diagram*
m |nitial project schedule
m Final project schedule*
m Resource schedule*
m Jssues log*
m Updated project schedule*
The items shown with an asterisk (*) are permanently posted on the white-

board and updated as required. Portable electronic whiteboards can be used
when a dedicated space is not available.

How Much Time Should Planning Take?

This is one of those “it all depends” questions. This is not a question that is
easily answered because a number of variables will affect planning time. The
most important variables are project complexity, solution clarity, and the avail-
ability of the team members and the client for planning meetings. The actual
labor involved in building a plan for the typical small project is about one
workday. Ideally that would occur in one calendar day, but people’s schedules
might make that impossible. When you have difficulty scheduling the planning
team, don’t revert to planning by walking around. That just doesn’t work. Trust
me—I learned the hard way!

As a rule of thumb, the following estimates of planning time are a good guide:

Very small projects—Less than 1/2 day
Small projects—Less than one day
Medium projects—2 days

Large projects—3—4 days

Very large projects—30 team members translates to a large project. The
planning time can vary widely from 5 or more days to several months.
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Further complicating estimating planning time are the APM, xPM, and MPx
projects. For all of the PMLC models in those three quadrants planning is
done iteratively over time. If you still need an estimate, here is the best I have
to offer. If you know the total number of iterations involved, then consider
each iteration as a very small project and multiply the number of iterations
by 1/2 day.

Planning and Conducting Joint Project
Planning Sessions

All of the planning activities discussed so far to create the detailed project plan
take place in a Joint Project Planning Session (JPPS). I advocate and use a group
process for generating the detailed project plan. The JPPS is a group session
in which all of the people who are involved in the project meet to develop the
detailed plan. The session can last from one to three days, and it can be work-
intensive. Conflict between session attendees is common, but the final result
of this meeting is an agreement about how the project can be accomplished
within a specified time frame, budget, resource availabilities, and according to
client requirements.

This planning process shares many of the same features as Joint
Requirements Planning (JRP) and Joint Applications Design (JAD) sessions. The JRP
session is commonly used to design computer applications. The JPPS is robust—that
is, it can be used for any type of project.

The objective of a JPPS is this: Develop a project plan that meets the COS as
negotiated between the requestor and the provider, and as described in the POS
and RBS. Sounds simple, doesn't it?

Unfortunately, that agreement doesn’t often happen with any regularity,
for many reasons. The client and the project team are generally impatient to
get on with the work of the project. After all, there are deadlines to meet and
other projects demanding the team members’ attention. Team members don’t
have time for planning—there is too much work to do and too many clients to
satisfy. Regrettably, at the project’s eleventh hour, when it is too late to recover
from a poor plan, the team and the client bow in defeat. Next time, pay more
attention to the planning details. But somehow that next time never seems to
come. It’s time for change!

In this day and age, the virtual team seems to be the rule rather than the
exception. To accommodate this type of team, the project manager usually does
one-on-one planning with each team member and consolidates the results for
review with the entire team participating in an online review session.
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Planning the JPPS

Team planning has always been viewed as advantageous over other forms of
project planning, such as the project manager planning the project by walking
around gathering data for the plan. In my experience, the synergy of the group
provides far more accurate activity duration estimates and more complete
information input to the planning process itself. Team planning is more likely
to be complete than any other form of planning. Perhaps the best advantage of
all is that it creates a much stronger commitment to the project on the part of all
those who lived through the pain of generating and agreeing to the complete
project plan. There is a sense of ownership that participating in the planning
session affords. If all else fails, it is more fun than doing planning in isolation.

I know you sometimes feel that planning is a necessary evil. It is something
you do because you have to and because you can, then say that you have thought
about where you want to go and how you are going to get there. After they have
been written, plans are often bound in nice notebooks and become bookends
gathering dust on someone’s shelf or in a file folder in your desk drawer. Make
up your mind right now to change that! Consider the plan as a dynamic tool
for managing the project and as the base for decision-making, too.

Planning is essential to good project management. The plan that you gen-
erate is a dynamic document. It changes as the project commences. It will be
a reference work for you and the team members when questions of scope and
change arise. Make no bones about it: To do good planning is painful, but to do
poor planning is even more painful. Remember the pain curves in Figure 7.1
Which one will you choose?

The first document considered in the JPPS is the POS. One may already exist
and therefore will be the starting point for the JPPS. If one doesn’t exist, it must
be developed as the initial part of or as a prerequisite to starting the JPPS. The
situation will dictate how best to proceed. The POS can be developed in a number
of ways. If it is an idea for consideration, it will probably be developed by one
individual—typically the person who will be the project manager. It can be
departmentally based or cross-departmentally based. The broader the impact
on the enterprise, the more likely it will be developed as the first phase of a
JPPS. Finally, the POS may have been developed through a COS exercise. In any
case, the JPPS begins by discussing and clarifying exactly what is intended by
the POS. The project team might also use this opportunity to write the Project
Definition Statement (PDS)—their understanding of the project. The PDS is
nothing more than an expanded version of the POS, but from the perspective
of the planning team.

The JPPS must be planned down to the last detail if it is to be successful. Time
is a scarce resource for all of us, and the last thing you want to do is waste it.
Recognize before you start that the JPPS will be very intense. Participants often
get emotional and will even dig their heels in to make a point.
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Before learning about how to plan and conduct a JPPS, let’s take a look at
who should attend.

Attendees

The JPPS participants are invited from among those who might be affected by
or have input into the project. If the project involves deliverables or is a new
process or procedure, then anyone who has input to the process, receives output
from the process, or handles the deliverables should be invited to participate
in the JPPS. The client falls into one or more of these categories and must be
present at the JPPS. Any manager of resources that may be required by the
project team should also attend the JPPS. In many organizations, the project
has a project champion (not necessarily the project manager or client manager)
who may wish to participate at least at the start.
Here is a list of potential JPPS attendees:

Facilitator—A successful JPPS requires an experienced facilitator. This person
is responsible for conducting the JPPS. It is important that the facilitator
not have a vested interest or bring biases to the session because that would
diminish the effectiveness of the plan. It must be developed with an open
mind, not with a biased mind. For this reason, I strongly suggest that the
project manager not facilitate the session. If using an outside consultant is not
possible, I recommend that you select a neutral party to act as the facilitator,
such as another project manager not on assignment with another project.

Project manager—Because you are not leading the planning session, you can
concentrate on the plan itself, which is your major role in the JPPS. Even
if you receive the assignment before any planning has been done, having
you facilitate the JPPS may seem to be an excellent option, but it can be the
wrong choice if the project is politically charged or has clients from more
than one function, process, or resource pool. You must be comfortable
with the project plan. After all, you are the one who has final responsi-
bility when it comes to getting the project done on time, within budget,
and according to specification. The plan itself requires the full attention
of the project manager during its formation.

Another project manager—Skilled JPPS facilitators are hard to find. Because
you are not a good choice for facilitator, then maybe another project man-
ager—presumably unbiased—would be a good choice, especially if he or
she has JPPS experience. If your organization has a Project Support Office
(PSO), it will likely be able to provide an experienced facilitator.

JPPS consultant—Project management consultants will often serve as another
source of qualified JPPS facilitators. Their broad experience in project
management and project management consulting will be invaluable. This
is especially true in organizations that have recently completed project
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management training and are in the process of implementing their own
project management methodology. Having an outside consultant facilitate
the JPPS is as much a learning experience as it is an opportunity to get off
to a good start with a successful JPPS.

Technographer—The JPPS facilitator is supported by a technographer, a
professional who not only knows project management but is also an expert
in the software tools used to document the project plan. While the JPPS
facilitator is coordinating the planning activities, the JPPS technographer
is recording planning decisions on the computer as they occur in real time.
At any point in time—and there will be several—the technographer can
print out or display the plan for all to see and critique.

Core project team—Commitment is so important that to exclude any of the
core team that have already been identified would be foolish. Estimating
activity duration and resource requirements will be much easier with the
professional expertise these people can bring to the planning session. The
core project team is made up of individuals (both from the client and from
the provider) who will stay with the project from the first day to the last
day. This does not mean that they are with the project full-time. In today’s
typical organization, an individual would usually not be assigned to only
one project at a time.

Client representative—If you are using the Co-Manager model the Client
representative is one of the co-managers with equal responsibility and
authority as the project manager (Chapter 4, “What Is a Collaborative Project
Team?”). This attendee is always a bit tricky. Face it: Some clients really
don’t want to be bothered. It is up to the project manager or champion to
convince clients of the importance of their participation in the JPPS. I don't
claim that this will be easy, but it is nevertheless important. The client must
buy in to the project plan. The client won't have that buy-in if the project
manager simply mails a copy of the plan. The client must be involved in the
planning session. To proceed without the client’s involvement is to court
disaster. Changes to the project plan will occur, and problems will arise.
If the client is involved in preparing the plan, he or she can contribute to
resolutions of change requests and problem situations. If they haven’t been
involved in building the plan, they won't be too excited about helping you
solve problems that arise from the plan. Their vested interest is critical!

Resource managers—These managers control resources that the project will
require. Putting a schedule together without input and participation from
these managers would be a waste of time. They may have some suggestions
that will make the plan more realistic, too. In some cases, they may send
a representative who will also be part of the project team. The important
factor here is that someone from each resource area is empowered to com-
mit resources to the project plan. These are not commitments to provide
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a specific named person or room. They are commitments to provide a
certain skill set or type of facility. Resource managers are critical players
as you will see when I discuss the enterprise-level project management
model in Chapter 3, “What Is Strategic Project Management?”

Project champion—The project champion drives the project and sells it to
senior management. In many cases, the champion can be the client—
which is an ideal situation because the client is already committed to the
project. In other cases, the project champion can be the senior managers
of the division, department, or process that will be the beneficiary of the
project deliverables.

Functional managers—Because functional managers manage areas that can
either provide input to or receive output from the project deliverables,
they or a representative should participate in the planning session. They
will ensure that the project deliverables can be smoothly integrated into
existing functions or that the functions will have to be modified as part
of the project plan.

Process owner—For the same reasons that functional managers should
be present, so should process owners. If the project deliverables do not
smoothly integrate into their processes, either the project plan or the
affected processes will have to be altered.

A formal invitation that announces the project, its general direction and
purpose, and the planning schedule should be issued by the project manager
to all of the other attendees.

RSVPs are a must! Full attendance is so important that | have canceled the
JPPS when certain key participants were not able to attend. On one such occasion,
| canceled the JPPS because the client did not think his attendance was important
enough. My feedback to the client was that as soon as it was a high enough priority for
him to attend, | would reschedule the JPPS. Pushback like this is tough, but the client’s
participation in the JPPS is so critically important to the ultimate success of the project
that | was willing to take this strong position with the client.

Facilities

Because the planning team may spend as many as three consecutive days or
longer in planning, it is important that the physical facility is comfortable and
away from the daily interruptions. To minimize distractions, you might be
tempted to have the planning session offsite. However, I prefer onsite planning
sessions. Onsite planning sessions have both advantages and disadvantages,
but with proper preparation, they can be controlled. In my experience, having
easy access to information is a major advantage to onsite planning sessions,
but interruptions due to the daily flow of work are a major disadvantage. With
easy access to the office made possible by cell phones and e-mail, the potential
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for distraction and interruptions has increased. These distractions need to be
minimized in whatever way makes sense.

Allocate enough space so that each group of four or five planning members can
have a separate work area with a table, chairs, and a flip chart. All work should
be done in one room. In my experience, breakout rooms tend to be dysfunctional.
To the extent possible, everybody needs to be present for everything that takes
place in the planning session. The room should have plenty of whiteboard space
or blank walls. In many cases, I have taped flip-chart paper or butcher paper to
the walls. You can never have enough writing space in the planning room.

Equipment

You will need an ample supply of whiteboards, sticky notes, tape, scissors, and
colored marking pens. For more high-tech equipment, an LCD projector and a PC
are all you need for everyone in the room to see the details as they come together.

The Complete Planning Agenda

The agenda for the JPPS is straightforward. It can be completed in one, two, or
three sessions. For example, an early meeting with the requestor can be scheduled,
at which time the COS are drafted. These will be input to the second session,
during which the POS is drafted. In cases where the POS must be approved
before detailed planning can commence, there will be an interruption until
approval can be granted. After approval is obtained, the third session can be
scheduled. At this session (which is usually two or three days long), the detailed
project plan can be drafted for approval.
Here’s a sample agenda for the project planning sessions:

Session 1

1. Negotiate the COS.
2. Build the RBS.

Session 2
1. Write the POS.
Session 3 (JPPS)

1. The entire planning team creates the first-level WBS.

2. Subject matter experts develop further decomposition, with the entire
planning team observing and commenting.

3. Estimate activity durations and resource requirements.
4. Construct a project network diagram.

5. Determine the critical path.
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6. Revise and approve the project completion date.
7. Finalize the resource schedule.

8. Gain consensus on the project plan.

Deliverables

The deliverables from the JPPS are listed here:

Work Breakdown Structure—Recall that the WBS is a graphical or indented
outline of the work (expressed as activities) to be done to complete the
project. It is used as a planning tool as well as a reporting structure.

Activity duration estimates—The schedule, which is also a major deliver-
able, is developed from estimates of the duration of each work activity in
the project. Activity duration estimates may be single-point estimates or
three-point estimates, as discussed later in this chapter.

Resource requirements—For each activity in the project, an estimate of the
resources to perform the work is required. In most cases, the resources
will be the technical and people skills, although they can also include such
things as physical facilities, equipment, and computer cycles.

Project network schedule—Using the WBS, the planning team will define
the sequence in which the project activities should be performed. Initially,
this sequence is determined only by the technical relationships between
activities, not by management prerogatives. That is, the deliverables from
one or more activities are needed to begin work on the next activity. You
can understand this sequence most easily by displaying it graphically.
The definition of the network activities and the details of the graphical
representation are covered later in this chapter.

Activity schedule—With the sequence determined, the planning team will
schedule the start date and end date for each activity. The availability of
resources will largely determine that schedule.

Resource assignments—The output of the activity schedule will be the
assignment of specific resources (such as skill sets) to the project activities.

Project notebook—Documentation can be a chore to produce. But that’s not
the case in the five-phase PMLC described in this book, where project
documentation is a natural by-product of the project work. All you need
to do is appoint a project team member to be responsible for gathering
information that is already available, putting it in a standard format, and
electronically archiving it. This responsibility begins with the project
planning session and ends when the project is formally closed.
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Running the Planning Session

Consider the ideal situation first. All of the following activities are part of the
planning process, and all of them are completed in one workday. This section
gives you a high-level look at what these activities are. In subsequent sections,
you'll learn the details of how they are to be accomplished.

In a one-day planning session for a typical small project, the planning team
performs the following major activities:

m Reviews the POS for clarity

m Creates the complete WBS, including the Activity List
m Estimates task duration and resource needs

m Constructs project network diagram

m Determines critical path

m Revises and approves project completion date

m Finalizes resource schedule

= Gains consensus on the project plan

The project manager can run the planning session for small simple proj-
ects. For larger or more complex projects, it pays to have someone other
than the project manager facilitate the planning meetings. To complete this
planning session in one day, the project manager will have to tightly control
the discussion and keep the planning team moving forward. Any briefing
materials that can be distributed ahead of time will help reduce briefing time
in the actual planning meeting. There should be a timed agenda, and everyone
must commit to sticking to it. Ground rules need to be put in place. One
time-saving alternative is to have the project manager and the client complete
the Conditions of Satisfaction (COS) and Project Overview Statement (POS)
ahead of time and circulate these documents to the planning team prior to
the meeting.

The first priority of the facilitator is to create an open and collaborative envi-
ronment for the planning team. There is going to be disagreement, and all mem-
bers of the planning team must feel free to express their thoughts. In conducting
the sessions, the facilitator must encourage everyone to fully participate. Those
who are more reserved must be drawn into the conversation by the facilitator.
Likewise, those who tend to dominate the conversation must be diplomatically
controlled by the facilitator. Excellent meeting management skills are required.
That is why a trained facilitator is preferred over a project manager when it
comes to running a JPPS.
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Building the WBS
DEFINITION: WORK BREAKDOWN STRUCTURE (WBS)

The WBS is a hierarchical description of all work that must be done to complete the
project as defined in the current RBS.

Recognize that the RBS documents in detail the deliverables needed to pro-
duce the expected business value as described in the POS. The WBS is a further
decomposition of the RBS components and describes in detail how those compo-
nents will be created. In other words, it defines the work of the project. Several
processes can be used to create this hierarchical description. They are described
in this section.

The RBS is the input to constructing the WBS. If the RBS is complete, then
a traditional approach to project management can be taken and the complete
WBS developed. This chapter describes how to build a complete WBS. However,
in most cases the RBS will not be complete, and therefore, the WBS will not be
complete, and some other project management approach will have to be taken.
Those are discussed later in Part III, “Complex Project Management,” which
considers all of the exceptions.

Using the RBS to Build the WBS

One of the major benefits of the RBS is that it can dramatically reduce the work
and improve the effectiveness of the WBS. Figure 7.2 is the RBS graphical depic-
tion first introduced in Chapter 6, “How to Scope a TPM Project.”

The RBS is linked directly to the success criteria that justified the project.
The WBS describes the work that must be done to satisfy the RBS. Therefore, through
the RBS the WBS is tied directly to the project success criteria. This feature is not pres-
ent in the traditional approaches to building the WBS.

Excluding the “Feature” level for the moment, the lowest level of decom-
position in the RBS constitutes the level “n” Activities defined in the WBS in
Figure 7.3. So, using Figure 7.2 as the actual RBS Function 1.1, Sub-Function 1.2.1,
Process 1.2.2.1, Activity 1.2.2.2.1, and Activity 1.2.2.2.2, are the lowest level of
decomposition in the RBS. The tasks needed to build these deliverables would
define the WBS as shown in Figure 7.3.

Activities as shown in Figure 7.3 are simply chunks of work. The decomposition
of these chunks of work continues for each chunk until the lowest level of decom-
position meets the six criteria tests for completion (described later in this chapter)
and then no further decomposition of that chunk is needed. Although not shown
in Figure 7.3, the second term is task. The lowest level of decomposition that meets
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the six completion criteria is called a task rather than an activity. The term task is
used to differentiate the chunk of work it defines from all other chunks of work
that are called activities. Although these definitions may seem a bit informal, the

difference between an activity and a task will become clearer shortly.
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The terms “activity” and “task” have been used interchangeably among
project managers and project management software packages. Some think
of activities as being made up of tasks, others say that tasks are made up of
activities, and still others use one term to represent both concepts. In this
book, I refer to higher-level work as activities. An activity is composed of
two or more tasks. When the tasks that make up an activity are complete,
the activity is complete.

Another term is work package. A work package is a complete description of how
the tasks that make up an activity will actually be done. It includes a description
of the what, who, when, and how of the work. Work packages are described in
more detail in Chapter 8, “How to Launch a TPM Project.”

Decomposition to the task level is important to the overall project plan because
it enables you to estimate the duration of the project, determine the required
resources, and schedule the work. By following the decomposition process,
activities at the lowest levels of decomposition will possess known properties
that enable you to meet planning and scheduling needs.

This process of decomposition is analogous to the process many students use
in school for writing research papers. Despite the teacher’s extolling the value
of preparing a detailed outline before writing the paper, the student chooses
to do it the other way around—writing the paper first and extracting the out-
line from it. That won’t work in project planning. You have to define the work
before you set out to do it.

Those who have experience in systems development should see the simi-
larity between hierarchical decomposition and functional decomposition. In
principle, there is no difference between a WBS and a functional decomposition
of a system. My approach to generating a WBS departs from the generation of
a functional decomposition in that I follow a specific process with a stopping
rule for completing the WBS. I am not aware of a similar process for generating
the functional decomposition of a system. Veterans of systems development
might even see some similarity to older techniques such as stepwise refinement
or pseudo-code. These tools do, in fact, have a great deal in common with the
techniques I use to generate the WBS.

Uses for the WBS
The WBS has four uses:

m Thought-process tool
m Architectural-design tool
m Planning tool

m Project-status-reporting tool

The following sections describe how to use the WBS for each of these purposes.
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Thought-Process Tool

First, and maybe foremost, the WBS reflects a thought process. As a thought proc-
ess, itis a design and planning tool. It helps the project manager and the planning
team visualize exactly how the work of the project can be defined and managed
effectively. It would not be unusual to consider alternative ways of decomposing the
work until an alternative is found with which the project manager is comfortable.

Architectural-Design Tool

When all is said and done, the WBS is a picture of the work of the project and
how the items of work are related to one another. It must make sense. In that
context, it is a design tool.

Planning Tool

In the planning phase, the WBS gives the planning team a detailed represen-
tation of the project as a collection of activities that must be completed in order
for the project to be completed. It is at the lowest activity level (the task level) of
the WBS that you will estimate effort, elapsed time, and resource requirements;
build a schedule of when the work will be completed; and estimate deliverable
dates and project completion.

Project-Status-Reporting Tool

Although this is not a common use of the WBS, it has been used as a structure
for reporting project status. It could work quite well for smaller projects but
doesn’t scale well as a reporting tool. The project activities are consolidated (that
is, rolled up) from the bottom as lower-level activities are completed. As work
is completed, activities will be completed. Completion of lower-level activities
causes higher-level activities to be partially complete. Shading is often used to
highlight completed tasks and activities. Some of these higher-level activities
may represent significant progress whose completion will be milestone events
in the course of the project. Thus, the WBS defines milestone events that can be
reported to senior management and the client.

Trying to find a happy compromise between a WBS architecture that lends
itself well to the planning thought process and the rolling up of information for sum-
mary reporting can be difficult. It is best to have input from all the parties that may
be using the WBS before settling on a design. There is no one right way to do it; it's
subjective. You will get better with practice.

In the final analysis, it is the project manager who decides on the architecture
of the WBS and the level of detail required. This detail is important because the
project manager is accountable for the success of the project. The WBS must be
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defined so that the project manager can manage the project. That means that the
approach and detail in the WBS might not be the way others would have approached
it. Apart from any senior management requirements for reporting or organiza-
tional requirements for documentation or process, the project manager is free to
develop the WBS according to his or her needs and those of management. Because
of this requirement, the WBS is not unique. That should not bother you because
all that is required is a WBS that defines the project work so that you, the project
manager, can manage it. “Beauty is in the eyes of the beholder” applies equally
well to the choice of which of several approaches to building the WBS is the best
choice. As project manager you have the responsibility of making that choice.

Generating the WBS

Before I discuss the approaches to generating the WBS, I want to remind you of
where you are in the planning process and then offer a few general comments
about procedures I have followed in my practice.

m Do not build the WBS by walking around the workplace or e-mail
space and asking participants to complete their part of the WBS. It may seem like a

faster way to generate the WBS and it is much easier than conducting the JPPS, but it
is a ticket to failure. You need several pairs of eyes looking at the WBS and critiquing it
for completeness with respect to the project scope and RBS.

At this point in the planning process, you should have completed the RBS and
have an approved POS. You may have to go back and reconsider the POS as a
result of further planning activities, but for now assume the POS is complete.
My technique for generating the WBS will reduce even the most complex project
to a set of clearly defined activities. The WBS will be the document that guides
the remainder of the planning activities.

As many as 10 to 20 participants may be involved in building the WBS, so
gathering around a computer screen won't do the job. Neither will projecting
the screen on an overhead LCD projec