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Preface

INFORMATION TECHNOLOGY (IT)PROJECTS
FAIL TOO OFTEN

Studies repeatedly point out that 30 to 45% of systems projectsfail prior to
completion. Over hdf of al systems projectsoverrun their budgets and schedules
by 200% or more. Combined costsof failureand overrunstotal in the hundreds of
billions of dollars. Failures and problems continue, despite improved tools and
technology. Dataalsoindicatethat thefailed projectswere viewed ascritically im-
portant by management.

FAILURE STATISTICSARE STAGGERING

Theresultsof several surveyswere publishedin Computerworld, aleading sys-
tems magazine. Here are some of their results:

* Failed systems projectscost more than $100 billion per year.
* Oneof every two projectsoverrunsits budget by 180% or more.
* A survey of what was missing in the project management processindicated
the following:
Project office--42%
I ntegrated methods--41%
Trainingand mentoring—38%
Policies and procedures—35%
I mplementationplans—23%
Executive support —22%



WHY ARE IT PROJECTSDIFFERENT
FROM PROJECTSOF THE PAST?

Many of the methods and techniques of the past are still being used today,
even though the technology, methods, management, and entire environment have
changed. Some of the differences arelisted in thefollowing table.

Factor

Focus
Managementattention

Staffinglresources
Project

Staffing
Milestones

Project status

Large projects
Small projects
Risk
Lessonslearned

M anagement expectations
IT projects

Traditional

Singleproject
Critical path

Full time/dedicated
Side by sideto business

Best people
Assumethat they can be reviewed

Budget versus actual; % complete

Divide by organization

Often not treated as project

Often treatedin afuzzy way

Each project treated as unique so
that lessonslearned are not
stressed

Moderate

Critical to departments

Modem

Multipleprojects

Management; critical path
focusingon risk and issues

Part-time/full-time mix; shared

Processesand systemsare
linked

Average peoplewith energy

Reviews must be selectivedue
to timeand resources

Unresolved issues; futuretasks
with risk and issues

Divide by risk

Includeas projects

Treated tangibly through issues

Major emphasison lessons
learned

High
Critical to the enterprise

Thereis aneed to update the project management approach to reflect the modem
environment.

Systems and technology implementationand support are complex and involve
many el ements, necessitating planning and project management. Managementfor
these projectsis different from that for some standard projectsin industries such
as construction and engineering. The projectsoften involve new technology with
which the project team is unfamiliar. The projectsincludeinterfaceswith existing
systems and other, incompatibletechnol ogies. Integrationis often required. Given
that many peopletreat softwaredevel opment and programming as an art, it iseasy
to see why systems projectsbecomeeven morecomplex. Nor arethe requirements
for the systems stable. Business, technology, and externally generated changescan
arisein the middle of the project. Systems projects require extensive cooperation
between business units, information technol ogy, and management.

Therefore, it is not surprising that half of client—server projectsfail or that a-
most as many reengineering projects suffer the samefate. Managers at more than
60%o0f thefirmsin one survey thought that they had implemented purchased soft-
ware packagesincorrectly and had achieved little or no benefit. Firmsindicatethat
when afailureoccurs, thedirect lossescan bein the millionsof dollarsand thetotal
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indirect lossesin business are often much more (because the firmwas depending
on theresults of the completed projectsfor revenueor for cost reductions).

E-BUSINESSFAILURE ISSIGNIFICANT

Thereisno doubt that e-businessisamgjor forceand trend for theearly 21t cen-
tury. The benefits of e-businessare well known in all of the media. However, many
don't want to discussthe dark sde- —-business failures. Most of theseare not pub-
licized. After al, what would happen to a company's stock priceif thefailure were
widey known?Some of the causesof e-businessfailurearethefollowing:

e E-businessimplementation is treated like a traditional project—a bad idea.

» The scope of the e-businesseffortisdefined asIT only. Businessprocess
and organizational change are not included.

» Thereis aninadequateprovisionfor changein direction. The project isin-
flexible to change.

This book addresses these issues and more. Most chaptersinclude a section
with e-business guidelines.

WHY DO MANY TECHNOLOGY PROJECTSFAIL?

Why do so many technology and systemsfail ?Why don't peoplelearnfrom their
mistakes and those of others? Complexity is part of the answer. Also, people get
caught upintheirwork. They movefrom oneproject or piece of work to thenext. Al-
though they continue to use many of the same tools, they do not gather or apply
lessons|earned. Werethis not enough, management and the busi nessdepend on tech-
nology today as never before. Technologiesnot only must be implemented correctly
but also must beintegrated. Thebarsof standardsand expectations have been raised.

Failure also occurs because people manage technology projects the same way
they manage other projects. However, technology projects are different. The dura-
tion of the project can belong. During that time, the technology advancesand can
affect the project. The requirementsof the businesscan change. Typicaly, technol-
ogy projectsare not carried out from scratch. The new project must dways beinte-
gratedinto thefabric of thecurrent systems and technology —cdlled the architecture
inthisbook. As part of the project, the project team membersmay haveto learnthe
technology asthey go. These characteristicsare different from what oneencounters
when building bridges, launching new products, or undertaking other, more com-
mon projects. On the other hand, many of thelessonslearned from the project man-
agement can be appliedto systems and technology projects.

Another reason for failureis that projects are managed singly —like dijoint
construction projects. This does not work for technology because (1) the projects



XX Preface

are often interdependent, (2) many projectsdepend on the same technology and
resources, and (3) issuesthat cross many projectsare resolved in contradictory or
conflicting ways between projects. A fundamental theme of this book is that tech-
nology projectsmust be managed as a whole, not asindividual projects.

WHAT ARE THE BENEFITS OF PROJECT SUCCESS?

With all of thistdk about failure, why do projectsat all? There are many rea-
sons, including complexity, duration of the work, and the need for organi zationof
the work. If you are successful in better managing single and multiple projects,
experienceand lessonslearned point to the following benefits:

* Thereare greater benefitsto the business, becausethe purpose and scope
are set and supported to providetangible business benefits.

* Risk can be minimized and managed better because all projectsare being
managed collectively as well asindividualy.

» Resources are better managed, utilization increases, and critical resources
can be spread across multipleprojects.

* Thereare fewer surprisesin project work and schedules, alowing more
predictability.

* You get more productivity and results from investment in technology and
systems.

PURPOSE AND SCOPE OF THE BOOK

The purposedf this book is to answer the following questions:

* How can the overall technology project management process be improved?
* Which systems projects should be given resourcesand approved for action?
* How can you better manage al systemsand technology projectstogether?

* How can individual projects be better managed and more successful ?

* What are specific guidelinesfor managing different typesof projects?

Thescope of the book includesthese and other technology areasand addresses
these questions:

* What projects should be approved?

* How do you formulate and start projectseffectively?

* How do you manage singleand multiple projects?

* How do you identify, analyze, and address specific project issues?

* How do you communicateeffectively with management, team members,
staff, and vendorsto obtain results?
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WHY USE THE TERM BREAKTHROUGH?

This book focuses on a project management approach that differs from the
singleproject monolithic methods of the past (which addressed single projects, as-
sumed that there were dedicated resourcesto the project, and assumed that pur-
pose, scope, and requirements were fixed). We don't think that this world ever
existedin IT, but if it did, those days are long gone. Modem project management
methods have to succeedin a new world with the following characteristics:

¢ Technologyis changing rapidly.

Management changes business directionin responseto pressures.
Competition and industry change create more stress.

Thereis limited saff to work on projects.

Peoplewho work on projectsalso must do their normal nonproject work.

The book uses a commonsenseapproach. It is a breakthrough in that it is dif-
ferent from the normal project management methods. This approach has the fol-
lowing themes:

* You haveto manage multiple projects, not single projects.

* You derive benefit by having the project team use modem softwaretools
for project management.

* Team memberson the project work in a collaborativeway in which they
participatein defining and updating their work and working on issues.

¢ Risk management is amajor focusthrough identifying, addressing, and
trackingissues.

* A high-level structurethrough project templatesand standardizationsup-
portscumulativeimprovementin project performance. Standardization
supportsanalysis and management reporting. However, at the detailed level
of al projects, thereisflexibility to accommodate the individual character-
isticsof the project.

» Lessonslearned are gathered throughout the projects and applied to project
templates so that projects are improved.

All of thesethemesmust be self-reinforcing acrossthelife of theprojects. This
is shown in thefollowing table. Here the rows are some of the major activitiesin-
volved in a project. The columns are three elements of the focus of this book.
Note how the themes are mutually reinforcing acrossall of the aress.

Area Templates Issues/lessons lear ned Collaborativework
Getting darted Project template Project concept Concept analyss
needed to dart
Meetings Updating areas of Subject of the meetings Each person defines
the template and updates

Presentations Sructure Format defined Joint presentations



Area Templates Issues/lessons learned Collaborative work

Getting the people Sandardizationfor ~ Useissuesasaway to get Joint tasks where

what is heeded people; use lessons participantscan
lear ned for retention make friends
Vendor management  Templatesfit with Common database vendors  Joint tasks between
our schedule participatein lessons- vendor gaff and
learned meetings internal staff
Changestotheplan  Fit withintemplate = Manage through issues Joint definition of the
change

THE AUDIENCE AND WHAT YOU WILL
GET OUT OF THE BOOK

Who can use this book? Anyone who is involved in any type of systems and
technology project in either private or public sectors—organizations large and
small. Wedo mean organizations of al sizes. The methods developed in this book
have been applied to companies with 10 to more than 45,000 employees. Al-
though this seems very genera, thelessons|earned have been appliedin avariety
of companiesand industries. In addition, the materials have been tested and em-
ployed in project management, software, and technology classesin business and
management, engineering, computer science, library and information science, ar-
chitecture, public policy, and medical schools. We have taught these techniquesto
more than 4500 peoplein more than 20 countries.

You will obtain guidelinesthat can hel p you achievegreater success and reduce
the risk of problems and failurein projects. These guidelinesare lessons|earned
from more than 100 projects over the past 25 years. Lessonslearned are a part of
knowledgemanagement,in which afirm attemptsto leverage fromits experience,
expertise, and knowledge for competitiveadvantage.

This book has specific advantages and featuresover others:

* The book addressesthe "how' in systems and technology project manage-
ment. Most other books addressthe "*what."

« Many specific examplesfrom different industriesare featured, including
such industriesas banking, insurance, manufacturing, distribution, trans-
portation, government, retailing, medical services, and energy and natural
resources.

* The book iswritten in an easy-to-use style. Many books are very dry. The
style hereis intended to make the materia moreinterestingand useful.

* Morethan 300 individual guidelinesand lessons|earned are provided,
along with ways you can employ them to be more effective.

* Projectsinvolving softwareacquisition, devel opment, operations,
maintenance, enhancement, and technology are addressed in depth.
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HOW ISTHE BOOK ORGANIZED?

The book isdividedinto four logical parts:

 Part |: What should your project management strategy be and how should
you address multipleprojects?

* Part II: How do you establish projectsand project plans?

* Part 111 How do you successfully manage software development (client-
server, intranet, data warehousing), operations, maintenance, and enhance-
ment, software package implementation,and technology (including
networking) projects?

* Part IV: How do you cope with specificissuesrelated to personnel, man-
agement, technology, and vendors/contractors?

Part TV also containsa chapter on implementationof the approach and tipson
how to overcome 30 potential points of resistance. Many of these actionscan be
taken by an individua project leader; othersrequire wider support. More than 70
organizations have implemented these actions with success.

Chaptersare generally organized in the same manner.

« Introduction. Thislays the groundworkfor the chapter and discusses what
has been attempted in the past.

Approach. Thisis the core of the chapter, which givesdetailed methods.
Examples. One or more examples are included.

Guidelines. These are specific suggestions and lessons | earned that have
been devel opedfrom experience.

Action items. These are stepsthat you can take after reading the chapter.

* Summary.

Throughout the book, examples are presented that employ specific technolo-
giesinvolved in various industries, including retailing, distribution, manufactur-
ing, banking, and transportation. These are not your typical successful case type
examples. Often, those are not of the real world. Here we deal with the dysfunc-
tional, struggling, and failing companies as well as successful organizations. As
you might guess, you often learn more from failure than success.

WHAT ISNEW IN THE SECOND EDITION?

The second edition has thefollowingfeatures:

* Thereisan expanded discussion of risk management, which extendsover
several chapters.
* Thereis anew chapter on management issues.
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Existing chapterson issues have been expanded.

Thereis morein-depth discussion of estimation, budgeting, and tracking.
Quality assuranceis addressed in more depth.

Most chapters now have specific guidelineson how to apply the material to
your e-businessprojects.

Thereis amgjor new chapter on implementing the techniquesin the book
and how to overcomepotential resistance.

* A new appendix servesas an issueschecklist at the start of a project.
Useful Web sitesfor project management, lessonslearned, and collabora-
tive effort have been included.

L] . L] L] L]

To make the material more accessible, we haveincluded a section called " The
Magic CrossReference. We gave thefeaturethistitle becausewe wanted to draw
your attention to it. It is useful for finding one or several of the more than 200
guidelinesin the book. The term ""magic” is tonguein cheek, but reflects the fact
that searching through an index is often not the best way to find materialsin a
book.
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Chapter 1

| ntroduction

PROJECT MANAGEMENT CONCEPTS

Let's start by defining some basic conceptsrelated to projectsand project man-
agement for single projects. A project consists of work that is focused on specific
purposes within the boundaries of a defined scope. Projects can be of any size or
type. A purposefor a project can be a narrow god related to a specific system or
technology, or it can be more extensive to include improvementsin a business
process. The scopedf the project defineswhat isincludedin and excluded fromthe
project. A business processisaset of regularly performed, integrated businesst asks
that produce specific outputs. Payroll, sales, and planning analysis are examples of
businessprocesses. The project plan consistsof related tasks or activitiesand mile-
stonestogether with resources, costsor budget, and schedules. It is assumedthat you
arefamiliar with terms such as critical path, GANTT, and PERT charts.

Moving up to multipleprojects, the project dateisthe set of approved projects
that will be funded and provided with resources. It is often the case that the Slate
is gpproved by amanagement steering committeeor group. Resource management
is the coordination, management, and control of resources across the projects.
How to resolvecompeting demands among projectsfor the sameresourceswill be
called resource deconflicting. If you placeal of the schedulestogether, the result
will be called the master schedule.

Turning to systemsconcepts, the systemsorganization will be referredto asinfor-
mation systemsor IT. Many other terms have been used over the years. information
systems (1S), management information systems (MIS), and data processing (DP).
The business organization staff members have often been referred to as users. This
term can be viewed asderogatory so the businessorganizationswill be considered as
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businessunits. The employeesin the business units will mogtly be referred as bus-
ness aff or employees.

Both the systems and business organi zations have objectivesand strategies. An
objective here is a directional goal that is timeless. Examples relate to profitabil -
ity, costs, effectiveness, and efficiency. These are genera and have to be sup-
ported by strategies. A strategy provides the focus for supporting objectives.
Projectsthen support strategiesthat in turn support objectives. A strategy might
beto expand market share. In informationsystemsan objectiveisto beresponsive
to the business. A strategy might be to implement an intranet or Internet solution.

The collection and structureof the hardware, software and systems, and net-
work will bereferredto asthe architecture. A key word hereis structure. How the
pieces of technology go together is critical to the architectureand its flexibility
and capabilities. A poor architecture, for example, might have either missing
piecesor partsthat do not integrate or interface with each other.

Before and during a project, problems, situations, and opportunitiescan arise.
These will be referred to as issues. Effectiveissue management is a key attribute
of good project managers. |ssues have symptoms that are signs of problems as
well as the problemor opportunity itself. Examples of issuesare how to alocatea
scarce personne resource among projects, how to address a gap in technology,
and how to deal with a specific requirement change. In order to addressissues,
management makes decisions. Decisions are implemented or followed up by tak-
ing actions. Some tasksin projectshaveriskin that thereisasignificant likelihood
that there may be problems or dippage. Here we will treat the reason behind the
risk asan issue. Thus, if you resolvethe issues behind a risky task, you have re-
duced or removed the risk. Thisis a key association in the book and has been
found to be an effectivemeans of dealing with the more fuzzy concept of risk.

A goal in project management is to gather lessons from experienceand then
apply theseto current and future projects so asto be more effective. Thesewill be
referred to as lessons learned. Lessons learned can take many forms: policies,
guidelines, procedures, and techniques. In systems, lessons|earned include how to
work with a specific business process or how to effectively use a software tool.

Figure 1.1 gives a picture of the systems and business situation as outlined in
preceding discussion. As you can see, the systems and business componentscan
be mirrored. The differenceis that the business processes correspond to the sys-
tems on the systems side.

Inthediagram, businessissuesare reflected in systemsissues (on theleft). The
organization interfaceis shown on theright. In the center, the systemsand the ar-
chitecture (structureof the technology) support the business processes. This dia
gram will be employedto relate business-oriented topics to those in systems. This
figure hastwo dashed boxes. One represents the traditional project approach of fo-
cusing only on systems and the architecture (Iabeled " Old"). The second, larger
oneis the more modern view of including the business processesaong with sys-
tems and architecture(labeled " New™).
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In the preface some general differencesbetween standard projectsand systems
and technology wereidentified. These can now be made more precise.

Purpose. The goals of a system and technology project are often not as
clearly defined as thosein engineering or other projects. The goals may not
be well defined at the start of the systems project.

Scope. Systems projectssometimeslack clear boundaries. |'s the business
process within the project?With what systems must the project interface?
Moreover, the scope can creep and expand.

Parallel work. Whilea new system is being created or installed, work can
continue on the current system, creating changing requirements. Thisis not
astruein standard projects.

I nterfacing projects. Systems projectsare morelikely to have complex
interfaces.

Technology dependence. It seemsthat only in systems and technology proj-
ects do peopleattempt to use new technology or technology with which
they haveno or only limited experience, raising the level of risk.
Management expectations. Upper-level managers attend seminars and read
about the promise of new technologies. Their expectationscan impact the
systemsproject.

Cumulative impact. One project can affect others. Thelatest project de-
pends on the resultsof many previousand some current efforts. It is cumu-
lative dependence.

Understanding the technology. Although nonsystems projectscan involve
technology, it is normally simpler to apply becausethe technology can be
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handled separately. In systems, it is the reverse. The only way modem sys-
tems can be successful is by integrating multipletechnologies. Thisre-
quiresa deeper and more thorough understanding of the technology.
Technology gaps. Systems and Technology projects are also affected by
gaps between the newest technology and the ol der technol ogies.

TRENDSIN BUSNESS

Certain businesstrendshave emerged and persisted, affectingsystems projects.

Accountability. Businesshas become more sensitiveto accountability and
has a greater drivefor results—impacting which projectsare funded and
their schedules.

Downsizing/rightsizing. Information systems units have been hit by this
trend as have the business units. Theimpact is that many organizations
have to make up for the declinein staff with automation by putting more
pressure on systems projects.

I mportance of business processes. Whereasin the past, the focus wason
the businessorganization, attention has shifted to the basic business
processes. This new focus has been spurred by the successesof Wa-Mart,
Federal Express, and other firms, and it impactsthe scope and focus of sys-
tems projects.

Reengineering and process change. Changesin businessprocessesare d-
most alwayslinked to changes in systems and technology.

Global competition. Companies are faced with competingin multiple, di-
verse markets. Thisrequiresflexibility on the part of the technology and
systems.

Outsourcing/supplier-customer links. With el ectroniccommerceand elec-
tronic datainterchange (EDI), firms seek to tightentheir links with suppli-
ersand customers. In addition, more functionsare being outsourced (in
some casesto suppliers and customers).

Thirst for information. Firmsdesireto get at the informationfor manage-
ment, strategic, and tactical/operational purposes. Data warehousing and
the spread of database management systems have created new projectsthat
pull informationfrom multiple sourcesfor analysisin support of knowl-
edge management.

E-business implementation. |mplementing e-busi nesscombines systemim-
plementation, processimprovement, and organization change.

These factorslead to the creation of more projectsthat are of increased com-
plexity compared to traditional systems work. Success with the first projectin a
given areatypicaly leadsto more projectsin the same areas. For example, a firm
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that has been successful in reengineering its accounts payable processes is then
temptedto moveto other accountingareas. Thus, it is not surprisingthat the num-
ber of projectsand their interdependenciesare growing.

TRENDSIN TECHNOLOGY

Examine some of the key technology trends that have affected project
management.

* Network expansion. The Internet, local area networks, and wide area net-
works have made communicationsand networking more affordableand
easier to implement than was previoudly the case. This meansthat more
companieshave implemented networks. The softwareto handleelectronic
mail, videoconferencing, and voice communicationsover networks hasim-
proved and become cheagper and less complex to install. Most new systems
and technology projectstoday involve a networking component. Network
expansion can be seenin two ways: internal and external. Internaly, wide
area networks and on-line, client-server applicationshave fueled network
expansion. Externally, the use of electroniccommerce, EDI, extranets, and
links to suppliers and customershas grown.

* Declining cost and increased performance of microcomputers. As aresult
of thistrend, companieshave been encouraged to deploy more microcom-
puters with increased functionsto more employees. This makes the systems
projectslarger because more staff must be trained.

» Embedded technology. Technology has become embedded in physical de-
vicesas never before. The growth of geographi cinformation systems (GIS)
and geographicpositioning systems (GPS) are two examples of technology
being embedded in vehicles, facilities, and equipment.

» Cumulative impacts. With a growing dependence on technology, companies
need to manage the cumul ativeefforts and cross-impactsof the technology.

* Electronic commerce. E-commerceis the means of supporting e-business
transactions. An increasing number of IT projectsdeal with e-business and
e-commerce.

To many business managersthese trends combineto support their beliefsthat tech-
nology and systems can respond to business trends and needs rapidly and easily.
This raises expectations and requirementsfor systemsand technology projects.

TRENDSIN SYSTEMS

The impacts of moving from the raw technology to systemsare evident in the
following trends:
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» Systems replacement. Whether dealing with problems or just replacing an-
cient legacy systems, systems groupsare movingto install new software
packages. Thisis not a simple replacement project. The new software of -
fersdifferent featuresand capabilities.

* Systemintegration. Thereis atrend toward moreintegrationof systemsand
data. What used to be a seriesof single projects has been replaced by
larger, integrated projects.

* Improvementsin tools. Moretools are availableto assist in development and
systems management. Object-oriented programming and design toolsare
emerging in addition to improvementsin database and fourth-generation
languagesas well as data warehousingtools. The approach of using Java
and other similar toolsfor intranets make systems management easier.

* Stability of vendor software. Asin the old days when there was one domi-
nant hardware vendor, the emergence of a major dominant software vendor
has lent stability and more predictability to systems. The counterweightis
that the pace of technology advance may be dower, but it is till substantial.

* Client-server; |nternet, extranet, and intranet development. Wherethese
projectswereoncerare, they are now becoming much more common and
the focusof most of the new development. Such work resultsin large, com-
plex projectsto reducerisk.

» Changesin staffing mixes. The dominant programming languageamong
staff wasonce COBOL. Although COBOL is still in substantial use, other
technol ogies have become popular, such as C++, Visual Basic, Java, and
fourth-generation languages. Studentsand peopleentering the program-
ming field are far more likely to know these newer languagesthan they are
to know COBOL. Thisinfluences what systems projectsare undertaken and
how they are carried out. With a greater variety of skillsneeded, project
teams haveto belarger. However, with an increased number of projects,
the staff must be spread across multiple projects.

TRENDSIN PROJECT MANAGEMENT

These trends further influence the nature of systems and technology projects.
Overdl, the trends have the following impacts:

* Projectsinvolve more businessaspectsdue to reengineering, processim-
provement, and e-business.

* Projectsare more complex in generd in termsof technology.

* Projectsare moreintegrated with each other and with current work.

* Saff membershave to be assigned to multiple projectsdue to limited bud-
getsand resources. In addition, thereis competitionfor staff time between
projectsand normal work such as network support, maintenance, enhance-
ments, and operationssupport.
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Moretoolsare used for project management than were available 15 years ago.
Some highlights are the following:

* Project management softwareis now network based to support sharing of
project information among project teams and with othersoutside of the
project.

* Groupwareallowsfor project teamsto shareinformation on issues, project
status, actionitems, and other project information.

* Electronic mail, voice mail, and videoconferencing support the dissemina-
tion and sharing of information more rapidly.

» Databases support the storageand organization of informationrelated to
projects.

Note that these al enable sharing of project information and collaborativeeffort.

COMMON SYSTEMS PROJECT
MANAGEMENT MYTHS

The preceding trends help to explode some of the myths that have arisen
around project management over the years.

e Myth 1: To besuccessful, projectsrequire dedicated resour ces.
Thiswastrue 20 yearsago. Itisnow no longer the case. Systems projectsre-
quire a variety of different skills from different people over the life of the
project. For most companies, having any substantial number of full-time
staff dedicatedfull timeto the length of the project is not possible.

» Myth 2. Project leadersmust be allowed a great deal of autonomy to
get work done.
This myth is based on the idea that projects have a stand-aone nature and
that project leadersarefully responsiblefor the project. Today, thisis not re-
distic. Projectsareinterdependent;resources are shared. Project leadersmay
even be shared and split among multipleprojects.

» Myth 3: Successin a proeject isto achieve theimplementation of the

sysem or technology.

Thisis the traditional narrow definition of success. It is why many systems
people think that a project was a success, while the business managers view
it as afailure. It is a matter of perspective. Many systems people think that
the job ends when the softwareruns; however, business managers think that
the project ends when the business processes are improved with the imple-
mentationof the systems. A fundamental pointin thisbook is athough much
of the costsof a project occur in the systems aspect, the benefitslargely are
realizedin the changesand improvementsto the business. Thus, if a project
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stops with the completion of the system, there may be no project benefits. If
the business processes and organi zation do not change when the new system
isimplementedthen thereare likely to be few benefits, making the project a
wasteof time.

Myth 4: Projectsdepend on stable, defined requirementsand technology.
The traditional system life cycle emphasized getting the requirementsright.
If thiswere done, then the design and devel opmentare morelikely to be suc-
cessful becausethey met the requirements. Thisis nicein theory and terribly
wrong in practice. The business managers may not know what is needed
until they see something. As they see and experiencethe systems and tech-
nology, their requirementsnaturally evolveand change. It is part of life. Itis
aso true that you must plan for technology improvementand changein any
long-running project.

Myth 5: You can measurea project in terms of per centage complete
and budgeted ver susactual results.

Thisisthetraditional and accepted approach that studentsare taughtin proj-
ect management classes. Unfortunately, in systems projectsit is difficult, if
not impossible, to clearly identify the percentage complete. In addition,
much of the expensein a systems project is in fixed costs associated with
networks, hardware, and software. The variable that mostly indicates prob-
lems is staff time. Thus, budget is a trailing indicator. You will see better
measuresfor aprojectin termsof ng outstanding issuesand problems.

Myth 6. Each systemsproject isunique.

Thisis a seemingly innocent statement. However, if you accept it, then you
tend to manage projectsindependently and fail to gain from lessonslearned.
Projects have unique attributes, but underneath the veneer of the new tech-
nology they have much in common.

Myth 7: You can throw resour cesand money at systemspr oj ectsto
good effect.

In some business projectsthisistrue. It is seldom the casein systems man-
agement. People's skills and knowledge are not interchangeable. Throwing
peopleinto a systems project often just lows the project down due to coor-
dination and bringing people up to speed.

Myth 8: Thingswill work out all right if you usethe magic tool or
software.

Any tool requiresa substantia learningcurve. A tool expert should beiden-
tified and on board. People not only must gain familiarity with the tool, but
aso expertise. Were this not enough, many tools are not complete. Staff
members are forced to dea with multiple tools from different suppliers,
making the job worse.
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WHY IT PROJECTSFAIL

Fromlessonslearned, amajor causeof failure occurs when an organization main-
tainsthe old project management process and methodsto manage modem-day proj-
ects. Let's consider the problemswith the traditional project management process.
In general, the project management process can be divided into thefollowing parts:

¢ |deasand proposalsfor projects.
In most organizations, ideasfor projectsare often expected to comefromthe
business. The assumption hereis that business units know their needs and so
will formulate their requirements. These will then go to the systems organi-
zationfor review and estimate of effort and schedule.

* Project approval.
Severa approachesare employedfor approval. Oneisto use a steering com-
mittee that meetsto approveor change prioritiesrecommended by informa-
tion systems. Although it may appear to be a date of related projects, thisis
often alist of individual projects. Another approach is to negotiate and ap-
prove, defer, or reject requests individuadly. Thisis the "'let's make a deal™
approach.

¢ Project kick-off and start.

Because the el apsed time between initial request and start of the project can
be long, the project may get off to avery dow start. Generally an extensive
planning effort is launched to devel op a detailed project plan. Then this plan
must be approved. Individualsmust be signed up to be on the team. After
considering the initial idea for the project, the idea is often found to be
incomplete and more work must be done to define the scope of the project
and end products. The project leader and team are often dedicated to the
project. They have not been told to interface with other projects. That will,
it is hoped, occur later. The project leadersare left to define their own tasks
and milestones for each project, resulting in little or no uniformity across
projects.

* Project monitoring, reporting, and management.
Many people make a big deal out of the size of the project in termsof proj-
ect monitoring and reporting. Larger projects get more attention; smaller
projectsget less. Project managers are often trained to focus on administra-
tive matters such as tracking, reporting, and estimating for the project. His-
toricaly, severa factors contributed to this. Project teams were larger. The
softwareand other project management toolswere primitiveso that much of
the project manager's time was consumed gathering status and using the
software. Even today, there is usualy no organized approach to deal with
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problems. The project leader uses his or her own experienceand knowledge
to addressthe problems one at a time as they appear.

When it comes to review, managersconsider the projectsone at atime.
They do the same with the problems and issues. More attentionis given to
projectsthat are over budget or behind schedule.

e Project end or termination.

The project progresses toward its milestones. At the end of the project, the
business unit that wanted the project is asked to sign off. This can be a
rushed affair. Neither the business unit nor the systemsunit want the project
to appear as a failure, which would reflect badly on them both. After sign-
off, itistoo seldom the case that management insistson determiningthe ben-
efits of the system. If asked, the response is often in terms of soft, fuzzy
benefits. Normally no effort is made to extract lessonslearned from the proj-
ect. The business unit goes back to its normal work. The system staff moves
on to another project.

Many flawsare in the traditional approach that contributeto failure. Let's now
build alist of 26 reasons why systems projectsfail. These will be discussedin
more detail in later chapters.

1. Informative technology is reactive. The information technology organiza-
tion respondsin a reactivemodeto project requests. Thereislittle or no proactive
effort to search out good projectswith major benefits.

2. Thereisa lack of a project strategy. Without an overall plan, many of the
projectssubmitted and approved may provideonly margina benefits. Mgjor proj-
ects involving the underlying technology and architectureinfrastructure are ig-
nored or viewed asimpossiblebecause no one business unit supportsthem.

3. Project ideas are not well organized. When you open up project idea de-
velopment to any department, you are likely to attract those who are most inter-
ested in automation. These people tend to be younger and to manage smaller
departments(duetolessseniority). Asaresult, the projectideas sometimesdo not
stem from aclear business need, but rather from a desireto acquire a benefit that
would be nice but may not be necessary.

4. Projects goalsare not understood or agreed on. Thereis sometimesalack
of understanding and agreement about the goals of the project. Business, techni-
cal, and organizational objectivesmight overlap and conflict.

5. Smdl projects are not allowed to be projects. Because of the fear of ad-
ministrative overhead and the desirefor results, management allows small projects
to exist without the controls and direction associated with project management. As



Why IT Projects Falil

the scope of the project grows, the stage is set for collapse because no organized
structureisin place. Thisoccursin business unitsthat attempt to carry out projects
informally.

6. The business unit role is ill defined. The role of the businessunit isig-
nored or is assumed to be known. As a result, the business unit staff members
struggleto find out what they are supposed to do. With few responsibilities, they
areless committed to making the project successful. The potential tasks that they
can addressin termsof business process are not includedin the project.

7. Work is being done on the wrong projects. The information systems unit
isreactingto business unitsindividually. Thus, many projectsthat involvecritical
business processes that span multiple organizations are left out because thereis
not one owner. Resources are consumed by intradepartmentwork.

8. Projectsare not closdly linked to the business processes. Projectsare car-
ried out with the attention on the technical side of the puzzle. The business
process sideis too often ignored. No tasks are related to reengineering. This can
also be a problemwith too narrow a scope.

9. Bendfits are not as they seem. The benefits cited in the project are often
estimated based on only the systems side without any business process change.
Thus, often very few actual benefits are achieved.

10. The scope of project is not defined. The scope of the projectis not well
defined until substantial work has been done. Additiona requirementsthat surface
then enlargethe scope.

11. The purpose of the project does not match the scope. The goals of a proj-
ect can be ambitious as reflected in the estimated benefits. Yet the scope of the
project is too narrow, making it impossibleto reach the godl.

12. Projectsare approved individually based on individual benefits. This re-
sults from direct negotiation between the manager of systems and the businessunit
manager. This practicetendsto encourage stand-al oneprojects, reducing the possi-
bilitiesof economiesof scale. Thisalso makesthe processaf review political and bi-
ased toward specific businessunitsthat are on good termswith informationsystems.

13. Projects that are approved by a committee are often approved based on
fairness. It islogical that the approved projectsrepresent the desires of the com-
mittee members. Fairnesssaysthat each areareceives some project support. This
dilutes resourcesacross many projectsand turns them away from more important
projects.

14. Projectsadopt toolswithout methods. A tool supportsa method. Without
the method thereislesslikelihood of getting al of the valueout of the tools.

15. Projects are too rigid in either reecting or accepting new technology
during the project. In some projects, there is an overwillingnessto adopt a new
tool — particularly if the project isin trouble. Adopting a tool then can just mask
the underlying problems. In other projects, thereis a rigidity to anything new or
improved. In either case, the project is affected adversdly.



16. Thereisa lack of review ofproject ideasandplans. No thorough and for-
mal approach to reviewing a project idea or plan may exist. Often, the project is
only reviewed by itself in a vacuum.

17. The project team is weak. The project team is weak or lacks technical
knowledge and experience. No provisionisin placefor assigning senior peopleto
the project.

18. The project team was identified and gathered too early. The project team
members are identified and committed too early in the project. Thisleadsto their
under utilization. Morae can be depressed.

19. Resources cannot be managed or shared across projects. Thisis due to
severa factors. First, the resourcesare often dedicated to single projects. Second,
when a high-priority task appears, the project team is stripped to handle the emer-
gency —delaying the project. Third, no mechanism has been establishedto man-
age resourcesacross multiple projects.

20. Project resourcesare robbed to handle emergencies. This occursin non-
systems projects as well. The problem with systems projectsis that the only ap-
parent downside of taking resources from a project is a delay in the project.
Because the benefits are not clearly identified and the business unit is getting
along without the systems or technology, there does not seem to be much harm.
Don't kid yourself. Thereis. The peopleleft on the project may work dower and
may feel that they are working on alow-priority effort.

21. The project manager spendstoo much time in administration. The project
manager is assumed to be carrying out the administrativetasksidentified earlier. In
many organizationsthisis assumed to be sufficient. The project manager may lose
touch with the actua work on the project and fail to build rapport with the team.

22. |Issues are inconsistently handled. Because issues are handled in an ad
hoc manner based on the style of the project manager and his or her experience,
analysis, results, and actionsrelated to problems vary widely.

23. Tracking multiple projects is difficult. If each of five projects uses a
different task plan with different task descriptionsfor the same work and differ-
ent resource names, it is amost impossibleto put the five schedulestogether for
analysis.

24. The mathematical critical path receives too much attention. As you
know, thecritical path isthelongest path in the project such that if any task onthis
path is delayed, the project is delayed. Who saysthat this path contains the tasks
with greatest risk? It usually does not.

25. Few or no lessonsare learned. With no formal or organized processto
learnfrom the projectsand alack of incentivesand management support, it is not
surprising that few devote any time to gathering, organizing, or disseminating
lessons learned.

26. Lack of resource management between projects and regular work. The
problem hereisthat thereisalack of active management of staffing resourcesbe-
tween normal work and project work.
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GUIDELINESFOR SUCCESS

Let's turn from failure to success. Take the same phases of a project manage-
ment process and consider a more modem method. This is the core of the ap-
proach in this book. All of the conceptsthat are discussed here will be expanded
later. Here you will see the overall road map.

* Ideasand proposalsfor projects.

Although departments can still submit project ideas, information systems
units work with departments to assess the current state of key business
processes and their supporting systems and technology. The result is a
process plan that leadsto projectsthat involve processimprovement as well
as systems work. A complete project concept is developed that identifies
businessroles, purpose, scope, general costs, benefits, general schedule, and
issuesto be addressed in the project. The current processesare measured to
assess the problemsand to support the determinationof benefits.

The information technology function plans how to manage resources
across multiple projects. The objectiveis to form project teamsthat are as
small and flexibleas possible. Analysisis aso performed toidentify and an-
alyzetheinterdependenciesbetween projects. Improvementsto the architec-
ture and technology base areidentified and related to the business processes.

 Project approval.
A date of projectsis reviewed and approved by management with an em-
phasisoninterrel ationshi psamong projects. Project approval istentativeand
subject to review at three-to-four month intervals.

¢ Project kick-off and start.

Projectsareinitiated by developing detailed project plans based on standard
templates. A template includes standardized high-level tasks, resources, re-
sourcesassigned to tasks, and dependencies. Thisis morethan awork break-
down structure (WBS), whichis ageneral list of tasks. It paves the way for
increased standardization and the ability to analyze datafrom multiple proj-
ects. Team members are placed on teamsin a just-in-time mode. The core
team for any project is no more than three or four people. Other team mem-
bers are on the projects part time for performing specific tasks. Lessons
learned can be linked to tasksin the template. I ssues can be linked to tasks
in the project plan that is created from the template.

* Project monitoring, reporting, and management.
Standardized electronicreporting is employedfor al projects. A project coor-
dinator analyzesthe datafrom all projects. This person also reviewsthe active
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issues acrossthe projectsand presentstheresultsof the analysisto the project
leaders as well as to management. The project coordinator facilitates the re-
lease of resourcesfrom projects and their redeployment to other projects. A
project leader or IT manager can act as a coordinator.

Project leaders share their scheduleswith each other in a network envi-
ronment. They work togetherin joint meetingschaired by the project coor-
dinator to resolve conflictsfor resources.

Project leaders do work on the projects. They also work on al activeis-
sues and support the gathering and dissemination of lessonslearned. Project
updating is done by team members through the network, releasing some of
the project leader's time from administration.

Measurement of the project is based on open issuesand their impactson
the projects. Percentage complete and budget status are still important but
are considered secondarily.

Project end or termination.

Althoughaproject canend, itisusually just theend of aphaseto support the
business processes. As you know, making large-scale improvements in
magjor systems involves creating and managing multiple projects.

Based on experiencefrom many projects, there are other ingredientsto project

SUCCESS.

* Requirements. Requirementsin the modem setting come from the changes

to the business processes. Business processestend to be more stable than
requirementscreated in the old manner. Requirements are oftentied to
business transactions. The requirementshave | ess change and more stabil-
ity. Moreover, any changes to requirementscan be evaluated and justified
based on an assessment of their effect and impact on business processes.
Team building. By having team members more activein project manage-
ment, they have a greater sense of commitment. The same istruefor busi-
ness units. Project leaders are encouraged to work together in a cooperative
mode.

I ssue oriented. This process makes management more issue oriented rather
than statusoriented. | ssues that cannot be resolved by individual or multi-
ple project managersare considered by management.

Overall focusof projects. Becausethe projectsare based on major business
processes that cross multiple departments, the projectswill consume most
of the available resources. This meansthat many of the smaller, enhance-
ment type projectswill fall by the wayside dueto alower priority.
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* Impact on information technology. With this new project focus, information
systems becomesa key supporter, if not owner, of processesthat involve
multiple departments.

* Overall resource assignment. Resources are actively and regularly allocated
among projectsand normal nonproject work.

ORGANIZATION OF THE BOOK

The organization of this book reflects the modem approach defined in this chap-
ter. Rt 1 focuseson the project management process. Hereyou will view thedetails
of the process and get help and guidancein transitioning to the new process. How
you can better manage multiple projectsis considered here as well. Most books
might not consider this factor because their attention is drawn to single projects.

Rxt 11.of the book dealswith developing project plans, assembling the project
team, and defining the new rolesof the business units aswell as the project |eader.
The development of the project concept prior to the project plan makes up anim-
portant chapter of this part.

Tracking, monitoring, and managing the projects are the thrust of Part ITI,
along with an analysisof specifictypesof projects. Four of the major project areas
are examined: software devel opment; technology projects, operations, enhance-
ment, and maintenance; software package acquisition and implementation; and
technology projects. Rt IV deal with issues in human resources, technology,
business, vendors, and management.

With the exception of thelast part, al chaptersfollow a parallel structurewith
an introduction, the approach, examples, e-business lessons learned, guidelines,
and what to do next after reading the chapter. Rt 1V is organized around issues.
The chapters have been written in a down-to-earth style so that you can put the
materials to work for you and your organization immediately.

E-BUSINESSLESSONS LEARNED

E-business projects are more complex than standard IT projectsfor several
reasons.

* ThelT part of the project is more inclusiveencompassing network, hard-
ware, software packages, and software applications.

* Setting up or modifying business processes to support e-businessis a criti-
cal successfactor

* Organization changeis often part of an e-businessproject.

» Thereisaneedfor e-businessto be externaly focused toward suppliers or
customers.
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In each chapter, lessons learned from both failed and successful e-business
projectswill be discussed.

WHAT TO DO NEXT

1. Alogical first step isto assessthe current project management processin
your organization. Hereis alist of questionsto consider:
* |sthereaformal processfor managing groupsof projects?
* Iseach project managed differently based on theindividual project
manager?
Isthere any effort to employ standardized project templates?
Isit possibleto integrate several schedulesand perform analysis?
Isthereany effort to gather lessonslearned from past and current projects?
How are project ideas generated? Are the same people aways generat-
ing new project ideas?
* How are projectsapproved?
* How are benefitsof projectsdetermined?
* |sthereany effort to measure a project to ensure that the benefitsare
achieved?
* |stherea standardized project reporting process across projectsof all
Sizes?
* How many of the current, active projectsrelate to key business
processes?
How many business processeslack any projects?
Can peoplebe moved between project teams?
What isthe size of project teams?
What istherole of the business unit staff in projects?Isit consistent
acrossmultiple projects?
* How areissuesdefined and addressed?Is there an effort to see which is-
sues apply acrossmultiple projects?
2. Consider some recent projectsthat werefailures. Ask thefollowing
questions:
* Wastherean effort to learn from the failure?
* Did the project management process changeas aresult of thefailure?
* At what point did peopleknow that the project was afailure?How long
was it beforethe failure was acknowledged?
How was the failure announced?
What was the reaction among team members of other projects?
What were the dependenciesbetween the failed projectsand others?
What mgjor issues contributedto failure? How long had they remained
unresolved?



mmay

3. Consider some recent projects that were successes. Ask thefollowing
guestions:
* Wasthe project only atechnical success?
* Was success announced at the conclusion of the project or after the new
system had been in place and measured?
* Were any lessons learned from the success?
* What were the mgjor factorsthat contributedto success?

SUMMARY

The road map of this book and approach has been laid out. It is a modem ap-
proach that relies on the network technology of today and the future. Thethrustis
on empowerment and effectivenessin the new downsized world of information
systems and business. The approach is much more related to the business envi-
ronment than to technical factors. In Figure 1.1 you can see that businessissues
relating to business processescan be trandated into systems issues and the sys-
tems and architecture. Overall, you seek to mesh the objectivesand strategies of
systems with those of the business through thelink between systemsand business
processes.






Chapter 2

Developing Your Project
Management Process
and Strategy

INTRODUCTION

The purposeof this chapter isto provide you with guidelinesto

 Evaluate your current project management process.

» Developa project strategy.

» Determineimprovements to the process.

« Transitionthe current project management process to an improved one.

What is a project strategy? It is your overall approach for setting up and man-
aging projects. What you decide to do here will be carried out in your new proj-
ect management process. All of your projects will then be managed within the
processand follow the strategy.

To better understand what a strategy is, let's consider some aternatives.

* Alternativedrategy 1: No drategy at all.
Hereprojectideasare generated and projectsare started on an individual ne-
gotiated basis. Each project is managed and measured on its own. Interfaces
are very difficult because no collaborative cultureexists. It is everyonefor
onesdlf. You are unable to combine the data in different projectsor gather
lessons|earned across projects.

Without a strategy, the entire process of managing the projects can be-
come disorganized. Resultswill be a best uneven. Becausethereis no over-
al vision or view, thereis more likelihood that major projectswill be missed
or left out. Also, critical infrastructure projectsto establish or improve net-
workswill be moredifficult to approve becausethey lack a specific business
department client or owner.
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 Alternativestrategy 2. Carefully select which projectsarefunded, but

then manage each separ ately after they gart.

Many organizations have drifted into this approach. Management has be-
comeawareof theimportancedf projects, so theproject receivesagreat deal
of management attention at the front end. Unfortunately, this attentionis not
carried through during the project. Thereis often an underlying assumption
that if you start the projects out correctly, then the project managers and
teams will see them through. Thisis not the case with systems and technol -
ogy projectsthat are highly interdependent. |ssues that are unresolved in one
project can quickly impact other projects. How will upper management be-
come aware of the impacts of such an issue? If no mechanismisin placeto
deal with issues, they can matureinto crises.

 Alternativestrategy 3: Proactively determinewhich projectsare
funded based on tangible businessbenefitsand then managethe
projectscollectively.
This strategy assumesthat the whole of the projectsis greater than the sum of
the individual projects. This strategy results in a collaborative management
approach that involves the management of issues, resources, and schedules
across multiple projects. As you can imagine, this consumes more manage-
ment time and effort in deding with issues. Results and project successin a
number of firmsindicatethat thisis the approach to consider for your organi-
zation. Benefits can be seen tangibly in the business process improvement.
Thisappliesin e-businesswheretheimplementationis very largein scopeso
that e-businessimplementation consists of a number of projects.

You probably have most often observed the first two alternatives. However,
from the previous chapter you learned that substantial benefits can be derived
from the third alternative. Thus) restating part of the purpose of the chapter, you
seek to find ways to migrate from alternatives 1 and 2 to aternative 3. Why
haven't more firms adopted more aspects of the collaborative strategy? Experi-
ence revealsmany reasons. First, the organizationa culture may reinforcethe old
systems mentality of separateprojects (dating back to stand-alone batch and lim-
ited on-line systems). Cultureis hard to change. Second, if you work on mainte-
nance and fail to takeon magjor projects, then you can avoid developing a strategy.
Third, there may be alack of toolsand support for shared work.

APPROACH

A project strategy leadsto defining the project management process. The proj-
ect management processis how you manageall of the systems projectsfrom their
conception through completion or termination, as was informally discussed in
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Chapter 1. If you assumethat the third strategy applies, then the project manage-
ment processincludesthe following godls:

» Ensurea proactive approach in identifying potential projectsthat link to
key business processes.

 Encouragewide participation and commitment by business unitsin
projects.

 Obtain upper-management commitment by setting the slate of projectsand
dealing with major issues that cross projects.

* Enforce uniformity in project plan structurethrough templates, common
databases for issues, actionitems, lessons learned, and standardized
reporting.

* Support information sharing among projects and resolving issuesamong
project leaders.

* Provideanalysisof multiple projectsand dynamic resource management
across projectsso asto spread resourceseffectively across projects.

Now let's makethis discussion moreformal by puttingit into aseriesof steps.
You will be considering each step in the context of the more proactive project
drategy. For each step the end productsand key questionsyou must addresswill
be defined.

SteEP 1: EstaBLISH BASic COMPONENTS
OF THE PROJECT MANAGEMENT PROCESS

The end products are asfollows:

« Approachesfor managing multiple projects, project reporting, i ssue man-
agement, and lessonslearned are defined.

 The project management process (defining what is to be donein each of the
nine steps) is documented, presented, and approved.

* A steering committee is appointed.

* A project coordinator isidentified.

It isimportant to define the role of the project coordinator(s). The project co-
ordinator (~)s responsiblefor the following activities:

» Assisting business departmentsin devel oping process plans

» Supportingthe development of project concepts

* Providingsupportfor trainingin project management methods and tools

« Analyzing project conceptsand recommending a project slateto the man-
agement steering committee

* Assessing project issuesand statusand presenting anaysisresultsto
management
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 Coordinating the identification, analysis, and resolution of issues
 Supportingthelessonslearned database

A project coordinator does not haveto beafull-timerole. It can befilled by aline
manager or on a rotating basis by project managers.

Whether the project manager is one person or severd depends on the projects,
organization, and range of business and system activities. Note that these respon-
sibilities are similar, but expanded from the role of the traditional concept of a
project office. In the past, the project office typically concentrated on the tracking
activities of systems projects and then provided analysis results and reports to
management. A project office performsthe following functions:

» Providesacentralizedreview of al projects

* Reportson projectsto management

¢ Setsstandardsand proceduresfor project management
* Supports project management software

For some companies, the project office has provided a useful way to gain con-
trol over projects and provide uniform reporting. A survey indicated that 15% of
firms have established project offices. However, by its very nature the project of-
ficeis pure overhead. It can take on alife of itsown and impose mgjor burdenson
projects. The project office can also separate project management from project
administration.

What are the attributesof a project coordinator?He or she should know proj-
ect managementand see the opportunity toimprovethe current process. The proj-
ect manager should aso be able to perform a number of tasks in pardle. The
candidate does not need to be an expert with project management software and
does not need to be technicaly oriented, because this role will entail working
closely with business processes, business units, and business department staff.

Let's consider some defining questions. What will be the general scopeof proj-
ects? You can arrange aternativesfor project scopeinto levels. Your goal is to
have as many projects at higher levels as possibleto support the business.

e Level 1. Theproject isrestrictedto the system itself. Thisis very narrow
and traditional. Thereis no guaranteethat either architectureor business
processimprovementswill be carried out.

« Level 2 The project includesinfrastructureor architecturealong with the
system. Thisis a more modern view and reflective of network-based sys-
tems such as client-server or intranet projectsas well as data warehousing
projectsthat often involve database management and hardware upgrades.

* Level 3 The project includesthe system, architecture, and business process
improvements. Thisis the comprehensive scopethat is most desirable. Al-
though this scopeis larger, you can divide the project into subprojects.



What is the role of the business unitsin projects? Thisis a crucial question.
One part of the answer is the involvement of high-level business managersin the
management steering committee. Another part consists of thefollowing activities,
which are performed by business units:

» Developing process plans—blueprintsfor the long-termfuture of the
business process

» Participatingin individual projects

* Supporting process changelinked to new systems projects

« Insistingon measurement of projects—during and after work

How should the management steering committee be constituted and operated?
The steeringcommitteeconsistsof high-level business managerswhosedutiesin-
cludethefollowing:

» Reviewing and approvingthe slate of projects

» Assisting and resolving project issuesthat cross multiple projectsfrom a
business perspective

« Periodically meetingto review and reset project prioritiesbased on current
needsand the state of the projects

The committee can meet from two to four times per year based on issues and
the budget cycle. Note that if it meets more often, managers will tend to send
lower-level replacements. The agenda will start drifting into considering project
status. Then the steering committee ceases to be a steering committee and be-
comes a proj ect oversight group—another layer of red tape.

When thinking about the management steering committee, you must consider
the budget cycle. Let's supposethat your organization operateson acalendar year.
Thismeansthat thefirst cut of the budget will be completed in October or earlier.
The project slate must be in place prior to this date. If you back up from October,
you might select August or early September asthe timefor your first meeting. As-
sume that there are to be four meetings a year equally spaced through the year.
The second meeting might be in December, during which time results and issues
are to be presented. A third meeting might be in March. This is an important
meeting during which project priorities might be realigned. The fourth meeting
might bein June and resemble the December meeting. If you think that thisistoo
much detail, you are wrong. The more you can plan and make known to manage-
ment, the more likely you are to attract the right people to the meetings.

Who are potential candidatesfor the committee?Assuming that you haveiden-
tified several magjor business processes that merit projects, then the business unit
managersmost involved in these are logical candidates. When selecting between
line managers and staff managers, choose the line managers. They command the
attention of top management and their support will becritical.
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Why do you have to haveaforma method for addressing i ssues? Why not ad-
dresseach issueasit arises? Thisis the seat of the pantsof the reactive approach.
It will yield inconsistent actionsand sometimesrai se even moreissues. Proactive
issue management aims to track and anayze al issues that have remained unre-
solved for some time. Issues management also attemptsto determine the impact
of issues and their resolution across multiple projects. Becauserisk in tasks and
the plan arereflected in theissues, issuesmanagementcoverstraditional risk man-
agement in projects.

In order to be proactive, you must understand what areasare crucial to both the
business and the systems in terms of infrastructureand architecture. Thisis the
first step in detailed analysis. The step can help management and the business
unitsfocus on what is critical overal. Isn't this done naturally? Not really. Many
general managers are uncomfortable with systems. The business processescross
the boundari esbetween business units; businessunit managersmay bereluctantto
addressissuesoutsideof their control.

Theend productsof this step are asfollows:

 Definition of system architecture
* |dentification of critical business processes
¢ Processplansfor each critical process

Critical questionshere are asfollows:

* What isthe current systems architecture?What improvementsare needed
based on current and known projected systems requirements?

* How will critical business processesbe determined?You will not be able
to generate projectsfor all processes. In addition, resourceswill still be
requiredfor maintenance and operationssupport as well as architecture
improvement.

* What constitutesa process plan? How will process plans be devel oped?
These questionswill be addressed in Chapter 4.

STEP 3: REVIEW ALL CURRENT PROJECTSAND ASSOCIATE
THEM WITH THE PROCESSPLANSAND ARCHITECTURE

Thiscan be an eye-opening experience. You may find that many of the projects
do not fit with the business processes and architecture. They may instead be di-
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rected toward enhancements and maintenance or minor systems devel opment.
The importance of this step liesin showing management and the business units
that the way things are currently being prioritized needsto be revisited. This can
help set the stagefor the new project management process.

Theend products are asfollows:

* Assessment of current projectsalong with necessary changes and recom-
mendationsin relation to the process plans and architecture

* Recommendations on which projectscan be terminated dueto limited
benefits

It isin this step that the shortcomings of the current projects are identified.
From lessonslearned, several problems can occur:

* The scopeof the current project istoo narrow and does not includebusi-
NESS Processes.

* Thebusinessrolein the project is not defined.

* Therearefew, if any, tangiblebenefitsto the project asit stands.

* Theinterdependenciesbetween projects have not been completely
specified.

* When you add up al of the projects, there are insufficient resourcesand
substantial unplanned work.

Asaresult, you will likely recommendthat some projectsbe killed, othersre-
structured, and still more combined. Killing a project has several benefits. First,
resourcesare released to work on other projects. Second, management showsthat
it is serious about insisting on project results. Third, the organization has an op-
portunity to learn lessonsfrom the experience.

This positivestep counteractsthe negativeprevious step. Do not present there-
sultsof step 3to management without step 4, balancing the negativewith the pos-
itive. The project concept provides sufficient information to build management
support. The project concept nails down the purpose, scope, general schedule,
benefits, and costs. Why have a project concept and not a detailed project plan?
Becausethe project plan assumesa specific scope and setstoo much of the proj-
ect in concrete. The concept provides a vehicle to negotiatewith management on
the scope and rel ationshipamong projects, for example.

Why have a project concept for an existing project? The project conceptsfor
existing projects begin to reformulatethe projects themselves and provide greater
focus from a business perspective. Many surprises may be revealed here. Some
encounteredin the past includethe following:
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» The scopeof the project had changed and no one had informed
management.

* Therewere hidden or assumed dependenciesthat now surfaced, which re-
sulted in schedule delays.

» Businessunit support evaporatedfor several projectswhen they werefaced
with identifying specific benefits.

The end products are (1) project conceptsfor new project ideas and (2) project
conceptsfor current projects.

STEP 5: ANALYZE AND RELATE ALL PROJECT CONCEPTS

Aswas stated earlier, projectsdo not stand alone. Thewholeis greater than the
sum of its parts. In this step you will determine how the projects relate to each
other, what gaps have to be filled, and the additional benefits that will accrue if
multiple projectsare implemented. In this step you will flesh out the project con-
cepts. Thismeansthat you are morelikely to have acompleteview of the benefits
of the projectsin total. This can prove useful later when you present management
with the project date.

Some examplesof resultsof the andysisare asfollows:

A business unit was going to be using two client-server applications.
Hence, acommon, standard user interface was required. Thiswas unantici-
pated before the analysis.

* Thewide area network had to be expanded to accommodate additional users.

* Severa supporting projectsof lesser priority now became higher priority
due to the dependencedf high-priority projectson them.

The end productsare asfollows:

¢ Analysisand determinationaof relationshipsand dependenciesbetween
project concepts

e Adjustment of project conceptsto cover gapsidentified in analysis

e Analysisof resourcesacross project concepts

« Recommended prioritizationof project concepts

With the analysis of step 5, you are ready to present management with groups
of projects. You must avoid wherever possible reverting back to single projects.
When you present and market a group of projects, you can enlist the support of



multiple high-level managers of business units. These managers will not feel that
they are part of a zero-sum game, in which one party wins while another must
lose. The accumulatedbenefits of the group of projectscan be presented. Theend
products of the step are asfollows:

¢ Approved dateof projects
 Project leadersidentified for al projects

In traditional systems project management, step 7 might have beenstep 1. Itis
not the case here. With management approval in step 6, you are ready to develop
the detailed project plansand identify project |leadersand key team members. The
thrust isto give attention to interfacesand other areas of risk from the beginning.
Different rulesfor building the project plan will be defined. The end productsare
asfollows:

Detailed project plansfor al projects

Refined budget and schedulesfor al projects

Key team membersinitialy required for each project
Management review and approval of all plans

STEP 8: MANAGE, MONITOR, AND REPORT
ON THE PROJECT SLATE

In traditional project management, this step normally involvesreportingon sta-
tus and the percentagecomplete. That is only part of the puzzle and not very re-
veadling at that. Here you will concentrate on three mgjor activities. managing
issues, allocating resources across projects, and evauating actual work results
from the projects. Thisis much more proactivethan statusreporting.

A widerange of end products are possible. |ssues are resolved. Project plans
can be changed. Priorities can be reset. The new project management process
gives a much more activerole to management and the project coordinator in ad-
dressing issuesand actively overseeing the projects.

Part TV of thisbook containssix chapterson issues. Why six chapters?Because
thisisabook on how to do technology project management. Issues of al typesare
addressedin this part of the book. Theseissuesare very specific and tend to recur
in variousformsin different projects. You must know how to recognizethe symp-
tomsof theseissues, how to analyze and group the issues, how to market for ade-
cision, and how to implement actionsthat support the decisions.
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STEP 9: DEVELOP AND IMPLEMENT CRITERIA
FOR PROJECT ENDING AND TERMINATION

Thisis an unpleasant subject that peopleavoid. It is essential to have termina-
tion in mind for amost al projects. You cannot afford to have a failing project
drift along. By taking a more proactive approach, you can redirect projects,
changetheir scope, and savage failing projects. Because projects are moreinter-
dependent, the importance of salvage cannot be underestimated. If you manage
the issues actively in the previous step, you can start to see the impact of unre-
solved issueson the project earlier. Thiswill give you timefor action.

Critical tokilling or abandoning projectsis an organized approachfor salvaging
lessonslearned and even end products. How do you do thisif you have never had
experience?Takea project with which you arefamiliar and assumethat it wereto
be killed. What can you salvage that might be useful ? What would the business
unit do if the project were to bekilled? What would its fallback position be?

TRANSITIONTO THE NEW PROJECT
MANAGEMENT PROCESS

With the steps defined, you might wonder how a systems organi zation can mi-
grateto the project strategy and process. Experienceshowsthat management must
see benefitsfrom the potential of a new approach beforeit will be considered se-
rioudy. Here are some suggestions:

» Evauate your current projects and associatethem with major business
processes.

* Examineeach project to determineif it could be changed, reduced, or
eliminated.

» Determinewhat resourcescan befreed up if the previous step weretaken.

* Develop amodd or scenario of alist of projectsthat you think might yield
the most benefits.

* |dentify the general benefitsof the projectsin termsof examplebusiness
transactions.

* Define comparison tablesas discussed | ater.

* Develop aproject plan for making the transition to the new project man-
agement process.

* Present the resultsinformally to management to trigger interest.

The differencesbetween the old and new process are revealed through project
dlate change and the benefits of the new projects on the date. Here are descrip-
tions of some comparison tablesthat have proved effectivein the past.
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 Potential new projectsversusexisting projects. The tableentry consistsof
commentson how the new project relatesto the existing project and reveals
how different the new projectsare from the existing ones.

» Potential new projects versus business processes. This table shows how the
new projectssupport the business processes. Each entry explains how the
businessis supported by the project.

 Exiging projectsversus business processes. Similar to the preceding table,
thistable showsthe limitationsof the current project for the specific
process. Comparing this and the previous table can be enlightening.

 Potential new projects versus business units. This table explains how each
new project will benefit the major business units.

» Potential new projectsversus bengjits. Thistable explains how each new
project will benefit the mgjor business units.

« Potential new projects versus bengjits. The columns are types of tangible
benefits. Each entry explains how the project will yield the benefit.

 Potential new projects versus potential new projects. Thistable can be em-
ployed to display and explain the interdependenceamong projects. Each
table entry explainshow the column project supportsthe row project. This
informationis valuable for gaining support for architectureand infrastruc-
ture projects.

* Exigting and potential new projectsversusissues. Here you identify what
issuesthe projectshavein common. The tableentry is a short description
of how an issue appliesto a project.

MARKETING THE NEw PROJECT MANAGEMENT PROCESS

Why market the process? Can't a logical new method sell itself? Hardly. A
number of barriersneed to be overcome, includingthe following:

* Internal resistancefrom the systems staff. Programmerswho are comfort-
able with maintenance and operations support may not appreciate or
want to participatein larger-scaledevelopment or software acquisition
projects.

* Internal resistance from systems managers. Traditiona systems managers
may like the current process. They will point out that it has worked for
some time. Experience showsthat they will resist including the business
processin their tasks. They also feel uncomfortablewith awider rolefor
the businessunits. In addition, they may feel that they have lost power in
setting priorities.

 Lack of interest among business units. Although some business units may
"gep up to the plate," others will not want to assume any other duties. They
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may not see anything in it for them by addressing a cross-departmentbusi-
NESS Process.

* Lack of support from management. Managers may be supportive—up to a
point. When issues have to be addressed, their interest may wane.

The attack on the new approach can take many forms. A common tactic is to
argue that changing the current projects will be too disruptive. The new process
can be phased in later —like next year or beyond. How do you respond to this ar-
gument? Point out what potential changesyou haveidentified with the current proj-
ects and what the benefitsare. Also, point out what will be wasted if management
decidesto wait. Resistanceis often not on the surface. The suggestionisfor you to
assume that factors such as these exist and that they are addressed.

To help you with marketing, consider the benefits of the new process to each
audience. Here are some benefitsthat have proved useful in the past:

* Business unit managers
—Work on their critical processes will be moreintenseand yield greater
benefits.
—They will have agreater rolein setting priorities.
—They can impact the scope of the projects.
* Upper-level managers
—Reinforcetheimportanceof projectsto the organization and business.
— Indicate that their involvement will be very limited.
—They will be ableto change prioritieson amore controlled basis.
¢ Systems managementand staff
—They will be working on critical projects.
— Businessunit involvement will be more carefully defined.

How do you go about doing sales and marketing? The sequence used to ap-
proach peopleis important. If you do it wrong, you can create enemies. Here are
some specific suggestions:

» Start with business unit managersin line organizations. They havethe most
to gain directly from the new process. They can help with their own staffs
and with management.

* Approach the systems managersand point out the benefits of the new
process to them.

* Spend time working with the systems staff to build support.

In making presentations, be sensitive to the audience and present the project
dateto appeal to their self-interests. Avoid using technical terms. Clearly indicate
the business reasonsfor dependenciesbetween application-oriented projectsand
technology/infrastructure-related projects.

What can you do to get people to act now, rather than waiting? What is the
price of waiting?
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* Project resourceswill be wasted in the projectsthat you have tagged for
cancellationand change. What can be done with theseresourcesin thein-
terim if action were to be taken now?

* Relationships between business unitsand information systems will be &f-
fected if known gaps, interface problems, and other issuesare not
addressed.

A key hereisthat once peopleseethat thereis a better way to managethe projects,
then therewill pressure to moveto the new approach.

EXAMPLE: BEAUMONT INSURANCE

Beaumont I nsuranceis a standard homeowner and automobileinsurancecarrier.
Thisexamplewill be discussed in severa chapters. Beaumont's key processesare
insurance application processing, policy servicing and tracking, payment process-
ing, accounting, and claims. The previous management of Beaumont had decided
to establish a mgjor project for application processing and tracking using CASE
(computer-ai dedsoftware engineering) tools. The systems part of the project team
started with 5 people and then grew to more than 20. The business units involved
committed more than 10 people full time to the project. The project had gone on
for 15 months, yet the company had only a prototypeto show for the more than
$3 million in expenses. The impact of the drain of resources for this new project
waswidespreadand severe. First,dmostal other nonmaintenance work was halted.
No enhancements were made to other systems. The architecture, which consisted
of terminals and some PCs, was frozen to release funds for the project. Business
unit managers constantly complained that they could not be competitive because
they could not offer new insurance products. The investment in the system pro-
voked acrisisin management. New management was brought in.

The first step was to assess the current project and other systems work. The
hardwareand network wereout of date and too expensive. Thelargeinsuranceap-
plication processing and tracking project was out of control. Efficiency in the
business units was very low due to the use of the legacy systems and old proce-
dures without the new system. It was clear that major changewas required. All of
the business processes identified earlier required major work along with system
replacement. No suitable software packages were available that fit Beaumont's
Situation.

The decision was made to concentrateon those processesthat contributed di-
rectly to revenueor that incurredlarge costs. This meant priority went to applica-
tion processing, policy servicing and tracking, and payment processing. These
werethebread and butter of thefirm. Accounting was dropped from consideration
dueto limited resourcesand thefact that benefitsweremuch less. The claimsarea
was a possibility, but it was not a mgjor problem. A plan was developed for each
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of these processes. This planincluded procedures, businesspalicies, systems, and
theinfrastructure. The three plans werethen applied to the devel oped project con-
cepts. The current large systems project failed the test when mapped against the
project concept. The project might have resulted in a new systemthat might have
been easier to maintain but would not have had added new features. Moreover, it
did not employ client-server technology. The assessment was that there might
have been no business benefitsfrom continuing.

Giventhedecision to kill the project, salvage began immediately. Much analy-
sis had been performed to define business rules or the detailed procedures of how
the current business processes worked. This had not been done formally before
and was useful for the future. What was to be the future? Much of the design had
to be dropped. Extensiveexperimentationon various project conceptsresultedin
the following projects:

* Project 1. Establish awide area network to replacethe terminal network.
The benefits wereimproved response time in accessing the legacy system
aswedll as providing local functionsthat were now done manualy.

* Project 2. Reengineer and improve the business processeswith the current
system as well asin preparation for the new system.

* Project 3. Createa client-server systemin which the client side of the sys-
tem was modem whereas the server side wasreally afront end into the
legacy system. Thiswould give the businessstaff increased productivity
while providing interim benefits until the new client-server system was
implemented.

* Project 4. Develop a new client-server applicationthat employed the busi-
ness rulesfrom thefailed effort, the client softwarefrom the previous proj-
ect, and databasetechnology aong with some object-orientedrulesfor
devel opment.

* Project 5 Modernize the host hardware to support client-server and data
base management technology.

The management steering committee was established, and its members were
very unhappy in their first meeting. They weretold the extent of failure and what
had to be done. Several business unit managers committed to the new projects
immediately. They had no real choice. The managers of the units that wereto be
sidestepped were unanimous in their opposition. This was overruled and work
began on dl but thefourth project at the start. Theinfrastructureand client-server
front end system would have to be in place before serious work could be per-
formed on the new system.

The project coordinator role was dedicated to analyzing the business processes
and doing the overall project management. Pairs of managersfrom systemsand
the business units developed project concepts and detailed plans for each of the
projects. The project coordinator put the projectstogether and performed analysis.
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Thisled to moredynamicresourceallocation. Initialy, resource all ocation wasre-
viewed every two weeks. When there was more progress, it was stretched first to
monthly and then once every two months.

From the start thefocus was on issues. The previousmanagement had tolerated
the project plan even though it was only in a prototype stage, but was listed as
70% complete (incredible, but true). The project coordinator worked with staff
from the business and systems units to create a list of more than 350 issues. A
number of these had nothing to do with systems but involved business procedures
and policies. For example, one policy determined when to send out billsto cus-
tomers. Another established when to terminate coveragefor nonpayment of insur-
ance premiums. Schedules were managed around the issues to ensure that the
issueswere addressed.

Overall, the project management process was successful. However, ad hoc re-
quests from marketing and other areas often had to be deferredto focuson key re-
quirements. For each request, the manager was required to provideinformation on
direct benefitsrelated to cost savings or revenue generation. This philosophy re-
duced the backlog of work requests by over 80%. More details of the Beaumont
Insuranceexamplewill be givenin later chapters.

E-BUSINESS LESSONS LEARNED

Many firms have rushed into e-busness—often with disappointing results.
Why does this happen? Among the reasons are that the organization had no proj-
ect management approach and processin placethat could addresse-businessim-
plementation. Having turned around a number of efforts, we have noticed that the
following problems are typical.

* The company treats e-business implementation as a narrow techology proj-
ect. Assuch the emphasisis on installinge-commerce software, enhancing
their network, and adding other softwaresuch asfirewalls. They ignore
changing marketing, purchasing, accounting, ordering, customer service
and other aress.

e The project starts as a singlelarge project. The project leader is oftenan I'T
systems anayst. He or sheis wdl intentioned but treatsthe project asa
standard IT project.

* Issues begin to arisein both the business and technical areas. Thereis pres-
sure to implement e-businessfast. Hence, thereis a rush to deal with issues
as soon as they come yo—a big mistake. Decisionsand actionson later is-
sues undo thosefor earlier ones. The project losesfocus.

Turning from problems to success, some critical success factorsin e-business
implementationare asfollows:
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* Recognizing that e-businessimplementation is not aone shot ded. Itisa
continuousprogram since onceyou set it up thereis a driveto expand
e-businessand keep it competitive.

» Having several project |leaderswho divide up accountabilitiesand can ad-
dress both the business and technical sidesof the project.

* Setting the scopeof theimplementationto include process, procedure, pol-
icy, and organization change as well as softwareand infrastructureimple-
mentation.

* Dividing theimplementation project into a number of parts. Thedivisionis
based on responsibility with afocus on ensuring that task areas with issues
and risk are given high exposurein the plan.

* Actively managing issues during the project.

» Gatheringlessons learned and experienceduring the project.

GUIDELINES

* |n completingthe analysis steps outlined in this chapter, be careful to limit
your visibility. The more visible the potential changein project prioritiesis,
the more danger thereis of an attack and confusion.

* |If you think about it, the mgjor differencesbetweenlarge and small proj-
ectsliein scale, scope, and purpose. There can be morerisk in some small
projectsthan in larger ones. Work to have all projectsincluded in the analy-
sisand prioritization. If small projectsare alowed to be treated separately,
then the resourcesavailablefor allocationwill be reduced. You become
locked in.

* |tiseasy to set asideresourcesfor maintenanceand operationssupport.
Often, the most trained and experienced staff membersare required for
thesetasks. These activitiescan then escape being prioritized. With so little
of thetime of the key people availablefor new projects, there may belittle
point in having the projectsgo forward.

* Even with limited resources, still make a proactive effort to control re-
sourceallocationand limit work on current systems and the architecture.
Otherwise, each year will just bring more maintenancerequests.

* In consideringatransitionto the new process, you might want to use a de-
partment as a pilot casefor a project. Thiswill demonstrate the project con-
cept, issue management, and analysisof projectsthat are partsof the new
process.

* |norder to test out the resourceallocation across projects, take the projects
that were approved in the previousyear. Go through the analysis suggested
here and identify what different prioritiescould have been set.
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Thereis resistanceto change that we explorein thelast chapter. Here be
awarethat amajor sourceof resisting changeis the desireto maintain au-
tonomy and control. The paradox is that the project management process
here gives structure at the highest level and flexibility in the detail and in
dealing with issues—areas whereit is needed.

WHAT TO DO NEXT

In Chapter 1, you answered questions about the current systems project man-
agement process. Thefollowing actionsflow from the answersto these questions.

1

2

3

Identify the key decision makersand supporters you requireto implement a
New Process:

a Upper management

b. Staff to general management

¢. Businessunit management

d. Businessunit employees

e. Systems managers

f. Systemsstaff

Following up on the discussion in this chapter, estimate what typesof re-
sistanceyou will encounter.

Identify several potential candidatesfor therole of project coordinator.
Write down what you consider to be the duties of the project coordinator.
This will depend on the number and extent of projects. Assuming that it
was not afull-timerole, what other duties can this person perform?

. ldentify potential members of the management steering committeebased

on the earlier discussion. Estimate what their scheduleof meetings might
be. Writedown alist of thingsthat they might be required to do. Thisin-
cludes making decisionson issuesthat only management can solve as well
as redirecting resources.

SUMMARY

If the underlying method for managing systems projectsis not effective, then
being successful with a few projects may not be enough. The cost of a poor
process is high—resources that are locked into projects, a higher likelihood of
failure due to issues not being managed, and projectsthat do not deliver tangible
benefitsbecausethey may lack linksto business processesand support of business
units.
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A proactivesystems project management approach will attempt to identify the
most beneficial project ideasin advance of planning and setting the project date.
Onceidentified, there must be a step in planning that allows management to trade
off alternativegoals and scope. This is the project concept. Having upper man-
agement involved in setting the project dateand reviewingit periodically not only
increasesinvolvement and commitment, but also providesfor achannel to handle
ad hoc requestsfor new projects.
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Managing Multiple Projects
and the Project Sate

INTRODUCTION

The new project management process centerson managing a portfolioof proj-
ects as opposed to single projects. How to analyze and manage multiple projects
in moredetail isacritical part of the processand thefocusof this chapter. There-
maining chapterswill develop methodsthat fit within the framework.

This chapter exploreshow projectsareinterdependent. Then guidelinesare pro-
vided for handling analysis, resource all ocation and conflicts, issue resolution, and
disseminatinglessonslearned. Thescopewill cover al of your projects. Do not omit
any projectsbecausethey are smal, large, or have some specia characteristic.

What if you try to manage the projects separatel y?There will be less sharing
of resources. Project managerswill tend to work with one another only when an
issue becomes mgjor or acrisis. Management will have to be moreinvolved be-
cause more issues will bubble up. There will be greater incompatibility between
software becausethereis less coordination among members of teams doing simi-
lar development.

What are some of the benefits to managing projects as a whole rather than as
individual units?

* |nformationcan be shared among projects. Thisincludeslessons|earned
and issues.

* Project managers can solveissues among themselves becausea vehiclefor
supportingissue resolution is available through the project coordinator. Re-
member that the coordinator is just arole that can befilled by oneof the IT
managers.
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Resource shortages and overagescan be adjusted by anayzing resource
needs acrossal projects.

Thefocus of attention can be placed on interfaces where the risk often lies
in systems projects.

The same methods and tools can be employed across multiple projectsfagter.

However, there will be resistanceas well. Here are some examples by source:

Project managers. Their independenceis impacted in several ways. First,
they must adhere to a standardized project template with the same resource
list and high-leve tasks. Second, they must shareinformationwith other
project leaders. Third, they must contributeand participatein resolvingis-
sues and using lessonslearned. Fourth, and perhaps moreimportant, they
must be prepared to give up resources.

Businessunits. In the past, a business unit would be assigned a project after
management gpproval. In many cases, the business unit managersfelt that
they could make changesto the scope, purpose, and structure of the project
at will. After al, they controlled it. In an open setting, this control goes
away because the project information is more widely known and being
tracked. Changesin purpose and scope are subject to moreintensivereview.
Upper management. In the past, high-level managers could reset priorities
more easily becausethe projectinformationwas not as visible. When the
portfoliois managed as a whole and informationis visible, then the high-
level manager must approach change with more caution.

Information systems staff. Some peopleworking on projectslike to work
aoneon their specific tasks without having to spend time in coordination
and planning. Thisis aluxury that systems departmentscan little afford. A
programmer's work is more complex because he or she must consider the
impact across multiple projects.

Vendorsand consultants. Vendors hired to work on a project oftenfind it to
bein their best intereststo keep the project going and even expand it toin-
creasethe work. In the processidentified here, the changein scopeisre-
flected in the project tasks and schedule. This tips off management that
therewas an issue here.

How do you disarm resistance? Your ignoreit at your peril. Involve project
leadersin the definition of commonissuesand thetemplate. A template consistsof
standard high-level tasks, resources, and dependencies. Then you can establish a
processfor sharinginformation. Sit back and see what happens. Will the managers
cooperate on their own? For the business units and upper management, a sugges-
tionistoindicatetheimpactsof past project changesin purposeand scopeon mul-
tiple projects. Also, point out lost opportunitiesin past projectsfor cooperation that
resultedin extrawork. An approach for theinformation systems staff and vendors
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istoindicate how the nature of systems projects has changed and how interdepen-
dent projects are. Point to the challenge of trying to spread the results of work
across multiple projects.

APPROACH

How are projects interdependent? In a standard project management context,
the answer is simple. Interdependenceis determined by the dependence of spe-
cific tasks and milestones between several projects. In systems and technology
projects it is more complex. Five categories of dependence are identified next.
Two projects can be interdependent and fit in multiple categories. Which cate-
gories a project falsinto will help determine how projectscan be grouped.

Category 1: Technology Base

Systems projects here share the same technology base. Some examplesare as
follows:

* Sharing the same network. As an example, suppose that you wereimple-
menting a client-server system, upgrading el ectronic mail, and deploying
groupware. Thesethree projects share the same network. By themselvesthe
workload in implementation and testing along with theload on the network
isreasonable. Taken together, it islikely that the network will haveto be
upgraded. After adding this project to thelist, you now must prioritizethe
network staff time among support of the projects.

* Sharing databases. Several projectsinvolving an application can include a
database. The basic application may be enhanced. Therecould be adata
warehousing project that accessesthe database. A client-server or intranet
project may aso requirethedata. If you attempt to do thesein paralle
without tight coordination, then you risk having to do substantial rework
when the databaseis changed.

* Using a common GPS and GIS system. In transportation and other areas
where geographicinformationis used by multiple applications, it isimpor-
tant to design the applicationsas a whole so as to avoid redundant and in-
consistent data.

How will you addresstheseissuesin managing multiple projects? You want to
make surethat atechnology project is created and that all interfaces are covered
acrossthe projects. You might want to appoint a superproject leader for the group
of projects.
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Category 2 Resour ces

The most common shared resourceis people. In client-server applications,itis
logical to use the same programmers to develop al of the client software across
multiple applications. It is the same with the design of databases. In intranet and
Internet applicationsinvolving electronic commerce, you logicaly want one or
severa staff members to centerpost @l electronic commerce applications—re-
gardless of their nature. Network support staff members are also shared. Pro-
grammers who maintain legacy systems are often shared between these systems
and new, replacement systems. Thisis becausethey are the only oneswith knowl-
edge. Quality assurancestaff members haveto be all ocated acrossapplicationsfor
testing as well. In an intensive development environment, the development and
testing hardware, network, and softwaremust also be allocated.

Resource analysisand alocation can be smplifiedif standardtemplatesfor the
projectsare in place. Then you can combinethe projectsand extract all tasksfor
the next two months that involve a specific scarce resource.

Category 3 Milestones

This is the traditional mode of dependency. Tasks in one project depend on
milestonesin another project. Note that many peopl e have trouble with these de-
pendencies becausethey do not control them. Some give them little attention and
wait for the project leader of the dependent project to inform them of problems
and dlippage. This, of course, givesthe project leader a chanceto slip the sched-
ule of the other project.

Lessons learned point to a better method of dealing with these dependencies.
First, pull out al of the interfacesfrom both projectsto form a separate project.
When the project plans are updated, the new project plan with the dependent tasks
and milestones can be updated. Second, have the project coordinator monitor
these " interface projects.”” This gives specia attention to interfacesand potential
scheduleproblems.

Category 4 BusinessUnits

Projectscan impact the same business unit. Therefore, the projects can require
the same business unit support staff. That is an allocation problem. To cope, insist
that business unit resourcesbeincluded in the resourcelist for the project and then
be scheduled in the template. Thiswill ensure that business unit resourcesare not
bypassed or ignored. The business unit staff issues can be dealt with in the same
manner asthat of resourcesin category 2.

The next problemis that implementationof the systems created by the projects
can cause havoc in the business unit. In one government agency, separategroups
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were upgradingthe PCs, the software, and the network and loading an on-line ap-
plicationat the sametime. It drovethe staff crazy and caused the work in the de-
partment to grind to a halt.

Category 5: General Business Need

Y our company can face a mgjor competitivethreat. It may be forced to imple-
ment a number of major projects at the same time. These systems then affect
major partsof the business concurrently. The most effectiveapproachis to estab-
lish a superproject that includes tasks from the business viewpoint. This will give
attention to the impact on the business effectsof the systems.

A common theme runs through the discussion of these categories. It isthat the
project information must be combined, filtered, and extracted to suit the specific
category of dependency. Fortunately, with modem project management software
thisis easier to do because of increased capability and greater flexibility.

Category 6. Business Processes

Here the projects aim at improving the same or highly interrelated business
processes. An example of thisisin e-businessimplementation in which there are
technical, marketing, and management subprojects that touch on several of the
same processes such as customer service. It is very important to manage these
projectsas a group since otherwisework in one area can undo what was donein
another project. Thisis an increasingly evident trend among projectssince more
companies are realizing that their strengths and competitive position are due to
their business processes.

The following step-by-stepapproach will help you to assess your current proj-
ectsas part of the transitionto the new project management process.

Step 1 Gather Information acr ossProjects
Collect thefollowing informationfor al projects:

Project plan in softwarefileform

Issuesthat are active, resolved, and potential

Resources currently employed on the project

Status of the project in termsof scheduleand actual expensesversus
the plan
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Unfortunately, information will be missing because different project leaders
have different styles. Information is aso likely to be inconsistent. Some projects
may not have resourcesassigned. Different projectsmay have different levels of
detail. Don't let this deter you. Take what you get and move on to steps 2 through
4in paralel. Don't keep asking peoplefor moreinformation. They might be em-
barrassed and defensive. You want them on your side.

Step 2 Egtablish Common Templatesfor Analyss

Begin by building aresourcelist. Thiswill bealist of resourcesincluding staff,
hardware, software, network, vendor, and business unit resources. | dentify people
by initialsas well as by generic resources such as programmer and anayst. You
will be using the generic resourcesin the template. When people turn a template
into a project plan, they will not only add detail but will replace the generic re-
sourceswith actual resources. circul ate the resourcelist among the project leaders.

While you are getting feedback, divide the projectsinto groups. The titlesfor
Chapters 13 through 16 give you four categories. Build thetemplatesfrom the top
down and includeat least threelevels of outlining. (Templatesare provided in the
later chapters.) Enter the templateinto the project management software and cir-
culateit aswell.

After getting feedback, refine the template and resourcelist and submit it for
another round of reviews. Next comesthe detailed work. You must takeoneof the
project plansand fit it into the template. Work with the project manager to do this.
Hold a meeting to review this plan with the other project managers. The other
projectscan now be placed into the templates. You are likely to encounter resis-
tance. If this occurs, then visit these project leaders and work with them one on
one to develop their schedules.

What is a sign of success from this effort? The project leaders drop their old
schedulesand begin to updatethe schedulethat you devel oped using the templ ates.
Make surethat you store the scheduleson a network server so that people can view
each other's schedules (but can make changes only to their own schedules).

Step 3 Identify Interdependencies

From the discussion earlier, examinethe plans for dependencies. A guideline
hereis to start from scratch and define these rather than using the existing plans.
You can then vaidate the ones you haveidentified with the existing plans. How do
you insert adependency?If thetemplatesare not established, then insert tasksinto
the existingtask list that indicates the link. This will be atemporary manual link.
If the templates are set up, then you can link the schedulesif the project manage-
ment software alows for this. Also, al should be simple tail-to-head dependen-
cies. Don't try to get cute or exotic with lagging or leading dependenciesnow.
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Test what you have done by extracting all dependent tasks and milestonesinto
anew plan that includesonly these dependent elements. From what you know of
the schedules, are these complete? Are these logical? If these tasks were per-
formed successfully, would all risk associated with interfacesdisappear?You will
employ this scheduleto analyze the effects of schedule changes. Make sure that
you maintain linksto the original plans so that when their tasks are updated, the
plan of dependencieswill automatically be updated. Another guidelineisto label
each dependency by type according to the categorieslisted earlier. This will aid
your analysislater.

Step 4: Define Common | ssues

Anissuecan be aknown problem or opportunity. Don't spend time sortingand
comparing these here. Instead, take the issues as they are given to you. For each
issue definethefollowing characteristics:

* Descriptiveinformationabout the issues
» Related projectsand task areas

* Impact and effectsof theissueif it is not addressed
 Urgency and priority in solvingthe issue

e Statusof theissue

More detailed data elementswill be given in Chapter 7.

Step 5. Group Projectsinto Categories

Using the templatesfrom step 2, the dependenciesfrom step 3, and the group-
ing of issuesin step 4, you can now try grouping projectsin aternativeways. Try
different groupings based on technology, business areaimpacted, common issues,
dependencies, and methods and tools employed. Why group the projects? Because
it will help you later when you seek to analyzethe datafrom the different projects.
You will want to look at different groups of projectsin making your analysis.

Step 6: Analyzethel ssues
You are now ready to analyze the data. Here are some analysis steps.

« Combineissuesthat are variationsof each other.

Sort dl issues by severity and analyze the highest priority issues.

Sort all issues by business units and analyze the onesfor the businessunits
with the most issues.

Sort al issuesby age and severity and anadyzethe oldest, outstanding
major iSsues.
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» Based on the sorting, group the issues so that you can search for a solution
to multipleissuesat onetime.

Specificissuesare discussedin Part IV. The general analysisapproachisto at-
tempt to answer the following questions:

* Why hastheissue remained unresolved?

* Which issuesrequireimmediateand direct action?

* What problems do business unitsface?

» Which projectshave the most unresolved, seriousissues?

Step 7: Analyze Schedulesand Resour ces

Thereis auseful way to organize the analysis. Divide it into four steps: identi-
fication and extraction of the information, visualization of theinformationon the
PC or paper, analysis, and actions that follow from the analysis. Let's consider
several commonly encountered examples.

» Assessinga resour ceacrossmultiple projects.

L et's supposethat you havethree projectsthat shareacommon resource. You

are concerned about how this resource can be alocated to the three projects.

—Extraction. Filter or extract al high-level tasks of the template along
with the tasksthat involve the resourcefor each schedule. Combinethe
resultsfrom each scheduleinto a new schedule.

—Visualization. Split the screen with a GANTT chart on thetop and a
graph or table showing the resource use on the bottom.

— Analysis. You can now adjust the scheduleand movetasksin the
GANTT chart. The impact on resource usage will be seenimmediately
on the bottom as the bar in the GANTT chart moves. The analysiscan
be conductedin a meeting with the project leaders using a projector for
the PC image on a screen.

— Actions. Onceyou have an acceptableall ocationand change, then the
original schedulesthat use the resourcecan be modified to what was
agreed to in the analysis.

» Resolving issues acr ossmultipleprojects.

Thesituation hereisthat you want to analyze and resolve one or moreissues

that are involved with several projects.

—Extraction. Filter al of the projectsinvolved with the tasks that are di-
rectly impacted by theissuesaong with the following, dependent sum-
mary tasks. Thiswill allow you to see theimpact of changesto thetasks
involving theissues. Combine the resultsinto a new schedule.

—Visualization. You might again employ a split screen. The GANTT chart
for the new schedulecan be on top; on the bottom is a resourcetable
that shows the number of hourseach resourceis used per unit of time.
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—Analysis. Asbefore, you can adjust the GANTT chart or changethe
tasks and determinethe effect on resource consumption on the bottom.

—Actions. The most likely actionisthat after considering severa aterna
tives, you will find away of allocation and division of tasksthat re-
solvestheissues with minimal scheduleimpact overall.

* Analyzing dependenciesbetween projects.
Assumethat you are consideringa number of projectswith differenttypesof
dependencies.

— Extraction. Extract al mgjor milestones and summary tasks from the
schedulesaong with the dependent tasks. Combinethe resultsinto a
new schedule.

— Visualization. Split the screen with a GANTT chart for the extracted in-
formation and a GANTT chart for one of the projects about which you
are concernedon the bottom.

—Analysis. You can change dates and dependenciesof thetasksin either
GANTT chart and see the effectsin the other chart. Doing thisalows
you to assessthe impact of slippage. You can also modify and add tasks
to change the dependency and see what happens.

— Actions. Thisanalysiscan be used to narrow the scopeof the depen-
dency. It can also be used to assign higher prioritiesto one project so as
not to impact others.

PLANNING ACROSS MULTIPLE PROJECTS

The preceding steps prepareyou to plan over the longer term. That is, with re-
sources known and the templatesestablished, you are prepared to create multiple
projectsfor each projectidea. You can then combinethese projectsinto an over-
al project. This summary project containsboth ongoing work and potential proj-
ects. Thisanalysisiscritical if your organization is contemplatingadopting a new
directionin technology. Examples of the impact on resources might involve data
warehousing, client-server systems, €l ectroniccommerce, wholesa e replacement
of legacy systems, and intranet systems.

SETTING PRIORITIESAND THE PROJECT S ATE

Several times a year, the management steering committee grappleswith alo-
cating resources. hardware, software, network, and personnel resources. For hard-
ware, this includes not only what and how much will be acquired but also where
it will be deployed. Staff resourcesthat are being apportionedinclude operations
and network support, systems analysts and designers, programmers, support staff,
business unit staff, and contractor and consultant staff.
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Typesof Projects

You will have many projectsand will haveto dividethem by type. Hereisaset
of categories that has provenitsdf over time. Assumethat you have along-range
strategicsystems plan that hasidentified new project opportunities.

Operations support. Thisisthe daily work that keeps the softwaregoing. It
includes backup, recovery, restart, and other programming activities. It al'so
includes keeping the network and computersoperational. Upgradesto oper-
ating systems and other related work are included here. This supportis
going to consumeagreat deal of resources.

Ongoing devel opment projects. Typically, there are some devel opment proj-
ects that are continuingfrom the current year and will still be going afew
months from the present time.

Architecture-relatedwork. This can include upgradesto hardware, system
software, and the network. It can aso include replacements. The work goes
beyond installation. It includes testing, integration, documentation, and
training.

Backlog of project requests. From previous yearsthereistypicaly a back-
log of work that did not get attention last year. Theseitems now present
themselves.

Strategic systems plan action items. These are project ideas from the long-
range, strategic systems plan.

Maintenanceand enhancementwork. Some of thiswork is often mandated
by law or regulation. Maintenanceis defined here as fixing problems and
ensuring that the software continues to meet its requirements. Enhance-
mentsincludethe addition of new features and capabilitiesor the extension
of capabilities.

New project requests. These are new project ideasfrom divisionsand the
systems organization in addition to those proposed in the strategic systems
plan. Some of these may be targets of opportunity.

Notethat if you try to combineany of these, you could run into troublesince
each area hasits own criteriafor evaluation. To free up resourcesyou might want
to determineif you can cut down the resourcesnecessary for each area. Here are
some commentsby category:

» Could you ever reduce operationssupport? The answer is yesif you can

simplify the architectureand modernizeit.

* How can you control ongoing devel opment resources?Determine how much

of thisisrea development and whether sufficient progressis being made.

* How can you control architecture-related work? The best answer is through

careful planning and staging of the work to be efficient. You might also get
vendor resources.
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* If you examinethe backlog, you often find that the requirement or pressure
for the project dissipated. The userswere able to do somethingelse.

« For the strategic plan elementsyou can take out the actionitemsthat do not
require systems and technology resources. You thereby reduce the candi-
datesexclusively to projects.

 For maintenance, go through each areaand kill off the requeststhat lack
benefits. The same appliesto enhancements.

« For the other new project ideas, you really haveto ask why thesedid not
arise during the planning stage.

Some commentson analyzing and handling project requests are asfollows:

* The need for the project isimportant. A government reporting requirement,
for example, may be dictated. Thiscan be stated here. The needfor other
typesof items must be based on the business process and not the organiza-
tion. It is often in theimprovement to the business process where the bene-
fitswill be.

« For resourcesrequired, pleaseidentify the extent of scarce systems staff
time needed as well as other resources. This will identify conflict situations
between resourceslater and assist in their resolution.

* Theimpact, if not approved, isavery good itemto require. It encourages
peopleto conceiveof a backup plan. They also haveto discuss what they
do now and how they have gotten along so far without the project.

« Dividetangibleand intangiblebenefits. Over the years people have become
moreinsistent on hard, tangible benefits. Many technol ogiesand projects
promise alot, but few truly deliver. However, you can a so acknowledge
that real resultsoften fall short of goals and expectations. Tangible benefits
focus on cost savings or avoidanceas well as revenue generation. For ex-
ample, groupwaremight seem fuzzy and intangible, yet it speedsup a proj-
ect. Speeding up a project lowersiits cost, producing tangibl e benefits.
Increased quality, improved customer satisfaction, and reduced turnover of
gaff aretangible. Ease of use can result in training savings.

How the project will be managed refersto therole of the businessdivisionsand
informationsystems. Thisitemisimportant dueto the number of projectsthat lurch
out of control after starting because no one stepped up and assumed responsibility.
If theinformationsystems unitistorundl aspectsof the project, then the business
will not beinvolved. Lack of businessinvolvement will likely doom the project.

After the initial review, classify project requests according to the categories
coveredearlier. All requestsfor new developmentor softwareacquisitionas well
as requests for enhancementsand maintenanceoriginatefrom business divisions.
Operationssupport and architecture-rel atedwork comefrom information systems.
Strategic systems planning project ideas are to be put forward by business units
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and not the planners. The business hasto demonstrate support at thistime. The ex-
ception hereisthe set of architectural projectsthat requirethetechnical support of
theinformation systems organization.

Beforeand After Allocation

Without a proactive process, resources are typically consumed by operations
support, maintenance and enhancements, current development, and a few new
projects. You probably have observed this repeatedly in diverse organizations. If
you consider what is actually performed over several years, you see that the ninx-
turedoes not change very much. Thisis how an organization can spend vast sums
in systemsand get nothing in return.

In the new process, the project slate composition changes, but not radicaly.
Why? Because operationssupport consumes so much resource. Use some of the
techniques presented here to cut down maintenance and enhancement and some
development. You would be ableto do some architecturalimprovementand some
strategic planning projects. By diverting some resourcesinto architectureand the
strategic plan, you work toward long-term benefits.

The criteriafor evaluation is specific to each category.

* QOperations support. The analysis beginswith ng whether the num-
bers arein line with the past. As an earlier suggestion indicated, you might
go back to systems and ask what they could buy or do to reducethis by 10
to 20%. Thisthen leavesroom for emergency fixesand repars—work that
cannot be predicted.

* Infrastructure support. Thisincludeshardware, system software, and net-
work support. Here look for escalating costs and labor due to aging equip-
ment and software. You might seeif you could get competitivebidsfor
some of this support.

¢ Ongoing development projects. Thefirst criterionisto assess whether the
business requirement that generated the project is still valid. Thisis neces-
sary. Projectshave gone to completion without anyone ever asking about
whether the business needed them. The next criterionis to determineif
these are on target with respect to the schedule.

* Architecture-relatedwork. The criterion hereis to support the strategy in
the planning process. However, there are many waysto do this. Should you
spend all of the money this year? Or should you hold some back for next
year to take advantage of technological improvements?Usually it is best to
stretch it out, if possible.

* Backlog. Much of the backlog can be dropped. Often, the systems group
does not want to appear to be uncooperative so systems personne politely
tell the business unit that it isin the queue of work to be performed. The
divisiongoesaway and optsfor an aternative. Nothing is done. Members
of thedivision become so mad that they don't tell systemsto removethe
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division from the queue. The information systems unit, on the other hand,
leavesit in the queue because excessive demand is impressive, making the
information systems unit feel wanted.

* Strategic planning projects. While these plans originate from divisions, you
till haveto be willing to compromise. Will you compromise to get the best
projectsapproved?You may end up backing high-priority project ideasin
divisionswith high levelsof management support.

* Maintenanceand enhancement. Here is where you get out the budget ax.
Look for areasin which a business department has received dedi cated sup-
port at a certain manpower loading for years. Also, searchfor work that
was generated by individual deals between an IT manager and the super-
visor of a user areawithout areview of real benefits.

* New projects. Rank thesein termsof benefits. The new projectsmust be
consistent with the framework of the plan and the architecture.

Each area has its own criteria. When you add them up, there is overcommit-
ment in some areas; other areas may have spareresources. Thisis the fodder for
trade-offs. The next analysis step is to assess the projects between categories or
consider the pool in total. Try more than one approach.

Allocation Percentages

Consider specifying a percentagefor each category that will provide limited
supportfor new projects. Hereis an example:

Operationssupport: 20%
Infrastructuresupport: 15%
Ongoing development: 10%
Architecture-related work: 7-8%
Backlog: 5%

Strategic planning projects. 5-8%
Maintenanceand enhancement: 25%
New devel opment: 10%

Areyou surprised by these numbers?The proactiveallocation leadsto a grad-
ual shift. Eventualy, planning items diminish as does operations support and
maintenanceand enhancement. They are replaced by new devel opment. Note that
old systems and architecture are being addressed in these percentages. You are
still performing substantial maintenance. After setting the percentages, apply
them within each category.

Allocation Based on Fairness

Associate projects and work with business units. Assign a fixed percentage to
enterprise-wide support (say 45%). Then dlocate the remainder (55%) across the
business divisionsbased on each division's importanceto the business plan.
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Allocation Based on the Strategic Systems Plan

Assign priorities based on the objectivesand strategies withinthe strategicsys-
tems plan. The criterion might be alignment with the objectives.

Now review theresultsof each of thethreeitems. You can even createatable.
Therows arethe projects and the columnsare the all ocation methods. In thetable
place ayesor no as to whether the allocation method included theitem. Create a
fourth column that containsan averageof the scoresor ratings.

A potential agendafor the meeting of the steering committeeis asfollows:

* Introduction. This section discussesthe processfollowed.

e Summary of the strategic systems plan. This section provides perspective
and areference point for evaluation.

e Summary of projectsthat made the first cut. This section highlightsthose
that clearly need to be supported. This agendaitem ends with pie charts of
the resources consumed and those till available.

e Summary of dropped projects. Thisdiscussion pointsto some of the proj-
ectsthat did not make the cut but are still viable candidates.

* Discussion and setting of the dlate.

Asaresult of the meeting, you will have the date along with some projectsto
which management specifically assigns high priority. Other projectswill be wait-
ing in thewingsfor resources.

A suggested outline of the project date report isasfollows:

* Introduction. Describe the processfollowed.

* The project date. Identify each project in termsof description, schedule,
project leader, costs, and benefits.

* The projectsthat almost made the slate and that may be activated during
the year ifresources are available. Again, providedescription, costs, and
benefits.

e Summary of the state of systemsand technology if all of the project slate
itemsare completed.

For thislast item, try a scenario. That is, consider severa business processes.
Givethe before and after work flow in the processes. Thisis also,useful for high-
lighting the interdependenceof the projectsand for planning action items.

EXAMPLE: ASTRO BANK

Astro Bank isaleading consumer and commercia bank that operatesin multi-
ple states. The bank had relied on many old legacy systems. When it was decided
to modernize these systems, management insisted that the same programmers
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doing maintenanceal so devel op the client-server and distributed systems. The re-
sult was a disaster. Maintenance suffered and no new system resulted. The ap-
proach was abandoned and a new distributed systems group was establishedfor
the new development. The strategy initialy was to develop new systemsthat em-
ployed thelegacy systemsfor batch processing. After these new systems were de-
veloped, thelegacy systemswereto be replaced or modernized. At the start of the
analysis, the two groupswere not cooperatingwith each other. Thelegacy systems
gaff continued to do enhancementsand failed to inform the distributed systems
group of what they had done. The software on the distributed systems side blew
up. The distributed systems steff in frustration began to build modules and func-
tionsinto the new software that replicated the functionsin the legacy system. It
looked like another disaster coming down the track.

In the first step, information was gathered from each group separately. Each
used different project management software, different methodol ogies, and entirely
different management stylesfor resolving issues. Neither side really took advan-
tage of lessons learned. Building the templates had to be conducted separately
with each group (step 2). A new resourcelist was created. Most tasks had to be
edited into a common framework that was between the stylesof the two groups.
The interdependencieswere difficult to establish because neither group had tasks
that related to the other group due to alack of communication (step 3).

Issues werealso a problem (step 4). The distributedgroup provided alist of is-
sues. The legacy group did not acknowledge these issues. The legacy group pro-
vided user requests for maintenance and enhancement. Additional interviews
wererequired to solicit the information to build the issues. Several methodswere
used to group projects (step 5); they were grouped by businessunit, by legacy sys-
tem, by network, by issues, and by banking product. Each of these categoriespro-
vided differentinsight into the projects.

The analysisof theissues(step6) revealed that many issuesweremissing. This
wasreinforcedfrom step 3 when many new tasks of interdependencehad to be de-
fined. The new issues related to these tasks. A meeting of project managers was
held as part of step 7. The order of presentation was asfollows:

* Review of the revised schedulesof each group. Thisshowed acommon
structureand introduced templates that crossed both groups.

* Review of the issues from each group. This revealed acommon set of issues.

* New tasksand issues. These were presented along with the impact of what
would have happened had these tasks and issues not been defined.

* Priority list of issues. Thistriggered a discussion of the issuesthat were
faced by both groups.

It would have been asking too much for the two groups to cooperateimmedi-
ately and fully. The cooperation built over time. The Astro Bank example will be
followed upin later chapters.
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E-BUSNESS LESSONS LEARNED

M anaging e-business implementation often means managing a set of related
projects. It is amini project slatein which you struggle to allocate people across
subprojectsas well as work with the dependenci esbetween milestones and tasks
acrossthe subprojects. Here are some examples of dependencies.

* Marketing needs to specify the discount structurefor merchandiseso that
both IT and business departmentscan handle the discountsas soon as they
are offered. The same appliesto promotions.

 Existing proceduresand policies within a department may have to be modi-
fied to be synchronized with thoseimposed by e-business. Otherwise, the
customer or suppliers on thelessfavorableside will begin complaining—
givingriseto acrisis.

* The same people are needed in different subprojects because of their
expertise.

The situation is even more complex when you move up to the overall organi-
zation. E-businessimplementation requiresdetailed knowledge of the company's
business rules. Unfortunately, this information often restsin the minds of a few
critical and senior employees. Thesepeopleare required for normal work—just to
keep the business going. How will you allocate their time between normal work
and the e-busienss subprojects?That isachallenge. | n one case, the company ded-
icated the people to the e-business effort and the company experienced revenue
loss and customer service complaints. In another, afirmgave priority to normal
business. It took forever to implement e-business and then it did not work right.
There must be a balance.

GUIDELINES

* Should you create multiple systems projectsin a single business unit? Only
if the projectsare directed at the same goal. Otherwise, the projectscan
tear the business department apart by requiringextensivetime and involve-
ment by key business department staff.

* With success, asingle project that is not finished can spawn other projects.
This occurs because management sees success and wantsto spread it
around. It isa natural reaction. The problem hereis that these additional
projectswill likely require some of the key staff from the original project.
The original project can be delayed and put in peril.

* Treatingall projectsthe same can smother smaller projects. The approach
here allowsfor smaller projectsto be tracked within the templateand i ssues
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aslarger projects. Thereis no increased overhead in management or admin-
istration unlessthereisrisk in a smaller project. Risk translatesinto more
issues and a greater attentionto the schedule. Thisisreally what you
want—the degree of attention and management effort depends on the risk,
not the size of the project.

» Related to the preceding guideline, you need to treat small projectsas proj-
ectssinceif they just exist aswork, thereisalack of control.

* Try to avoid long-term resource allocation. Systems projectscan changein
terms of schedulequickly. Therefore, experienceindicates that doing long-
range alocation of scarceresourcesacross projectsis only useful for gen-
eral estimation. Allocating far in advance can lead to inflexibility if you
haveto shift resourceslater. It makes senseto anayzeand alocate re-
sources for amonth or two in advance. Thiscan be donein a rolling mode
where each week a new week is added.

« Establish customized data and formatsfor the project management software
in advance. If you attempt to learn the details of the software at the same
time you are gatheringtheinformationin the early steps mentioned previ-
oudy, you will probably not do a good job with either. Learn the software
and establishany customization up front.

WHAT TO DO NEXT

1. For each category of interdependence,identify several projects. Next, as-
sess how these dependenciesare currently being managed. Thiswill indi-
cate some of the benefitsto managing the portfolio.

2. Collect the existing project plans and begin to build aresourcelist that can
be employed by all of the projects. Then start to build high-level tem-
plates. To get support from project leaders, solicit feedback on aniterative
basis as you go.

3. Performadry-run analysisto see what resources could be moved between
projects. Thiswill be asensitivetopic, so you present resultsin the aggre-
gate. In other words, statethat if projects were managed collectively, 10 to
15% of the resourcescould be redlocated. Don't name specific projects.

SUMMARY

From a business perspective, systemsprojectsare highly interdependent. From
a systems perspective, it is necessary to divide theminto single projectsfor pur-
poses of managementand accountability. Itisadilemma. To get your cakeand eat
it too requires you to impose standards on al projects so that you can perform
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analysis, trade-offs, and allocations across projects while at the same time pre-
serving each project's own individuality and integrity. It is a delicate balancing
act. However, experienceshows that the benefitsfar outweigh the effort.

Lessonslearned can be applied across many projects, thereby improving
work quality and performance.

Resources can be shared among projectsto obtain some economiesof
scae.

Information systems can take advantageof new technology across multiple
business processes and systems faster.

Issues that once were submerged in single projectscan be surfaced.

The project management processis more consistent.

Information on projectsis shared among systems and business managers
and staff, leading to greater cooperation.
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The Project Concept

INTRODUCTION

The first three chapterslaid out a project management process and provided
suggestionsfor managing multiple projects. The detail now begins. Part II starts
with theinitial concept of a project and ends with the completion and approva of
the project plan. From there we will move on to the management of the project
and address specific types of systemsand technology projects.

In the past someone came up with an ideafor a systems project. This quickly
led to the development of a project plan. The budget and the schedule were then
derived from the project plan. Systems projects are often notorioudy vague when
they are started. This fact, combined with the rapid development of a plan, can
produce many problemslater. Experienceand lessonslearned point to the benefits
of hashing out the purpose, scope, and other factorsin the project firse—prior to
developing theplan. If youwait until aplanisin place, thereis so much detail that
most managerswill not question the plan—or the detail.

A project concept definesthe purpose, scope, roles, benefits, i ssues, and frame-
work for a project idea. The notion of developing a project concept has demon-
strated a number of benefits, includingthe following:

* Management can perform trade-offsat ahigh level relativeto purposeand
scope. Specifialy, the extent to which reengineeringand architectural im-
provement will be part of the project can be set.

¢ The business unit roles and responsibilitiescan be defined. Whether the
business unit will step up to thesein the project can be validated.

* Related to the roles and responsibilities,the benefits of the projectto the
businesscan be roughly estimated.
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Because management and business units have an early role and involve-
ment in setting objectivesand scope, thereis lesslikelihood of changes
later in the project.

Key interfaceswith other systems and technology can be determined.

It islessexpensiveeconomically and politically to addressissuesat this
time than to wait until the project has started.

Management gains an understanding of theissuesand potential problems
that will potentialy have to be faced in the project early. These can be dis-
cussed rationally before theissuesarise—an early warning system.

Thereis an analogy between the life cycle of systems and this approach for
projects. The project concept correspondsto thefeasibility stage of aproject. The
development of the plan can be seen as requirementsand design.

Developing a project concept is valuablefor any project management process.
The project concept alows you to do an organized analysis of the projectideain
the process. It aso helps you build management support prior to devel opinga de-
tailed project plan. This chapter deals with the devel opment of a project concept.
After completing this step you will have management approval for the project
team to beidentified and the project plan to be devel oped.

APPROACH

WHAT IS IN THE PROJECT CONCEPT?

Here are the key ingredients:

Objectives. The objectivesof the project are set. Objectiveshere mean the
impact on the business processes or technology base. Pinning down busi-
ness impacts as opposed to just completion of the setup of a system will
yield a better estimate of system benefits.

Scope. What isin and what is out of the project? Experiencereveal sthat a-
though many can agree on the objectivesof a project, much disagreement
can arise as to scope. Considerabletime will be spent here.

Roles of IT, business units, and vendors. What activitiesin the project will
each party be responsiblefor? Will they participate in evaluation,design, in-
stallation, training, and so on? Will they help manage the project? How will
issues get resolved? How will the partiesinteract with each other?

Major milestonesand task areas. Using the templateyou can develop
rough estimatesof the work ahead and milestonesthat have to be met.
Benefits, schedule, and costs. With the objectives, scope, milestones, and
tasks, you can estimatethe benefits, overall schedule, and costs. These

will not be precise, but they will help management to understand what it
Wl take.
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* |ntid issues. What are knownissues at this stage? There can be resource
shortages, business policy questions, and resistanceto the project, to men-
tion afew. Identifyingtheseissues at the start prepares everyonefor the
road ahead. If you use an issuesdatabaseand checklist, then you can iden-
tify which issues are applicableto the project.

Do you just writedown what comesto mind and go ahead?No, thisisan oppor-
tunty tofollow an organized approach and prepare some alternatives. Management
input can then be sought as to what is most suitable. An interesting behaviora phe-
nomenon occurs. Many systems people start with a narrow purpose and restricted
scope. When the concept is completed, it often is more broad and includesmore of
the businessactivitiesas well as technological support. It isimportant that as many
managers as possible beinvolvedin reviewing and discussing the project concept.
In that way you are morelikely to gain consensus and have fewer problemslater.

Thisis agood timeto be creative. Before you start nailing down the concept,
you can consider awiderangeof alternativesto addressthesituation. You may want
to avoid doing a project and address the situation some other way. Each project
stems from acombinationof business and technical needs. Here are some poten-
tial alternativestrategies.

* Do nothing.

This is important because it indicates what will happen if the project is

dropped. What will really happen if no project is done? Here are some de-

tailed questions:

—Will business units go out on their own to get other systems?

—What will bethe additional costsif the system and changes are not done?

—What istheimpact on the competitive position of the organization?How
price competitiveis the company without additional automation?

—What are competitors doing?

— Will the priceor performancedf the technology redly improveby waiting?

—If thecompany does wait, then when isthelogica timeto resurrect the
project ideain thefuture?

* Movework toanother department.

Under this dternative, the work that the project targetsis moved to another
department. Thelogic hereis that the problemsin the current situation stem
from problems within the department where the work is being performed.
—Which departmentscan handlethe work?

—What problemsin the current process can berelated directly to the people?
— Are theretraining and morae problemsthat could be addressed by this

change?
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Outsourcethework.

Instead of fixing the problems yourself, you can think about having an out-

sidefirm who is morefamiliar with the process do the work for you. Thisis

typically considered for many support functions. Consider these questions:

— Isthere acompetitiveadvantage in being able to market now that you
are not doing the work yourself?

—Is thereinternal, company-sensitive information that cannot be allowed
to go outside?

—Is thereany specid knowledge that the internal staff must have to do
thework?

—If the work were to be outsourced, what is your firm's dependenceon
the outsourcingfirm?

——What efficienciesdoes the outsourcing firm bring to the table that your
organization lacks?

—What might be the cost of outsourcing?

Changethe business process, not thesystem.

With this alternative, the procedures of the business process are updated.

Additiona training in the business processcan be done.

—What isthe current state of the businessprocess?Are the problems
related to systems and technology?

—What isthe gtaff turnover in the department?

Changethesystem, not the businessprocess.

Thisis the narrow definition of the scope of a project. The key questionis, if

you plug in anew system and keep the processthe same, will there be any ben-
efits? This can occur if the current businessprocessi s efficient. However, this
isunlikely in most cases because peopleover timetend to buildthe procedures
and handleexceptionsaround and through the system. If the new system did
not addressthe changes and exceptions, then it might not be very effective.

Automate less.

Under this alternative, you consider removing some of the automatedsystem
from use and then simplifying what is left. Why is this a viableoption? Be-
cause the business could have changed after the system was implemented.
The old system does not fit well with the new process. Also, the new process
may not be stable so that implementinga new system may yield more prob-
lemsand no benefits.

Cut down on thenumber of staff member sinvolved in the business
process.

The concept here is not to change any procedures or systems. Instead, you
consider reducing the number of peopleinvolved in the work. Thisisapos-
sihility if the overall workload dropped but the staff was not downsized.
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* Increasethenumber of staff member sinvolved in the businessprocess.
Under this alternative, people are added to the process. This might be a
short-termsolutionif the project was not approved. Adding peopleto handle
work is a traditional solution. Consider the followingquestions:

—If you added more people, how long might it takefor them to be
effective?

—What is the cost of the additional people, facilities, and support?

—What additional systems supportis required for the additional people?

—Wha happensto the error rate and rework?

» Split work among departments.
The approach hereis to make the existing business process disappear. Func-
tionsare divided and assigned to different departments. Thisstrategy isem-
ployed when companies are merged and reorganized. The thinking behind it
isthat if several departmentsalready do similar work, then some could take
on additional work with minimal impact.

* Changebusinesspaliciesonly.

This aternative requires some discussion. Business policies are the basic
rulesfor defining how the business unit will perform a business process. If
you changepolicies, you canimpact the workload dramatically. Supposethat
your firm had the practice of issuing lettersto new customersand you are
consideringa small project to automatethel etter generation. What if you de-
cided to not send out theletters because you could find no discerniblebene-
fit? Thischangeof policy eliminatesthe need for a new system.

» Changethebusinessunit organization.
The concept hereisthat the current organi zation and management are getting
in the way of the process being performed. If new management were put in
place, then the performanceof the business process might beimproved.

Consider creating atablesuch asthe onethat follows. Thefirst columnliststhe
aternatives. The second column examines how implementation might proceed.
Theimpactsof the alternativeand benefits are the subject of the third column.

Alternative Implementation Impacts and benefits

Considering these alternatives is a good idea because you can later explain
to managersand the project team al of the various alternativesyou considered.
You did not just plungein and go for automation because you are familiar with
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information systems. Let's put it another way. If you don't consider these alter-
natives, management may ask you to do so later. This will harm your credibility
and erode support for the project.

The approach for developing the concept is broken down into seven steps. Be-
causeclient-serverand other major examples are addressed|ater, several other ex-
amples will be considered here. One is the decision to upgrade PC softwarefor
office functions and electronic mail. This seemingly straightforward project can
be a nightmare. The second project consists of implementingimaging for an in-
surance company, such as Beaumont I nsurance.

SteP 1: DEFINE ALTERNATIVES
FOR THE PROJECT OBJECTIVES

A suggestion is that you begin with a very narrow systems objective. This
might typically occur in the installation and completion of a system. Nothing is
mentioned here about businessimpactsor change. I n the two examples, thismight
be stated this way:

* Example | : Upgradethe software and hardwarefor the employees PCs.
¢ Example 2: Install and test the imaging hardwareand software.

These are traditional, narrow systems goals reminiscent of past decades. Now
look under the sheets. In thefirst example, the staff will be upset and disturbed be-
causethe softwarethat they use most and are most familiar with is being replaced.
Their productivity is affected. How will al of these people be trained?How will
their current files be converted to the new software?If there are letter and other
word processing and spreadsheet templates, will these be recreated on the new
software? Who can the employees call for help and questions?It is clear that the
purpose must be expanded if you are to ensure success. If you don't do this, then
some of the questionswill not be addressed. They will fall through the cracks.

For the second examplejust installingimaging does not yield any businessbenefit.
Forms haveto be programmed so that you can employ optical character recognition
(OCR). The image software must link to the software applications and databases.
Suppose, for example, that you have loan application processing and servicing in
mind. Then you scan the loan applicationform and havethe systemfill a dataentry
screen with what it recognized. The system should route the entered application to
someonewho can determine the applicable rate and whether you will issuea policy.
These steps congtitute much more work than just ingtalling hardwareand software.

In each examplethe narrow objectiveisjust thetip of theiceberg. It isthefirst
phase of the project. It is not the project. Here are some expanded objectives.

e Example I: Implement new end user softwareand ensurethat itisin use.
¢ Example 2: Implement acompleteimage system that front-endsthe exist-
ing application processing system.



Approach 65

These are better. They are more complete. Notice that thereis much moreto
each objective. You want to keep the wording short. However, thereare still prob-
lems with these statements. No expectation or benefit isidentified. If you werea
higher-level manager, you might ask, ""Why should we spend the money to do this
project? As a project leader, wouldn't you want everyoneto keep in mind why
peopleon theteam aredoing all of this work?Therefore, you must further expand
the objectivesto includethe major benefits. Doing this, you can definetherevised
objectives:

* Example I: Implement new end user softwareto provide new capabilities
and increase employee productivity.

* Example 2: Implement a completefront-end system to increase efficiency
and improve management control.

A note on the second example. Increased efficiency comes through reduced
dataentry and ability to route the transactionsamong different employees. Man-
agement control i simproved becausethe system can track each transaction to de-
terminehow long it took to completeand the time spent in various states.

In forming objectives, here are some guidelines:

* Ensurethat the objectiveis sufficiently broad asto includethe business
role.

* Include mgjor benefitsin the wording of the objectivein businessterms.

* Employ a standardized sentencestructurestarting with a verb and ending
with the benefit.

What are the benefits of taking this approach?First, you providea convenient
way to list the various projectsso that business managers understand them. Sec-
ond, thereis uniformity. Each new project idea has to clearly identify its benefits
at the start. A third benefit isthat by focusingon objectivesin businessterms, you
are more likely to achieve benefits since the emphasisis on the business rather
than implementinga system

STeEP 2: DETERMINE ALTERNATIVES
FOR THE SCOPE CF THE PROJECT

If you havetheright objective, why is scopeimportant?Scope determineswhat
isinthe project and what is out. Through the scope you will build the major head-
ings of your project and template. Cut the scope and you cut the project. Thisis
difficult for managersto seeif they arelooking at atask plan of 500 tasksor more.

A systems and technology project idea can be viewed in a number of dimen-
sions. underlying technology, business unit involvement, extent of business
processimpact, extent of interfacesto existing systems, existing technology inter-
faces, impact on business policies, and impact on the business unit organization.
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These dimensions allow you to compare different scopes. In example 1, if the
scope of the project wasjust the systems group, then you have the chart shownin
Figure4.1. Thischart showsthat thereis virtualy no businessinvolvementor im-
pact. If you expand the scope to match the revised objective that was devel oped,
you obtain Figure4.2.

Example 2 is more complex. It was already agreed that the business processis
involved. There are additiona questionsrelated to scope. When you change the
work flow in the data capture process, you impact dataentry and servicing. There-
fore, it is natural to consider changing the organization. Becausethe new system
can automate the business rules for insurance application approval, you might
want to change business policiesto alow automatic approval if the application
meetscertain criteria.

Thefirst actionin workingwith scopeisto definealternativesand graph them as
was doneearlier. The second actionisto determinetheimpact of different scoped-
ternatives. Thefollowingtableis suggested, using your informationfor example2.

- Scope Businessimpact hoj ect impact

Imaging technology only Few likely benefits Narrow prgect with littlerisk

Imaging, work flow, linkage Somebenefits M anageable,but complex

Wak flow, organization, Asaured benefits Project becomes political
palicy, etc.

As you expand the scope, you are more assured of the benefits, but you raise
the level of risk aswell. The graphs and tablesare what you will present to man-
agement | ater.
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The third action is to employ the table and devel op alternative project ideas.
From example 2 it appearsthat the problemis how to deal with the organizationa
change. Certainly, thisinvolvesthe business unitsrathert hen informationsystems.
Here are some aternatives:

« Alternative 1: Keep the entire project asone. A problem with this approach
isthat a systems person islogically the project leader through theimple-
mentation of the system. Then a business person can take over to analyze
and implement organization change.

« Alternative 2: Split the project in two. Thefirst project ends with the use of
the system. The second projectis a business project dealing with business
policiesand organization.

How do you document the scopefor an alternative? How about another table
wherethe dimensionsare rows and the second column indicatesthe scope. For the
first project of the second dternative, you have the following:

Dimension Comment
Underlyingtechnology Network, application software
Businessunit involvement Subgtantial,at atactical level
Businessprocessimpact Limited to procedures
Existing application system interfaces Application processng system
Exigting technology interfaces Image softwar etofront-end software
Businesspolicies Not applicable

Businessorganization Not applicable
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How does an objectiverel ateto scope? You can havethesame objectivefor sev-
eral aternativescopes. The scope hastofitt he objective. Becausethe objectiveis
generd, thereis room for several aternative scopes, as was done with example 2.

You can aso prepare a spider or radar chart indicating different alternativesfor
scope. Thedimensionsfor the chart are asfollows:

* Business processes. To what extent does the alternativeinvolve the business
process?

* Benefits. What business benefitsresult with the scope of the alternative?

* Risk. What are the project risks with the scope of the alternative?

* Costs. What is the magnitudeof the cost of the project wit the scopeof the
alternative?

* Elapsed time and schedule. How long would the project take with the
scope?

* Systemsand technology. What is the degree of work and change required
by the alternative?

» Organization. To what extent doesthe business unit haveto beinvolvedin
the project to makeit successful?

* Policies. To what extent must policiesbe addressed and changed with the
scope?

You can now draw lineslinking the appropriatelevelsfor each dimension. This
helps you trade off between different alternatives. Experience shows that it isthe
scopewhere management input and discussion are most valuable.

For severd aternative purposesand scopes, you now will try to figureout costs
and benefits by developing a genera schedule. The temptation hereisto plunge
into detail. Don't succumb to this temptation. Remember that several alternatives
areavailable.

The first action is to define a high-level list of tasks based on the narrowest
scope. If atemplate is dready available, then start with it. Otherwise, proceed
from the top down and definethefirst level of tasks. Hereisa cut for example 2.

Definethe detailed project plan.

Definenew work flow and processfor data capture.

Implement imaging har dwareand software.

Design and implemented the front-end system.

Customizeand interfaceimaging softwar eto the front-end software.
Implement interfacesto the legacy applicationsystem.

Develop new proceduresand train businessunit saff.

Implement new business processand system.
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Somecommentsare appropriate here. Firgt, each task is numbered sothat itis
easy tofollow. Second, each task beginswith averb so asto indicatethe actionre-
quired. Third, the project ends with the new processin place. There are no policy
or organizationchanges. To expand the scope, you can add these tasks.

9000 Analyzebusinesspoliciesand or ganization.
10000 Implement new organization and policies.

Yau now have two task lists a a very high level. Next, determine the depen-
dencies between these tasks. Thisis your second action.

Thethird actionisto identify resourcesfor each task. Don't do this by name.
Instead, indicate the type of person needed (for example, systems andyst or pro-
grammer) and the number required for each task. Later you will refine this by
adding more tasks and more detailed resources.

Thefourth actionisto develop an estimatefor how long each part will take. Be
conservative. Base your estimate on previous project experience. Where you per-
ceiverisk, add moretime. For example, you might think that task 9000 will take
about a month. Don't kid yourself. It will take longer because human resources
and management will have to determine which people will move where. Allow
three months. The sameis true for task 10000.

With the estimated schedule and resources, you can now perform thefifth ac-
tion—edtimate the cost of the project. Many peoplefail to identify certain types
o costs. Be as complete as you can. If you require some people on a part-time
basis, include them. If you need to test hardware and software, include a charge
for the use or acquisitionand use of thistechnology.

STEP 4: DEFINE THE ROLE FOR THE ALTERNATIVES

Therole of the businessunit flowsfrom the objectives, scope, and scheduleyou
have cregted. The wider the scope, the more likdly it is that business unit role will
expand. If the scope grows to provide additiona systems functions, then this ex-
pandstoo. Toillustratethisrole you can devel op another table. Hereisapartid table
for example2.

Tak areato be performed Businessunit doing work Comments

Training of end users Dataentry and operations Requirestrain the trainer

Development of procedures Data entry Needsguidanceand support

Policiesfor automated Management Must match or ganizational
approval model

What can thistable be used for? Develop atablefor each dternativethat you
consderedin step 3. You are now in a position to discusstheimpact of scopeon
benefits, schedule, and the business unit role. Expand the scope and you expand
the role. Without this many managers opt for the wider scope. After all, it has
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greater benefits. However, the downside is the longer schedule and the expanded
businessunit role. Potential businessunit rolesincludethefollowing:

* Recurring training of employeesin business unit procedures and systems
use

Training materials for the process and system

Initial trainingin the new business process and procedures

Operations proceduresfor both the process and systems

Definition of the new business processand procedures

Comparisonof the new and existing processto get requirementsand benefits
Assessment of the benefits after the new processand system are put in place
Participationin testing and conversion

Anaysisof the current business process and identification of issuesin the
process

Noticethe order of thislist, Thisisthe order in which you should discussthe
user rolewith the business. It gainscommitment.

The same comments apply to both the IT and vendor rolesin the project. As
you define different alternatives, you can then assess how IT, business units, and
vendorswill interact and interface. If the business unit is unwilling or unableto
assumethe appropriaterole, then thisis agood timeto stop work and not proceed
with the project —unless they are committed at thestart, history in projectsreveals
that it is more difficult to get the commitment later.

STEP 5: ANALYZE THE RESULTSOF STEPS1-4 AND
DETERMINE THE RECOMMENDED PROJECT CONCEPT

Inthis step you will perform any further analysis of the work you have done.
You may still have several alternative project concepts. It isin this step that you
contact some of the managersand let them review the material to get their input
on the scope of the project. Start with a discussion of the schedule and the busi-
ness unit role. Once this is understood, move to what happens when the scope
is expanded. Use their input and feedback to modify and update the tables and
estimates.

In this step you can now identify issues that you know will appear. These sug-
gestionsfor example2 are organized by the chapter headingsin Part IV. Note that
thisis just asampleof morethan 75 issuesthat were devel oped.
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* Busnessisues
—Can OCR beéeffectiveif only asmall number of forms are programmed
(oristhisasituationin which automating5%of the formswill give you
65%0f the volume?)
—How will exceptionsin the work flow be handled?
—Do other departmentsrequireaccess to theimage?
—Can the paper be destroyed after scanning?

» Human resour ceissues
—How long will it takefor the programmersto come up to speed in pro-
gramming theimage software?
—WHd  will betheresistanceof the business unit &ff to the system?
—How will job descriptionsbe devel oped?

» Technical issues.

—What are the network requirementsto support the routing of images?
Can the current network support this workload with adegquate response
time?

—Can the application software be modified to accommodate alink to the
images?

* Vendor and conaultant issues.
—What support will theimage vendor provide?
—What support will the vendor of the insuranceapplication software
provide?
— Are thetools provided by the different vendorscompatible?

As aresult of discussingissues, management gains a better understanding of
the challengesthat will haveto befaced. Theissue discussion may lead backward
toreviseearlier steps. In general, issuestend to bring peopledown to earth so that
itislesslikely that there will be problemsin management and user expectations
later. Also, when some of theissueslater emerge, then thereis less surprise.

In this step you seek agreement to develop the project plan and more detailed
budget. Here management hasthe opportunity to view the project concept without
massivepressure to get the project underway. Remember that you seek agreement
on objectivesand scopeand the other items. The approval of theresourcesand de-
tailed plan will come later.

Assume that you have already obtained some management feedback from the
previoussteps. What are the detailed god s here?
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* The business unit management must commit to the project.

* Information systems management must support the project in terms of
making resourcesavailable and juggling prioritiesto support interfaces, the
network, and so on.

¢ Upper management must see the benefits and resourcesrequired.

Business unit commitmentis revealed in the roles defined in step 4. Thereis
commitment from upper management in the unit as well as from middle-level
managersand staff.

Hereisauseful seriesof actionsthat you can take with respect to management
presentations. The first step is to get information systems support for the project.
You can usetheissuesthat you haveidentified in the previous step to indicatethe
type of support that you require. If you fail here, then it may be becausetheinfor-
mation systems unit placesahigher priority on other work. Management may feel
the same way. The project concept is dead in the water.

Let's assumethat you havepassed thisfirst hurdle. Turn to the businessunit next.
Approach the businessunit managersthat you have been in contact with and inform
them that you desire to present the project concept to a wider audiencein the busi-
ness unit. You are attempting to reach the peoplein the departments that will be
working with the new system. Y ou want their support to buttressthe support of their
own management. They can aso provideyou with moredetail s about benefits.

After you have lined up information systems and the business units, then ap-
proach individual upper-level managers either directly or through intermediaries.
When you come into a management meeting for support, introduce the project
and then turn it over to the businessunit manager first. The business unit manager
can indicate the benefits and the business unit's commitment to the project. The
information systems manager can follow indicating that the approach isfeasible,
doable, and can be supported.

EXAMPLE: ASTRO BANK

Theinitial work started out badly. Recall that there were two systems groups.
The distributedgroup plunged in and devel oped a project plan. It was too narrow.
Not only did it leave out the legacy system tasks, but it neglected changesin busi-
ness procedures, policies, and organization. The plan was rejected. The approach
was to hold several planning sessionsto determinethe scope of the project. Most
people agreed on the overall purpose. The problem initidly was the scope. The
application was an on-lineservicing front- and back-end system to an installment
lending legacy system. Some of the questionsthat arose were the following:

* Will changesbe madeto the legacy system sincethelegacy systemsteam
was going to haveto do work to support theinterfacesto the on-linesystem?
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» Will the business unit do loan servicing at its branches as was the case? Or
will servicing be centralized?

* |sthetelephonesystem to be modernized to support both incoming and
outgoing calls on amore automated basis?What are customersableto do
for themselves?

Answers to these questions determine the extent of benefits. If the business
process, organization, and telephone system are left intact, then there are few
benefits. However, both systems groups felt uncomfortableabout expanding the
scope to these areas. A second meeting was conducted with these managersand
the business unit responsible for installment lending. In this meeting the scope
was expanded to include all of the elements mentioned.

With the scope settled, the responsibilitiesof the business unit were addressed.
At the start of this discussion, the business managers indicated that they had no
saff or timeto spare. They wanted the systems groupsto do documentation, test-
ing, and training. It was pointed out that (1) this would delay the implementation
by months and (2) the support provided by systems in these areas would not be
business specific. Reluctantly, the business unit manager committed to the role.

At the next meeting, the purpose, scope, and roles were reviewed. Attention
then drifted to the schedule and benefits. The business unit manager was reticent
to sign up for specific benefits. To get down to details and resolve theissue, the
outline of the new business process for servicingin a centralized mode was de-
veloped. Thisled to a comparison with the current process and the identification
of the saved steps and labor. The business unit was assigned to then define the
benefits.

When the schedule was presented, mgjor problems erupted over sequencing of
the project. Will the new system be implemented first? Will the telephonesystem
be installed?Or can the staff and servicing be centralized? These were the most
important questions after the scope. In the end it was agreed to centralizefirst.
This might standardize proceduresand alow for the organization to become sta-
ble. Then the telephone system can be installed. Finally, with the organization and
communicationsin place, the system can beimplemented.

A later meeting was devotedto defining theinitial list of issues. Morethan 100
business, technical, and policy issueswere defined. Some of the following issues
were raised:

» What will happen to the staff in the branches?

* What access does the branch need to loan dataif therewere a central ser-
vicing area?

¢ What wasthe bank’s policy on therole of the branch staff?

¢ Do any other business unit staff members require accessto the new system
beyond those in the servicing center?

* How will thetransitionat each stage be done?
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« Who will serve as the project leaders?
* What will happen to the backlog of user requestsfor changesto theingtall-
ment loan legacy system?

Note that if the scope had been narrowed to the system, most of these issues
would disappear. The network would have had to be extended to hundreds of
branches to support servicing.

E-BUSINESSLESSONS LEARNED

The project concept is essentia in e-businessprojects. Management typically
seese-businessimplementationasan I'T project. Itisnot. IT work isquitelimited
compared to the overall scope of the effort required. Some of the elements that
typically haveto be addressed are the following:

Changesin marketing strategy and policies

Definition of sales, promotions, and discounts

Changes to existing business processesto make them synchronized with
e-business

« Organization changeto support e-business

 Definition of new business processesto support e-business

Suppose, for example, that you are a retailer moving to the Web. You would
have to handle orders, customer service, returns, refunds, discounts, billing, and
other transactionsdifferently to support e-businessin many cases. The techniques
used in the preceding stepsturn out to be very valuablein determiningtheimple-
mentation strategy. Some additional commentsare asfollows:

* By discussingalternativeobjectives, you can mesh the implementation
with the overall strategy of e-businessfor thefirm

» Through comparing alternativesfor scope, yuo can see how much will have
to be changed.

* Theissuesanalysis pavesthe way for a more realistic assessment of the
schedule.

GUIDELINES

« When defining an objective, if the wording of the objectiveis too complex,
then consider breaking it into several projects. For example, supposeyour
objectivewas, "' Implement a client-server system and wide area network so
asto improveour competitiveposition.” You can simplify the objective by
establishingthe client-server system and the wide area network as separate
projects.
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The objectivesand the scope do not have to match. The key is that the ob-

jective be covered within the scope. The scope gives you room to work

within, while the objective providesfocus.

When expanding the scope of the project idea, remember that often you

will have to extend the scopein severa dimensionsto be consistent. For

example, if you wish to includethe manual stepsof the business processin

a project, then you are likely going to want to includethe other systems and

PC-based tools used in the business unit.

After defining potential issuesin each of the preceding categories, you can

rate them according to different criteria:

— Importanceto the project overall

— Importance at the start of the project

—Impact if theissueis not addressed

— Organizations, technology, business process, policy, and so on involved
in theissue.

To show how important theseissuesare, select oneissue of importance

early in the project, develop alternativesolutionsfor the issue, and then de-

finethe impactson the project for each solution.

WHAT TO DO NEXT

1

For acreativeexercise, consider looking aroundfor a potential small proj-
ect. Examinethis potential projectin termsof the alternativesdefinedin
the chapter. Develop the table that was presented.

Take several projectsand seeif you can formulatethe objectivesof each
project.

. Consider one project that is not meeting its schedule. Definethe purpose

and scopeasthey wereat the start of the project. Now do the samething
for the current state of the project.

. For a project with which you are familiar, devel op the scopein terms of

the charts and tablesidentified in step 2.

. Drawing on the previous exercises, define the business unit involvement

that is both possibleand feasible. What types of resistancedo you think
that you might encounter?

. Develop aninitial list of issuesin the categoriesdefined earlier.

SUMMARY

This chapter helped you to devel opthe concept of aproject prior to developing
a plan. Even if a new project management process that recognizes the project
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conceptisnotin place, itisvery useful to think through the steps presented in this
chapter. Doing so will solidify your support for the project. Another benefit is that
a project concept provides a framework for developing the project plan later as
well asfor enlisting people to be on the project team. Devel oping the project con-
cept can save you time and avoid issues later. The project concept alows man-
agement to put the objectives, scope, roles, and other elementsinto clear focus.
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The Right Project Leader

INTRODUCTION

With larger and more complex IT projects, companies face formidable chal-
lengesin attracting, managing, and supporting project leaders. Some of the ques-
tionsthey must answer includethe following:

e How will new project leadersbe found?

« Will there be a project officeto direct al projects?

What autonomy will a project leader have?

How will projectleaders be trained?

How will we cope with project leader turnover?

How will we deal with a shortageof project leaderswhen the projectsmust
till continue?

e How will analysis be performed across projects?

Theseare but afew of the questions many firms havecited in surveys. The pur-
pose of this chapter is to examine the role of the modem systems project leader.
Thisis different from traditional approachesin that therole of the project leader in
systems and technology projectsis different today from what is was 10 years ago.
Today, there are moreissues involving business units, processes, and external fac-
torsin addition to new technology.

The scope of the chapter is wider than the traditional approach that concen-
trated on dutiesand gave too much attentionto the mechanicsof project planning.
The duties of the project |eader a so change within the project as implementation
isfinaly reached. For example, for somelarge projects, it may be useful to havea
separate project leader for the implementationand rollout of a systemto alarge
business unit.
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To highlight the differencesbetween traditional and modem, let's examinethe
traditional project manager. Individualsin information systems started out in a
technica role. They might have been systems anadysts. The systems manager
might select one to be the manager of a small project. Preparation and training
was limited. Often, people were just thrown into the situation. They might have
been offered sometrainingin project management. Thistraining typically focused
on project management concepts: GANTT, PERT, CPM, and so on. Each project
manager was on his or her own. Project managersreported to the I'T manager and
resolved problemsone-on-onewith the manager. Thetraditional approach worked
because projects were mostly independent of each other. The business unit had
little dependence or involvement. Life was smpler. When a large project came
along, the same method was used. This method of managing project|eadershad a
number of shortcomings that persist today. Look at the followinglist to see how
many apply to yourfirm

* There are no common schedulesor approaches across proj ects because
each managerison hisor her own—making it difficult toroll up data
acrossprojects.

e Thereis no sharing of information. Sharing of information might be seen
asasign of weakness.

* Only mechanical-technical training is availablefor project managers.

* Thereisalack of coordination on solving problemsamong projects. Prob-
lems are solved one at a time on an ad hoc basis.

* Thereare no standard approachesfor reporting on projects. Each project
manager can determinehow to report.

* Project managers use adifferent variety of softwaretools.

¢ Nolessonsarelearned from projects.

APPROACH

To make this discussion more useful and interesting, project manager topics
have been organized around key questionsthat you would ask.

WHAT SHouLD YOU LOOK FOR IN A PROJECT LEADER?

Hereisalist aong with comments.

* Problem-solving ability. The most important attributeof a project leader is
the ability to identify and solve problems. This capability in systems proj-
ects requiressome technical knowledge, business knowledge, ability to
work with people, and good anaytical skills for evaluating problems. How
do you detect this ability?Instead of asking someone about their achieve-
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ments, ask what typesof problems havethey solved. After they mention

some, then pose thefollowing questions:

—What werethe symptoms versus the problems?

—What alternativesdid you consider in analyzing the problem?

—What decisionswere made about the problem?

—Wheat actionswere taken from the decision?

—How did it turn out?

—If you had to do it over again, what would you do differently?

Learning curve. Doesthe person have alearning curve wherelessons

learned and experienceare reflected in better work as a project manager?

How do you test this? Ask how the project the person is managing now dif-

fersfrom the one that he or she managed for the first time?

Seeing a project through. A person can be a genius, but project leaders

must have the willingness and staminato see a project through to the end.

Try to determineif the person changed between projects. Don't ask why

the person switched. Instead ask, ""Will you describe both projects—the

one that you left and the one you went to?

Being able to work with others. In the past, this meant being able to work

with technica staff. Thisis still important, but asimportant are abilitiesto

work with other project leaders, line managers, and upper management.

Here are some questionsto test this ahility:

—How did your recent projectsinterfaceto other projects? What issues
arose between projects? How were these resolved?

—How do you foresee working with other project leaders?If you were as-
signed to help ajunior project leader, what would you do?

—What is your approach for making presentations and communicating
with line managersof business units?What kinds of contactsand what
was the frequency of contact that occurred?

—What do you think are the most challenging aspectsof managing highly
productive technical staff?

—In what ways did you interface with upper management? How did you
approach management to resolveissues?

Business experience. In amodern organization, it is very important that a

project leader have business experience. It would be helpful if the candi-

date has managed a line organization. Project |eadersmust be comfortable
with business processes, personnel issuesin line organizations, and manag-
ing business unit employees. Thisis at |east asimportant as technical
knowledge.

Technical experience. Thisdoes not necessarily refer to programming or

operationsexperience. You first have to ask how you would have the leader

apply the knowledge. First, the leader would need to be able to understand
and analyze problems. Second, he or she would participatein the project
team by doing some of the work.
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if possible. Here are some questionsyou might pose:

—What were the longest and shortest projectson which you worked?
What were the differencesbetween these projects?

—What was the most interesting project?What was the most boring proj-
ect? Why?

—What were the most challengingissuesthat you faced?

Administrativeabilities. This can come further down on thelist. Included

are knowledge of project management softwareand other tools, as well

asthe ability to do analysis, prepare budgets, and completeother similar

work.

How D o Yau FIND AND SELECT PROJECT MANAGERS?

Here are some guidelines:

Keep alist of potential candidates— both internal and external. Consider
peoplein business units as well as those within informationtechnology.
Delay appointinga project manager until the project conceptis defined.
Thiswill give you moreinformation about the project so that you can pick
the best candidate.

Quiz the candidates based on the objectives, scope, and issuesthat surfaced
in the development of the project concept.

Create a table that comparescandidates with areas of risk in the project.
The rows are candidates and the columns are the areas of risk identified
throughissuesin the project concept. In the table enter the numbers1
through 5; the higher the score, the better you feel that the candidatecan
addressthe area of risk. You can also rate each area of risk on the same
scale. If you now multiply the rating of therisk by the candidate'srating on
that issue and then sum these, your total score should indicate how the can-
didate would be ableto address therisks.

Once you havealist of candidates, then prepareatable such as thefollowing.
In the column labeled " Importance” put in a 1 through 5, wherelislow and 5 is
high. Rate each candidate on the same scale. Then multiply the rating for impor-
tance by the rating for the candidate to get a total score. In this example, candi-
date 1 is preferred based on this candidate's higher score. Had administrative
ability been highly rated and problem solving lower rated, the choice might have
been candidate 2.

Attributes Importance Candidate 1 Candidate2
Problem solving 5 5 2
Learningcurve 4 4 2

Seeing project through 4 4 3
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Attributes Importance Candidate 1 Candidate2
Work with others 4 4 5
Businessexperience 3 4 3
Technical experience 2 2 5
Project experience 3 3 3
Adminigrativeabilities 1 2 5

WHAT ARE THE DUTIESOF A M ODERN PROJECT LEADER?

You might expect to see alist of dutieshere. In systems projects, this does not
make much sense becausethe duties vary depending on the phase of the project.
Let's defineduties according to the following phases:

* Initial project kick-off. Thisis the period that beginswith the appointment
of the project leader and ends when the plan is approved, the teamis ap-
proved, and work has begun.

* Preintegration phase. Thiscoversfeasibility, analysis, design, software se-
lection, and software development up to integrationand testing. It alsoin-
cludesarchitectureand infrastructurework. It aso includes work related to
business processes.

* Integration and implementation phase. Covered here are integration, test-
ing, business unit procedures, policies, training, conversion, and cut-over to
the new system.

* Postproject phase. Thisincludes closing out the project, gathering the
lessonslearned, and going on to the next project. However, note that
lessonslearned must be gathered along the way. If you want until only at
the end, peoplewill have moved on to other work.

Now you can dividethe dutiesinto categories:

* Major duties. These are the mainstream responsibilitieson which project
leaders spend most of their time.

» Administrative duties. These are the overhead functionsthat are significant
in supporting the project.

» Background duties. These are duties that the project leader will be doingin
the background. Examples are performingwork in the project and ensuring
that methodsand toolsare being used properly.

Why are these categories used? If you are going to be an effective project
leader, then you must manage your time and be very aware of priorities among
tasksin these categories.

You can now build a table such as the one in Figure 5.1. The rows are the
phases and the columns are the categoriesof duties. Each of the table entries can
now be discussed.



Phase\Category Major Adminigrative Background
Kick-off e Developplan e Setup project files e Collect information on
e Assembleteam e Esablishelectronic other projects
e Setmethodsand tools communicetionstools e Coordinatewith other
e Beginwork project leaders
o Resolveissues
Preintegration e Resolveissues o Updateproject status Performwork on project
) Morgtor actud work and * Make presentations Track statusof related
quality _ on project projects
o Peformmarketing  |o Anayzebudgetvs actud
¢ Interact with businessuits
and other systems managers | Coordinate with
Resolveresourceconflicts unit
I ntegration-implementation Resolveissues ¢ Coordinatewith *  Peaformwork on project
Monitor actual work and other projects e Track statusof related
quality _ e Updateproject status projects
o Perform marketing e Andyzebudget vs actual
o Interact closdly with e Makepresentations
business units on project
Resolveresourceconflicts
Postproject Congtruct lessonslearned Close out project files Ensurethat team getscredit
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* Kick-off

Majal:

—Develop the plan. Here you will develop the plan and gain management
approval. It is assumed that the project concept has been devel oped. If it
has not, then this would be an additional duty here. Included in develop-
ing the plan isthe marketing of the plan as well.

—Assemble the team. Thisincludes finding the team members, negotiating
availability, providing motivation, and building a team atmosphere.

—Sat methods and tools. Thereare two areas here. Oneis the methods and
toolsfor managing the project. The other consists of those methods and
tools that pertain to doing the real work in the project itself. Included
hereisthetraining of the saff in the methodsand tools.

—Begin work. Work on tasks begins. It is here that the project leader
builds a pattern of how work will be reviewed and how it will be coordi-
nated as a team effort.

—Resolve issues. The scope coversidentification, analysis, decision mak-
ing, implementingactionsfrom the decisions, and measuringthe results
of the actionsand decisions.

—Build communication with line managers and upper management for the
project.

—Assess and createties with other related projects and work that impacts
your project.

Administrative.

—Set up projectfiles. Thisincludesall project setup: paper files, electronic
files, databasesfor issues, actions, and lessons|earned, and so on.

— Establish electroniccommunicationstools. The project files must be es-
tablished on the network. How el ectronic mail, groupware, the Internet,
and other toolswill be used are determined and implemented.

Background.

— Caollect information on other projects. Your project doesnot existin a
vacuum. Y ou must establish coordination, share project information, and
collect informationon other projects.

— Coordinate with other project leaders. Get to know the other project
leaders. Establish a working relationshipwith them.

e Preintegration
Majal:
—Resolve issues. Same as above.
—Monitor actual work and qudity. You will have to monitor all work and
determinetests of quality, completeness, and performance.
— Perform marketing. Thisisamajor duty because you must unceasingly
work with upper management, business units, and other systemsmanagers.



84

Chapter 5

— Interact with business units and other systems managers. Thisis the de-
tailed interactionon specific systems activities. In this phasg, it tendsto
focus on the business process that is going to be supported by the new
system.

—Resolve resource conflicts. Allocation of resourcesand follow-up are
two mgjor tasks here.

Administrative.

— Update project status.

—NMéake presentations on projects. This can includeinformal and formal
presentations on issues, status, budget, and benefits.

— Compare budget to actual anaysis.

— Coordinate with business units.

Background.

— Perform work on project. A project leader must do work in the project.
Typicaly, thiswould bein the areas of systems analysisand design.

—Track statusof related projects. You must determinethe impact on your
project of work and slippagein other projects.

I ntegration and implementation

Major:

—Resolve issues. I ssues here tend to be very important becauseyou are
getting closer to going live with the system.

—NMonitor actua work and quality. In this phase you are overseeing the
work of the business unit staff aswell as systemswork in other projects.

— Perform marketing. Marketing here includeschange control and ensur-
ing involvement in the project.

—Interact closely with business units.

—Resolve resource conflicts.

Administrative.

— Coordinate with other projects. Coordination today often meansjoint
scheduling of work in this phase.

— Update project status.

— Compare budget to actual anaysis.

—NMéake presentations on project.

Background.

— Perform work on project.

—Track statusof related projects.

Postpr oj ect

Major.

— Congtruct lessonslearned. Although you are gathering lessonslearned
throughout the project, it is here that you have the timeto put these
together.
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— Support placing project members. Asthe project leader, you oweit to
the team membersto help them migrate to other work.

—Measurethe benefits of the project. You will develop statisticson the
tangiblebenefits of the project.

Administrative.

— Close out project files.

— Prepare personnel evaluations.

Background.

— Ensurethat team gets credit.

— Prepare cost-benefit analysis.

How Do THE DUTIES SHIFT DURING
THE LIFE OF THE PROJECT?

Note that there are many similarities between the preintegration and integra-
tion phases. The toneis quite different, however. In the preintegration phase, the
emphasisis on internal devel opment and work within the team. In the integration
phase, thefocus moves outsideto the business unit and other systemsareas. These
differences point to the potential benefit of having separate or multiple project
leaders because the preimplementation phase of alarge project can be quite dif-
ferent and placedifferent demandsas compared to theimplementationphase. This
isatelltalesign of why some projects can appear successful during devel opment
and then fail miserably in implementation.

How can you usethisinformation?If you have a project concept, then you can
assesswheretheriskis. Isitin theearlier work or implementation?The answer to
this question can be employedin selecting a project leader.

What do you need to know to be a project leader? It obviously dependson the
natureof the project. Here are some examples:

* Knowledge of the business process. If the project is tied to a business
process, then knowledge of how that process works, the exceptions, the
policies, and the procedurescan help.

* Technical knowledge. You should have some knowledge and at least limited
experiencewith the systems and technology that are being employedin the
project.

* General project knowledge. Thisis your background and knowledge of the
projectsin your organization. Included here isinformationon how the proj-
ect management process works.
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HowDoY ouBecomME A PROJECT LEADER?

Itiseasy to be discouraged. Managers will tell you that they want experienced
project leaders. Yet if you can't get experience, then what do you do? Here are
some suggestions:

* |n aproject team, volunteer to take on issues. Gain problem-solving
experience.

 Volunteer to take notesand perform project analysis. Thiswill give you ex-
periencein different aress.

» Create several accurateversions of your resumefor line and project assign-
ments. Asyou will see, theseare quite different. The line resumegives at-
tention to the business process and humber of people managed. The project
resumefocuseson the benefits, size, and hurdles overcomein the project. It
is more difficult to get a project leader job with aline-manager-oriented
resume.

* Come up with some project ideas and submit theseto a friendly manager.
Therisk hereis that theideamay be given to someone else. Therefore,
pick some subject that peoplewould not be attracted to. Hereis a good
ideafor you: Gather and organizelessons|earned from various projects.
Thisisatask that many do not care to do becauseit appearsto be too
mundane.

* Get familiar with the project management processin your organization.

L earn about other existing projects.
 Collect informationon issues. Thismay provevauablelater in a project.

In many situations there are severa systems projects that are highly inter-
related. How do you manage al of these if you have project leaders who are
equals in each of the projects? Consider creating the role of the superproject
leader. Thisis a person who oversees dl of the projectsin terms of dependencies
and issuesamong the projects. The role does not includethe detailed management
of each project. That remains with the individual project leaders. Examples of
superprojects are the implementation of an ERP (enterprise resource planning)
system, process improvement, and e-business.

In more detail, here are some examples of duties:

* Performanalysis acrossprojectsin termsof resourcesand schedules.

* |dentify and track issues that cross multiple projects.

¢ Conduct meetingsamong the individual project leadersto shareinforma-
tion, resolveissues, and disseminate |lessons|earned.
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What are the trade-offshere? Creating a superprojectis probably agood ideaif
you have an application systems project linked closely to a technology infrastruc-
ture project. An example might be client-server applications with a wide areanet-
work deployment. On the positiveside, you dedicatemanagementresourcesto the
projectsasagroup. Thisfreesup managementfrominvolvementin thedetails. Is-
sues among the projects tend to be resolved faster. Work quality may be better
with more supervision. On the negative side, you incur the added cost. You also
create problems when other projects, which are not in the group of projects, have
to interface with a project in the group. Management can become too removed
from the projectsas well. Overdll, is it a good idea? Experience indicatesthat a
superprojectleader concept should only be employed under exceptional circum-
stanceswhen there are few dependencieswith other projectsnot in the group.

In a superproject you divide up the project into large, but manageable sub-
projects. These subprojects can be based on responsibility, risk, or phase. In each
subprojectd| of the responsibilitiesdiscussed before apply.

How Do THE RESPONSIBILITIESOF A MANAGER
OF A SMALL SYSTEMSPROJECT DIFFER FROM THAT
OF A LARGE PROJECT?

Some might say that thereare major structural differences. Experienceindicates
that much of the differenceisamatter of degree. | ssues are morefreguent and im-
portant in larger projects. There are more people with whom you must coordinate
and work. The technology can be more complex. Therecan be moreinterfaces.

Keep in mind one important factor —sizeis not asimportant as risk. You can
have small projectswith high risk and large projectsthat areroutine. Another fac-
toristime. If a project startssmall, it can grow. If the work was begun without a
project structure, then when this growth occurs, it becomesdifficult to retrofitthe
work as a project. Peopleon the team may feel that they are being penaized by
having the bureaucracy of a project laid on top of them.

When should there be a project and project leader? From lessons learned, not
every piece of work isor can betreated as a project. If you create too many proj-
ects, then you will spend much more time managing these projects and | ess atten-
tion will go toward minimizing risk. A guideline hereis that work that involves
multiple departmentsor key business processesshould be treated as a project. If
thereis a short project within one department that impactsno other area, then it
can be handled as work in the department with support from IT.

Theresponsibilitiesof the project leader for asmall project then arethe sameas
that of alarge project. The goals are aso the same: to minimizerisk, to get the
work done on time and within budget, and to ensure quality and performance.
When you consider alarge project, you want to consider the handling of multiple
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issues and interfacesat the sametime. This will affect your selection of a project
leader. However, it is not alwaystrue that junior project leaders are only suitable
for small projects, becauseyou can havelarge, routine projectsthat do not require
extensiveexperienceand expertise. An examplemight be deployingnew versions
of PC softwareacrossalarge organization—alot of work, but often with limited
risk. The dominant factor isrisk and the number, type, and severity of issuesrather
than size.

WHAT Is THE ROLE OF THE PROJECT COORDINATOR?

The project coordinator and the project office concept have been describedin
previouschapters. In either case, the modem role centerson the goal of ensuring
consistency and quality of project management acrossall projects. Dutiesto sup-
port thisinclude the following:

* Train and providesupport to individual project leaders.

» Develop and maintain project templates.

» Monitor the project informationand state of the projects.

 Support the identification and resolution of issues.

e Maintain and disseminate lessonslearned acrossthe organization.

 Coordinatethe sharing of project informationand resourcedeconflicting
among projects.

» Perform project what-if anaysis.

* Make presentationsto management on specific issues, project status, and
trends.

* Monitor the use of project management softwaretools and recommend up-
gradeswhenever appropriate.

Moving up from the individual coordinator, you can expand the role to the
project office. The project office performsthe same duties as the project coordi-
netor —it isamatter of scale. Some questionsto answer are these:

* What isthe number of projectsthat you anticipateover the next threeto
fiveyears?

* |stheinformationsystems unit going to provide project management sup-
port to other parts of the company?

* Arethe projectssignificant in termsof businessimpact? Do they cross mul-
tiple departmentsand divisions?
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The reason for the first question is obvious. The second question addresses
whether the information systems organization is going to provide support outside
of narrow informationsystems projects. The third question addresses the extent of
communicationsand exposurethat information systems has.

The project office entails more overhead and expense. Moreover, it runs a
greater risk of being bureaucratic. With a project coordinator you can rotate the
job functionamong different people. The project coordinator roleis also useful in
bringing new peopleinto project management. Thisis less true with the project
office. The danger here is to create a clerical, mechanical, reporting nightmare.
The offset isthat if you answer the previous questions positively and with alarge
number of projects, then you are more likely to benefit from a project office.

Here are some guidelinesin managing a project office:

* Rotatethe staff frequently in and out of the project office.

* Review al reportsand requirementsplaced on the project officeto ensure
that the workload is necessary, meaningful, and has value.

* Segment therolesof the project office (see the project coordinator list)
among different people so that you have accountability.

* Insist on measurement of the project officein terms of how long issuesand
SO on remain in the project office.

» Allow project managers to approach a specific manager if they are running
into problems with the project office.

Thisisessential. There are not enough good project leadersto go around. Fur-
thermore, more of the IT projectsare intertwined and interdependent. This may
lead you to think that managing multiple projectsis good. However, follow some
guidelinesand lessons|earned.

* Make sure that the projects do not conflict with each other for resources.
Otherwise, you will find that the project manager is setting prioritieson his
or her own. Management hasless visibility and might have a different opin-
ion of what can be done.

* The projects should not involvewiddly different technol ogies. This spreads
the manager too thin. For example, you might not want a manager to han-
dle an intranet project and alegacy system project in which thereisnoin-
terface between the two.

* The projectsshould involve the same business units. Projectsthat involve
different businessunitsface several risks. First, the manager must interface
with more managers and so will be spread thin. Second, there are probably
additional projectsthat interface with the same managers. This can create
confusionwith the business unit managers.
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SOURCESOF FAILURE FOR A PROJECT LEADER

From years of observing systems projects, the following factor factors can
causethe project leader to fail. Monitor yourself to ensure that you are not falling
into any of thesetraps.

» Dealing with issuesas they arise. Thisis areactivemode and very danger-
ousin systems projectswhere there are many interdependencies. For ex-
ample, if you makea decisionon aclient interfacefor a client-server
system, it may havefar-ranging impactsacrossall client-server applica-
tions. You must analyzeissuesin groupsas opposed to individualy.

¢ Spending too much time in project administration. Thiscan cover many
areas. You can spend too much time with management and not enough
with the team. You can bury yoursdlf in project management software.
Your timeis zero-sum—that is, when you spend it in administration,it de-
tractsfrom the timein doing work and addressing issues.

« Spending too much team contact time on status. Project |eaders who are not
comfortable with the technology often retreat to hammeringthe team on
project status. Consider the manager in the Dilbert cartoon strip.

* Becoming obsessed with the schedule and percentage complete. In these sit-
uations, statusand progress take the front seat and quality and real perfor-
mance arein the back. It is a problem becauseit just delays when problems
will be addressed.

e Micromanaging the project. A technically oriented project manager may
lean toward managing each detail of the project. One manager had d1 pro-
grammers submit code written during the week and reviewed it all on the
weekend. It got programming results, but design and implementationissues
were not addressed.

* Failing to address outstanding issues. Some managerswork on theK of N
reliability system. That is, if K out of the N issuesare addressed, then they
feel comfortablethat they are on top of the situation. The problem redly
liesin the oldest outstandingand most severeissues. Not resolving these
can have a major impact on the entire project.

* Failing to get involved in the project work. Even if you are not technically
inclined, you can still perform some of the systemstasksrelated to analy-
sis, design, testing, documentation, training, and so on. It is useful if the
project leader works closely with the business unit staff. This shows that
the manager is hands-on and givesthe manager a better ideaof what is
happening in the business unit.

e Tweaking the project plan or making toofew changes. On the one hand,
you can drive peoplecrazy by changing the project plan too frequently. On
the other hand, you lose touch with redlity if you don't changethe plan to
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fit reality. The recommendationhereis to makefewer, mgjor changesto the
scheduleso asto beflexible and providestability.

Getting carried away with the technology. The project leader who fallsinto
thistrap gets enamored with new technology and divertsthe attention of

the team toward the technology. After afew episodesof thisbehavior, team
performancecan be affected.

Several suggestions for successin the project leader role have been given a-
ready. Here are some additional successfactors:

Continue to learn and grow technically with the project. Many project lead-
erslet their technical knowledge and skillsbecome obsolete. Don't let this
happen to you.

Be infrequent informal communications with line and upper management.
Thisincludesnot only addressing problems and opportunities, but also
communi catinginteresting project storiesand status.

Know what is going on in the project at all times. Thisincludeswhat
peopleare working on, what issues are active, the status of the project, and
upcoming milestones. Be prepared to answer almost any question on a mo-
ment's notice.

Work with team members individually. Although team communi cationsand
work are very important, much of systemswork isindividual. Take careto
keep in touch with each person as an individual. Go to your team members
officesand chat casualy on aregular basis.

Use the team to identify issues. Perform much of the analysisof issues
yourself. Allowing team members to suggest issues that can lead to prob-
lems or opportunitiesgives them alarger role in the project. It addsto their
commitment. On the other hand, be very careful about delegatingissuesto
team members. They may have too narrow a perspectiveand lack organiza-
tion and political knowledge.

Project management is political — dont forget it. Acrossall projects, man-
aging projectsis and has alwaysbeen political. Remember that projects
typically mean change. Change can be threatening and disruptive. There
can beresistance. Groups and departmentsmay fight for resources. These
situationsare just afew examples of how politicsentersinto project
management.

How do you cope with the politics? Experiencerevealsthat thisis one of the
biggest challengesof project management. It is closely tied in with the ability to
solve problems. In order to solve a problem, you must market and implement a
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solution. Politicsa so means getting along with peoplethat may detest you or the
project. Because of shifting roles during the term of a project, you cannot afford
to alienate or get people angry. If you win an argument, you may later lose the

war.

Consider the following examples:

Line managers. These people may havelittleinterestin the project. They
seeit asdisruptive. They may fear technology. Work with them and espe-
cialy their people through the project to gain their confidence.

Upper management. Frequent, informal contact where you convey status,
issueinformation, and lessonslearned will get their interest in the project
and gain their support.

Systems managers. Some may feel that you have a moreinteresting project.
Others may resent the high priority that your project has becauseit robs
them of their people.

How D oY ou MEASURE A PROJECT LEADER?

Here are some questionsyou might ask related to a project leader:

How much timeis being spent on the major activitiesversus administrative
activities? Too much time on administrative matterswill detract from work.
What is the age of the most severe unresolved issuein the project?If itisa
long time, then the project leader may not be addressing the issues.

Isthe project leader aware of the exact current state of the project?

How often does the project |eader communicatewith upper management
about the project on aninformal basis?

What is covered in project meetings? How long do the project meetingslast?
What i s the turnover and mood of the project team? Do peopleon the team
jump at the chanceto work on other projects?

What is the mixture of time spent on issues, communications,work in the
project, and administration?The sequence hereis probably the desirable
ranking of priority.

How does the project eader communi catewith the team and departments?

EXAMPLES OF PROJECTLEADERS

One of the best and most capable project leaders encountered is in a high-
technology manufacturing firm. Heisone project leader among literally hundreds.
Why does he stand out? He saw that there was a need to modernize the project
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management process acrossthe company. He devel oped the concept and marketed
it to managementover the period of 18 months beforeit was accepted. Heimple-
mented the new process in about 35% of the company. It was very successful. It
was built on asaresult of many people accessing project information and updating
their own schedules. The system allowseveryoneto see each schedule. The proj-
ect leader al so salvaged the project office and changed it from a bureaucratic,con-
trolling group into a proactive supportive group. His success was rewarded with
another project involving international communications. What were his strengths?

* Hedemonstratedinitiativeand creativity and developed many of the de-
tailedideason hisown.

* Hestuck through the rough early days of the project when there was a great
deal of resistance.

* He was successfully ableto work with everyonefrom techniciansto upper
management.

Did he have enemies? Was the atmosphere political ?The answer to both ques-
tionswasyes. He ended up spendingover haf of histime marketing and handling
issues. Toward theend of the project, he spent less than 10% of histime compl et-
ing project tasks due to the need to overcomeresistance.

Thisis a person who began work driving ataxicabin New York City. He was
very street smart and savvy. He learned project management on his own while
working in a bank. Hethen moved up to becoming a senior vice president. He also
handled projectsin insurance, manufacturing, and softwaredevelopment. He was
very demanding, but very fair. He took no credit for anything and gave credit to
the team. He built up tremendousloyalty among his staff. When he changed jobs,
people clamored to follow him. His secret as a systems manager was to run all
major and most minor work as projects. To him, everything becamea project. He
developeda sense of being ableto detect risk.

E-BUSINESSLESSONS LEARNED

As was noted, e-business projectstend to be large. Moreover, they are redly
programsin that once you start e-business, you cannot drop the ball and say that
the project isfinished. Ongoing work is required to keep the firm competitive. For
thesereasons, you should consider having two project|eadersover theimplemen-
tation overall. One should be businessfocused. The other can be I'T focused. Why
do you need two project leaders?Onereason is that e-businessis so important that
you cannot afford to not have backup. Second, you need a very broad range of
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skillsand knowledge. It is not likely in abig project that one person can handleit.
Third, sinceitis aprogram, you will need to have someonecontinuethe manage-
ment of e-businesswork after theinitial implementationis completed.

GUIDELINES

Givecredit to the team members. Never take credit yourself. You will get
credit as management recogni zes the project. Management first tendsto
recognizethe work in the project. Then managers consider the project it-
self. If you carry this off right, then you will be praised by the team
members.

Build areputation for measured action—that is, perform agreat deal of
analysison systemsissues. Then when the decisionsare made on theis-
sues, put the supporting actionsinto place quickly and with determination.
If you merely act without sufficient analysis, you will acquire areputation
as a shoot-from-the-hip gundinger. If you analyze and decide, but fail to
act, then you will be viewed asindecisive.

Establishtiesto multiple managersin upper management and business
units. Don't rely on just one person. That person may changejobs during
the project. Also, you will to sell ideas to multiple managers. If you sell to
one person, you are then relying on that one person to carry the day.

Trade off youthful enthusiasm versus experiencein selecting a project
leader. Both have advantages. If you give this careful thought, it will help
you to understand the project better.

If you are project |eader, be alert to thefact that you can be overused and
abused. In some industriessuch as consulting, this can result in burnout.
Thisis particularly truefor project leaderswho gain areputationfor being
ableto turn around a project. They continueto be assigned failing projects.
What do you do if this happensto you? You must have the gutsto jump
ship. Keep your resume handy and |ook for new opportunities.

Linked to the preceding point is that when you are hired by another firm as
aproject leader, people's perspectivesof you will befixed quickly. Your
first actions as project leader will be watched closely. Be careful.

WHAT TO DO NEXT

1. Inyour organization, analyze how people become projectleaders. Are the

same peopl e always sel ected? How do these people keep up their skills?
Arethere some common skills among the project |eaders? For example,
arethey al good at problem solving?
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2. Supposethat you want to be a project leader. Which projectsdo you think
you can manage? It isimportant to analyze why you feel that certain proj-
ects are more suitablethan others. This will tell you alot about yourself.

3. For a project that you are involved with, what ties exist between the proj-
ect leader and the business unit managers? How do you assessthe commu-
nicationswith business units on the project?What i ssues can you trace to
communi cationsproblems with the business units?

Bl SUMMARY

The best project |eaders often got there by working successfully on a series of
projects. They turned some around and successfully completed others. They may
have had good luck, political support, and other thingsin their favor, but in the
end it is often hard work and perseverancethat pulled them through. When you
become a project leader, you must constantly measure yourself along the lines
suggestedin this chapter. Be your own worst critic.
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Building the Project Team

INTRODUCTION

A teamin a systems and technology project is unlike standard teamsin severa
respects. In a standard, traditional project, the team members tend to stay on the
team for thedurationof the project. The scopeof the project tendsto be more sta-
ble and fixed. People on these projectsdo not have to perform nonproject tasksin
many cases. Tasks are interrel ated.

Managing teams in systems projectsis more challenging due to the following
factors:

* Theteam members are morein demand by other projects, as well as by
companies who want to hire team members away.

* Many team members only handle certain parts of the work and then they
are gone.

* Asnew phasesof the project begin, the requirementson the team change.

* Many teams membershaveto do their normal businessor IT work in main-
tenance, operations, and enhancement.

* There are more opportunitiesto work on joint tasks as well as the more
paralld effort.

Dueto thesefactors, it is more difficult to manage the teamsin such afluid sit-
uation. Project leaders spend considerabletime finding new members, releasing
team members, and building teamwork —more than they do for standard projects.

Evenwith thedifferences, there is some common ground. Today, organizations
and projects move to empower team members to define their work and how they
are going to go about it. Team membersare also held more accountable than in
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systems projectsof 20 yearsago. Motivation of team members and the building of
team spirit are important for the core members of the team—the people who are
going to be on the project for along time.

Earlier werecommended that you have small project teams. Eveninlarge proj-
ects, consider establishinga small coreteam of no morethan threeto four people.
These are individualswho are generalists and problem solvers and who can dea
with issuesin different phases of work acrossthe project. Thelessonslearned for
managing the core team resembl ethose learned from managing atraditional proj-
ect team. Carry out much of your planning and problem solving with this team.
Examples of core team members, in addition to the project leader, include the
following:

* A systemsanayst or designer who will support initial requirementsthrough
testing and implementation.

» Key programmers who will developthe softwarefor the systemand inter-
faceit to the existinginternal software.

* Businessunit staff. There are several roles here. Oneis a coordinator who
actsto control changes, handle coordination,and arrangefor resources
from the business unit. Thisis a higher-level person. Another person will
addresslower-level tasks associated with requirementsand the business
processas well as training, testing, and documentation.

* A network or operationsperson. This person is responsiblefor overseeing
the hardwareand network as well as the nonapplication software.

Theserolesare most often filled by internal employees. However, a contractor or
consultant may be most suited to some of theseroles.

There are prosand consfor smaller and larger core teams. Smaller teams re-
flect the problem of getting good people. A small groupis easier to manage and
coordinate. Thereis less chance of having people around who are underutilized.
However, if amember of asmall core team leaves, thereisa mgjor gap tofill. If
peoplein asmall team cannot get a ong, then there can be more problemsthanin
a larger team where you can attempt to isolate the problem. In some organiza-
tions, alarger team means more power for the project. Thisisless truetoday, but
it still holds.

Movingto the project team overall (called thegenera project teamin what fol-
lows), you will find rolesfor many more people. They includebit parts, walk-on
parts, and part-time parts in your project cast. Sightly different but consistent
rules apply here. Examples of rolesincludethefollowing:

* Network installationand testing

* Hardwareand system softwareinstallation and testing

» Additional business unit staff to support testing, documentation, training,
and so on
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* Other programmers who support the systems with which the new systemis
tointerface

Operationsstaff to support testing and implement production

Contract programmers

Consultants

Business staff who are energeticand desire change

Businessstaff who have extensiveexperienceand knowledge of business
rules, shadow systems, and exceptions

APPROACH

Each project member hasaresponsibility to definethe detail ed tasks that will be
needed to perform hisor her work. The individual must define what methods and
tools must be employed to do this work. Flexibility is desirable so that these will
conform to the methods and toolsendorsed by the organization. Each team mem-
ber can establish his or her detailed tasks in the project plan on a network. Team
members should be ableto update their respective parts of the plan. In additionto
supplying statusinformation on the work, they can participate in reviewing other
work in the project. Theseremarks apply to both the core and general project team.

The core team members have a wider range of responsibilitiesin the project.
They identify issuesas well as potential solutionsto the project leader. They must
takeresponsibility for investigatingissuesand proposing solutions. They act asan
early warning system for any potential problems that arise outside of the project
team. As people with general skills, they must be ableto stand in for each other.
If multiple business units are to be dealt with, then some members of the core
team might be very involved in working with them. Core team members must re-
view the project plan on their own to determine potential problems. Thisis valu-
able becausethey have different project and technology experiencethan does the
project leader. In some cases, core team members oversee the work of the part-
time team members.

WHAT SKI LLSD o You REQUIRE FOR THE TEAN N s=RBY

Project Start-Up

Ask yoursdf hereand at each step, ""Whereistherisk?” At the early stagesof a
project, therisk isin not getting the requirementsand bus nesstransactionsdefined
properly. Therisk is also in underestimating what will be required in termsof in-
frastructure (such as hardware, network, or software). A recommendation is to
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ensurethat the project is covered in termsof systemsanalysis. Thiswill be helpful
for developing requirements, sizing technology, and identifying what is required.

Preimplementation

Risk here can liein development, interfaces, and guarding against changesin
requirements. If the analysis performed at the start of the project is not complete,
then additional business rules and exception transactions will now surface. These
can have a severeimpact on the schedule becausethey were unplanned. The core
team must not only perform the work in this phase, but also monitor and ensure
that the scopeof the project does not begin to expand. Required here are technical
skills related to analysis, design, and programming. In addition, the team must ad-
dressissuesthat ariserelated to the business unit and respond quickly to any tech-
nical questionsin order to avoid delays.

Implementation

During implementation, many of the technical skills continue to be required
from preimplementation for support of integration and testing. Many new skills
are needed. These skillsrelateto proceduresfor the business process and system,
testing, documentation,trai ning materials, operations, and training. Onceerrorsor
problems surface, the expanded team must move to resolve these. If they cannot
be handled through programming in the system, then there may be pressureto de-
visea strategy for working around the systemin order to cope with the exception.

WWHEN SHOULD You FORM THE TEAM?

For the core team, identify people during the development of the project con-
cept. These are theindividual swho will be brought on board first. For the genera
project team, wait. If you form the team too early, you can run into problems.
There may not be work for them to do. Morale will then suffer. If you bring on
peoplebefore you have coal esced the core team, you risk disturbing what you are
trying to accomplish with the core team. Err on the side of assigning people
dightly late and then make up the small differencein the schedule. Call thisjust-
in-time staffing. Note that in a traditional project you want to establish the team
early. This has several drawbacks in modem technology-related projects. First,
you really do not know who are theindividual smost suited to the project. Second,
if you get peopletoo early, there may not be enough for them to do.

Note that the general project team will never be completely formed becauseit
is dways in transition. Tasks for the part-time people tend to last at most severa
months. As the work progresses, there will be overlap as peopleenter and leave
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the project team. I dentify these part-time membersaccording to thework that isto
be done rather than trying to obtain specific individuals. Traditional project man-
agement often stressed getting people early. However, at the start of an IT project
you may not haveinformation on what you need and on whothe most suitablepeople
ae Moreover, if you get peopletoo early, they may not be productive on the project.

HowDo Y ou G=T TEaM MEMBERS?

For the coreteam, you can rely on your experienceand what you know about
the project. You will haveto negotiatewith the managersin systems and the busi-
ness units. Prepare a brief informal presentation about the project, which will an-
swer the following questions:

¢ What isthe purposeand scopeof the project?

What is the role and importanceof core team members?

Why isthe project important to the organization?

If the project is not successful, what can happen in a business sense?

If the project i s successful, what are the benefitsto core team members?

How will their work be managed?

What flexibility is therefor them to return to their organization?

* |dentify and discussthe other work that the team members still have to per-
form and suggest how resource allocationwill be done.

[ ] [ ] [ ] - .

-

Thislast question isimportant because you appeal to the team members sdlf-
interest. Two things a project manager can provide are support and exposure—
that is, you can give them opportunitiesto present the results of their andysisand
work to management. A good project leader gives the core team and some of the
part-time members this opportunity for recognition.

Will you get al of your first choicesfor the project team?Most likely you will
not. A method here is to approach a manager and indicate your requirements,
schedule, and minimal level of capabilitiesneeded by your team members. L et the
manager suggest several names. For the part-time team members you will have
lesspalitical clout. Recognizethis and live with it.

Information technology haslong been an employer of consultantsand contract
help. Unfortunately, however, organizations often decide on consultantson an
ad hoc, one-event-at-a-timebasis. Their use for individual tasks may make sense
for control, but it al so raisescostsand can yieldinconsi stentresults. Thisapproach
has a number of drawbacks:
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Useof consultantsis uneven within information systems, causing the inter-
nal staff to become confused asto the role of consultantsin projects.
Thereare no ground rulesfor evaluating, selecting, and terminating
consultants.

Without an overal approach, the use of consultants, the choiceof consultants,
and other related factors are dmost entirely based on political considerations.

Why employ consultants? Here are some of the political and technical reasons:

Yau lack specifictechnica knowledge. You will use the consultant to pro-
vide thisknowledgeand train your people so that they can be salf-sufficient.
If you use consultants, managers may believethe consultantsmore than
they believeinternal staff members. Thisisregrettable, but it does occur.
Sometimes, you find that credibility is directly related to the hourly rate:
the more you pay per hour, the more crediblethe consultant is to some
managers.

You require a consultant who knows the business and industry. Thisisin-
creasingly common due to reengineering, e-business, and client-server sys-
temsthat fit with the business process.

You are overcommitted to projects. Consultants can augment your staff. An
examplemight be the use of consultantsto do software maintenance.
Dueto variouscircumstances, you find that you are unableto attract and
retain quaified people. Consultants providea meansto continuework.

You are interestedin saving money. Consultants are sometimesless expen-
sive than employees when you factor in overhead and benefits. You also
avoid along-term commitment.

To establish an orderly approach for consulting, first devel op aset of objectives
for your systems. After matching your staff to these objectives, you may find that
you want to consider consultants. What are some potentia objectives?

To provide low-cost basic servicesrelated to information systems. This ap-
proach will likely resultin few consultants becauseyou will be operatingin
a maintenance mode. Therewill belittle development.

To establish mgjor new systems and technology capabilitiesquickly. This
objectivewill require more consulting because your current staff members
cannot handletheir current work along with this new work.

To ensureflexibility in staffing. Here you might be ready for business
mergers or acquisitionsand wish to retain flexibility to add peoplelater.
Therefore, you will use consultantsto providethat flexibility.

To concentrateyour internal resourceson only core systems activitiesand
business processes. The overflow, so to speak, can go to consultants.

To establishan approach for allocating consulting resourcesduring the
project.
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When considering consultants, you must examine constraintsor barriers. One
isthecompany policy related to the useof consultants. What are specificrulesand
restrictions? Another is your budget—not just the total budget but how much you
have set asidefor outsideservices. A third constraintis the availability of consul-
tantswith the specific skillsthat your projectsrequire. The project itself a so plays
arole. If the project involves company-sensitiveinformation or will yield a sys-
tem that provides competitiveadvantage, then even with signed legal agreements,
you may beat risk of having the information and expertisemoveto a competitor.

Develop an overall strategy in line with the objectivesyou set. Here are some
examples of strategiesfor consultant use;

» Employ consultantsto maintain current systemsso that theinterna staff can
develop new systems. Thisstrategy soundsnice, but it may bedifficult to pull
off dueto the system-specific knowledge associated with legacy systems.

* Apply the reverseof thefirst strategy —use consultantson new develop-
ment and then migratethe current staff to the new systemslater. This has
therisk of lowering morae of theinternal staff becausethe consultantswill
get al of the"interestingwork.”

* Augment project teams with only selected consultants wherethere are
short-termneeds. This can be dangerous becauseit can be open ended.

* Determineareas where you want to outsourcecertain systems activitieson
an ongoing basis. Examples might be PC training and hardware support.

How SHouLD You HIRE AND DIRECT CONSULTANTS?

The biggest mistake people often makeis to approach this backward —thét is,
they go out and find a consultant and then they definethe assignment and work. A
more organized method is to follow these steps:

» Step | : Defineyour objectivesand strategieswith respect to consultants.

* Step 2 Identify thetarget functions, activities, or projectsthat consultants
are suited to within the strategy of step 1.

* Step 3: Develop requirementsfor the consultantsin termsof a statement of
work.

e Step 4: Defineinterview and evaluation criteriaand identify members of
the project team that will conduct the evaluation.

e Step 5 Identify and contact potential consultants.

¢ Step 6 Conduct the evaluation and selection.

* Step 7 Negotiate the terms of the agreement.

The statement of work describesthe project, therole of the consultant, the spe-
cific tasks that the consultant is to perform, the end products expected from the
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consultant's effort, the schedule of the work, and the methods and tool s that will
be employed. This does not have to be formal. It can be devel oped as a series of
lists. The statement of work providesfocus and can help potential consultantsex-
plain their qudificationsin terms of the work.

Gather the team members who will conduct the technical interviewsin a meet-
ing to discuss how they will perform the interviewsand the questionsthey will
ask. Particularly important is the validation of experience and capabilities. En-
courage questions such as, "How would you address. .. ?' By providing Situa-
tionsin programming, analysi s, and other areas, you can get the person to open up
and provide you with more information. Team members can develop a list of
guestionsin advance.

To find consultants, you can request referralsfrom friends and contacts. You
can also search the Web and Internet for potential firms. Another sourceis maga-
Zine articles. What are the types of firmsand their advantages and disadvantages?
If you hire alargefirm, then you haveless control over the individuals who will
be assigned to the project. You do get the benefit of gainingaccessto awider pool
of people. However, larger firms may carry a greater overhead and burden rate.
This can put them out of your budget. Some firms and individuals are probably
preferred for limited-scopeprojects. You will obtain alower cost and you can be
assured that the peopleyou interview will be the ones who actually do the work.
However, if they leavethe project, you may be at risk and may haveto searchfor
someone al over again. Because the new peoplelack backup, you probably will
have to assign your staff to work with them closdly.

In evaluating and selecting consultants, select at least two or three. This will
give you backup in case a problem arises with the leading contender. In some
projects, you may want to employ severa firms. For example, if you wereimple-
menting local and wide area networksin several locations, you might pick alocal
firmin each city. If you wereimplementing many PCs in onelocation, you might
aso divide the work among several firms. This involves more coordination and
management time, but often can lower your cost.

On a specific devel opment project, thereis some benefit in employing several
individuas from different companies. You are provided with different points of
view. You also may be provided with better service because the individualsare
competingfor potential additional work later.

At the start of a project, the project leader must build team spirit—peopleon
the team work together on their own without direction from the project leader.
You must set the stage by discussingthefollowing aspectsof the project with each
person individualy:
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The purposeof the project and why the person's roleis important

The scope of the project and how theindividual will fit within it

Why the personis on the team

What you expect of theindividual

What he or shewill get out of being on the project

How you will support theindividual and providefor training and tools
How you want team members to work together; give examples
Theindividua's rolein project management with respect to statusand issues
What you want to do for theindividual

Askif the personhasany concerns. Be ableto respondto thefollowing questions:

« |If the projectis changed or cancelled, what will happen to us?
« Will the right tools be availablefor development?

e What arethe mgjor risksin the project?

e What isthe current status of the project?

In terms of benefits, each team member will have the opportunity to do the
following:

Implement new technologies and gain new skills

Add a successful project to your resume

Have the opportunity to work with new peopleand gain contacts

Gain the help of the project leader in advancing hisor her career after the
project has been completed

After this, you can hold a team meeting and go over the following:

* Review the purpose, scope, and project concept with the team.

» Reiteraterolesof each team member and what is expected of each one.

* |dentify how you expect the team membersto draw upon each other.

* |dentify how project meetings will be conducted and held.

* Review the benefitsof the project to each member of the team from each
individud's perspective.

In a modem project, you will be increasingly sharing members of the project
team with other projectsand theline organization. What are your goals?Y ou want
the person available to your project for the specific tasksfor which he or she has
signed up. To ask for additional time and effort is probably unredisticif the per-
sonisin demand. Here are some guidelineson resource sharing:

* Negotiateavailability with the line manager or other project leadersat the
Start.



* Indicatewhich tasksthat you will need the team member to beinvolved in
and specify the general schedule.

* Establisha processfor notifying the manager in advance as to when the
person's serviceswill be required.

¢ Indicatethat you will monitor the work and rel easethe team member as
soon as possibleand that you will provide informal statusinformation.

In atechnology project, it is possiblefor the team to becomelocked into a spe-
cific method, tool, or approach. Thisis not unusua becausetheteamisliving so
closeto the work under pressure. Here the project leader can play a uniquerole.
The project leader is often the only one on the team who can take a wider per-
spectiveand sit back and ask some basic questionssuch as"'Is there a better way
to organize the work? " Should assignments be changed? or " Should the project
approach be altered in a major way?

You can assumethat the peopleon the team will talk about the project with in-
dividualsin their line organizations. This is natural and you cannot control it.
However, this tendency opens the potential for damage. If the wrong impression
of the project leaks out, then you, as the project leader, will have to spend hours
turning the situation around. At the start of the project, address communications
outside of the team. Indicate that if anyone has a problem or issue, you want to
know about it first. Point out the potential damageto the project and team if dis-
informationis disseminated. Follow this up during the course of the project by
visiting each team member and asking what is on his or her mind. What concerns
do the team membershave? Do thisin every meeting.

You may beforced through politicsor circumstanceto take someoneonto the
team that you feel is not quaified or has some problem. You can attempt to fight
it, but doing so can be counterproductive. The person will find out how you feel
and that will cast a pall on the project. If you are thinking that this situation will
occur, then define some initial small tasks that you can monitor. Let those team
memberswho you are concerned about performthesetasks until they provethem-
selvesor fail. Then you have grounds to replacethem. This method will also min-
imize the impact on the project.

Team members may not get along with each'other. Over half of the projects
that the authors have been involved with have had this problem. Expectit, because
many technical people have their own opinions and methods of doing things. If
conflictsarise, attack specific questionsand disagreementsasissues. If the under-
lying problemis severe, then consider gatheringthe peopleinvolved in aroomfor
ameeting. Indicatethat you have observed communication problems, that thisis
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to be expected, and that you expect themto behavelike adults and discussissues
openly. Don't insist that they get along.

Technology projects burn people out. These projects have tight deadlines and
other pressures. You cannot run a project as a nonstop *'death march.” This can
kill the project. Instead, plan whentheteam will have to perform on a superhuman
scale. Plan alsofor periodsof sack. Much of the pressurein projectsis generated
by the project leader or manager. If you are asked to speed up a project, ask what
is behind the request. What are the business reasons and what are the benefits
from the accel eration?Remind a manager that this can only work for ashort time.
The pressure will have to ease up. If you fail to follow these recommendations,
then you will lose control of the project, the people will become burned out, and
the overall project may fail or slip even more.

Much project work is routine and seemingly boring. For example, many pro-
grammersdon't liketo do testing and integration. They prefer development. Rec-
oghize that this can happen. Plan ahead to monitor the work during this period
more closaly. You definitely want to show interestin their work at thistime.

In many small team systems projects, you are dependent on one or two people
for many critical tasks. Sometimes, in response, a project leader will ride these
people and drivethem nuts because the leader feel sthat theseteam membersare so
critical. A more laid-back approach may yield better results. Indicate to them that
they arecritical. Ask if you can provideany help or extraassistance. If they decline,
they should still feel better because you showed that you cared about their welfare.

Prablems can arise when new technology is adopted in a project. The team
membersmay not know what is expected of them with respect to the technology.
They may feel that therei seven more pressure becausethey havejust acquired the
added task of learning the technol ogy, although the overall scheduleremained the
same. What do you do? Beforethe technology is deployed, indicatetheimpact on
the schedule. Explain what is expected of team membersin referenceto the tech-
nology. Discuss how you will provide for training and support. Have several
peoplelearnthe technology and teach others. Do not immerseeveryoneinit. That
will destroy productivity. Establish someone on the team as an expert or at least
someonethat the team members can go to with questions.

Systems projects have many interdependent tasks between people. This can
lead to problemsif someonewaitsfor another person to finish a task before he or
she can work. Head this up during project planning by defining each hand-off and
explaining how the individuals can continueto work while waiting for the results
of the predecessor task.

M anagement may seek to changethe directionof the project and even the com-
position of the teamin the middle of the project. How do you react? You should
never have gotten into this position in the first place. When the project is ap-
proved, point out the potential impact of change then. Reinforceit through the
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early phases of the project prior to implementation. Once you reach implementa-
tion, then the momentum will likely keep the project going. Next, have someearly
milestones and implementation that shows success. Management will be lesswill-
ing to make changes. Third, ensure that there are sufficient milestones along the
way that can help buffer the project from change. Also, build supportfor the proj-
ect through the business units and indicate to them that thereis awaysthe threat
of change and stopping the project.

The project leader is responsible for building and maintaining a team culture
on the project. Lessons learned show that in systems and technology projectsthis
is very important. The culture determines how people will share information,
bring up issues, and resolve issues among themselves. Team culture al so impacts
the extent of cooperation. These are critical success factorsin the project, espe-
cialy because dmost al modern projectsinvolve substantia integration within
systems and with business units.

What is the project culture? Here are some determining factors:

» How team memberswork with the project leader. This includes how they
bring up issues, how they report status, and how they shareinformation
with the project leader.

* How team memberswork together. In addition to performing work, thisen-
compasses how team members work together on issues with and without
the project leader.

¢ How team members perform their own individual work. Included here are
the sharing of lessons|earned, the organization and approach to work, doc-
umentation, and how one's work is passed onto othersin theteam or exter-
nal to the team.

» How the team deals with crises. This seems to be unpredictable, but in
modern systems organi zations you will find the same crisesoccurring again
and again.

How do you build and sustain the culture? Here are some guidelines:

 Establishsome basic rules at the start. Defineeach person's role with re-
spect to the team as a whole. Give examples of interaction.

» Reinforcethe need for cooperation by singling out examplesof cooperation
throughout the project. The problemis that many project leadersgive praise
toindividua achievement, which reinforcestheimportance of individual
work over teamwork. Alternatively, some project |eadersgive general praise
to theteam. Thisis so vaguethat it appears meaninglessand haslittleimpact.
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* Simulate some crisesto theteam in a meeting. An example might be to
proposeamgjor changein requirements. Have the team attempt to deal
with this hypothetical crisis. This will build teemwork and will also get the
team ready for acrisiswhen it occurs.

* The project leader should meet with not only the individua s and the team
asawholebut also with groups of several peopleon specific areasof the
project. The project leader must sustain the team in subgroups.

HowDo You Keep TEAM MEMBERS?

Team members can loseinterestin your project. They may have competing de-
mandsfrom other projects. Assuming that you do not want to keep them through
financial means, here are someother suggestions. Involveteam membersin iden-
tifying and resolving technical issues. The greater the involvement up to a point,
the more they become committed to the project. If you overinvolve them, then
they can get turned off by the politics.

A basiclessonlearnedin project management is that many team members de-
test the overhead and bureaucracy of project management methods. They hatethe
endless status meetings. They don't like being hassled about issues. Conscioudy
attempt to minimizethe hasdefactor. In meetings, focus only onissuesand work.
Reserve status and updates of plansfor short one-on-one meetings. Minimize the
amount of paperwork that you require of team members. The project |eader keeps
theadministrativeside of the project away from the team. Complaining about this
to the team can impact morale.

People al so resent being kept in the dark. Many technical peopledon't likesur-
prises. For example, let's suppose that you expect management to request that the
project be speeded up. You can wait until management makes the announcement
and then passit on, but peoplecan get real angry about this. On the other hand, you
can aert team membersto the possibility. Then you can ask them to plan their work
for this contingency and see what they can come up with on their own. Later, if
management makes the decision to speed up thework you have reduced the effect.

A commonsensesuggestionis to show interestin the team's work. Don't just
ask for status. Instead, have members describeit in more detail to you while you
vigit their offices. Ask themif they need any help or resources.

How Do You DiscHARGE AND REPLACE TEAM MEMBERS?

What if you have removed someone from the project? You can assist people
who have donetheir work well by helping them in transitioning back to their or-
ganizations or to other projects. For peoplewho presented problems, then work to
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find them their next homesor projectsfirst. If you confront them and indicate that
they will beleaving, they may do damageto the team and project during thetime
between your announcement and their actual departure. When someone does
leave, announcethisin a project meeting with everyone present. I ndicatethe per-
son's achievements, new position, and how hisor her role will befilled.

You haveseveral choiceswith respect to replacement. You can moveto replace
someoneimmediately. Thisis the common method, but it has several shortcom-
ings. First, it assumesthat the new person has exactly the same skills and similar
technical knowledge of the person who departed. Thisis amost never possiblein
systems and technology. Second, you are missing an opportunity to reformulate
the project. Third, you are not giving the new person an opportunity to put hisor
her stamp and organization on the work. Many programmers, for example, resent
being thrust into some situation where they must inherit someone else's work.

A better method of replacementis to leave the position open and start recruit-
ing. When you havenarrowed thefield down to two or three people, then go back,
look at the plan, and determinehow you may changethe plan and schedul eto take
best advantageof each person's skills. In systems projectsa major personnel se-
lection criterion, in addition to skills and knowledge, is how an applicant fits
within the project. Each finalist can be interviewed by key membersof the team.
After theinterviews, answer thefollowing questions:

* What doesthe person add to the project that is not there now?

* In what areas are theregaps or holesif this personis brought on board the
project?

» How would this person get along and interact with the project team and the
culturein the project?

EXAMPLE: ASTRO BANK

The management of the project teams for both the legacy and new systems
started badly. Separate project teams were establishedfor each. No roles, respon-
sibilities, or ruleswere established. The project |eader assumed that everyonehad
previous project experienceand knew what to do.

The projects began to deteriorate. The new system project team had never
worked together before. Many were junior people who lacked project management
experience. The work was not getting organized. The team just started in and
began on tasks. Thelegacy system team wasthe reverse. Team members had oper-
ated in a bureaucratic project management modefor years. However, the projects
were merely maintenance, operations support, and minor enhancements. Their ap-
proach wasill suited to development and magjor interface work. They treated the
new work like the old. Their project meetings were amost social occasions.

The project leader faced change or failure. The first step was to impose project
management similar to that described earlier on the new team. Members of this
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team werethe least resistant and most accepting of organization. Oncethis process
wasin place, it was timeto turn to the legacy system team members. There were
two aternatives. The project leader could attempt to invadethe existing culturein
their organization. This was seen to be very risky and wouldrun into management
aswell as staff resistance and dissension. The project could afford neither. The d-
ternative was to involve the legacy system team membersasindividua swithinthe
new system project team. Thiswasthefirst step. Over time, the project leader then
carved out a subproject for the legacy system team and ran the group under the
same rules as the new systems project team. Meetings were held in the offices of
the new systems development area—away'from the legacy system staff.

E-BUSINESSLESSONS LEARNED

The guidelines and approach in this chapter really apply to e-business proj-
ects. The projects greatly benefit from having many usersinvolved at different
times. Also, as work progresses, different skills and knowledge are required.
Critical businessusersareimportant to the success of the project becauseof their
knowledgeof businessrules. For IT staff it also applies because most members
of the IT unit have other systems duties and responsibilities. Whileit is nice to
consider assigning peopleto such an important project full time, it isimpossible
to ignore or drop work that keeps the core systems and technology operational.

A critical successfactor in e-businessisresourceallocation. A regular method
is necessary to dynamically alocate IT, businessstaff, and consultants. Consider
doing this on a weekly basisin a meeting with businessand IT managers.

GUIDELINES

* In most projectsyou seek to have as many businessusersinvolved as you
can. Why? Because the peopleinvolved will be supportiveof changelater.

» Have team membersfill in detailed tasks under your summary tasks. In-
volve the teamin hands-on updating of their schedules. These actions will
increasetheir level of awarenessand commitmentto the project.

* Makeall issuesand project plansavailable to project team members at all
times. If you attempt to hide or makeit difficult to get information, it will
only create doubt and mistrust.

 Consider dividing the project teamin both the preimplementation and im-
plementation phasesinto subteams. The use of subteams does not necessar-
ily add bureaucracy to the project, if doneinformally. Each subteam can
focus on a mgjor milestone. This makesit easier to manage the subteam as
opposed to individuals. Another benefitis that you can organizeand moni-
tor discussions and interfaces between the subteams.
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Keepin touch with the line managers who supplied team membersto you.
Remember that the only other communicationsare word of mouth, second-
hand information, and what the team member providesto themin the way
of feedback. This can be disorganized and lead to the wrong impression.
Keepin regular touch with all line managers by providing them with infor-
mal statusand issue updates. Thiswill keep theminterested and providea
context for understanding other information that they receive.

If you have a choice between a highly experienced person and a junior per-
son for the project, which do you choose? Conventional wisdom might be
to select the experienced person. Thisis correct for highly technical work.
However, many tasksin a systems project do not require this skill level.
Seriously consider ajunior person who is willing to learn.

I nstitute an apprenticeshipmethod —that is, pair junior people up with se-
nior peopleon some tasks. The senior person may resist on the grounds of
productivity. However, makeit clear at the start of the project that thisis
part of cooperation. Indicatewhat your expectationsarefor the apprentice-
ship and what each roleis. The junior person must perform specific tasks
and cannot just be a part of a two-person subteam.,

Team communi cationscan be taken to extremes. If some of the people
have worked together before on different projects, they may socializetoo
much. Therefore, it isimportant to keep project meetingsfocused on tech-
nical and business issues. Otherwise, the conversation can drift off into dis-
cussionsof the past.

When the project adopts a new method, tool, or technology, anticipatere-
sistanceand even some hostility. Some programmers and analysts resent
having to learn something new when they feel that what they have been
doingfor years still works. Thisresistanceis behind the failure of many

" structured" techniquesin the past.

If ateam member isfaced with many tasks, it is natural for the personto
work on the easy tasksto show early progress. Thisattitudeis reinforcedif
the project leader keeps emphasi zing progress. For most systems projects, it
is better for the person to work on the more difficult tasks that carry risk
and uncertainty.

A projectleader works side by side with the project team members. Thisis
morethan just sitting in on meetingsand providingfeedback. By participat-
ing in the work of the project, the project leader buildsrespect from the team.
If therolesand work processeswithin the team are not defined and enforced,
then the team memberswill not know what to do. They will start inventing
new methods. These can then become habitsthat are difficultto break.

At the start of specific tasks, have the team members discuss how they
would assess quality and perform testing. Delaying this discussion until
the work i s done can negatively impact the schedule. The person who

did the work may become defensive then as well. At the start of the task,
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thereis not the sense of ownershipof the work, so the discussion can be
more open.

Assign each detailed task in the project plan to one person. Thiswill ensure
accountability.

Encourageand collect lessons learned during the project. Don't wait until
theend. Ask, ""What havewe learned in the past week? AsK this question
regularly. The project leader can maintain thisinformation.

WHAT TO DO NEXT

1. Inyour recent projects, were the rolesand responsibilitiesof team members
clearly identified?If not, what was theimpact of thislack of definition?

2. Build thefollowing tablefor severa projectsthat you have observedor in
which you participated. Thiswill help you to determine some successful
and less than successful methods.

Project Team approach Resultsand comments

3. Conductthefollowing survey of aproject. In thislistalislow and 5is
very high.

What wasthe turnover of staff in the team? 12345
What percentage of meeting time was spent in gettingstatus versus

discussing issues? 12345
What level of orientation was given to new membersof the team? 12345
What was thelevel of participation of the team membersin defining

their own work and tasks? 12345
What was the level of participationof the team in project management

activities? 12345
What was thelevel of involvement of team membersin presentations

before management? 12345
What wasthe extent of information provided by the project feader to the

team on management communications?
What was the level of cooperation between team members?

SUMMARY

Managing systems and technology project teams is often more complex than
that of standard projects. There are moreinterfacesand the need for a greater de-
gree of cooperation. The resourceson the project team are often required by other
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projects. New methods and tools as well as new technology products are con-
stantly emerging. The best approach in team management isa mx of formal and
informal methods. Formal methodsincludedefining rolesand responsibilities,es-
tablishing rulesin the project, monitoring cooperation, and ensuring participation.
Informal methods include working with the team members individually and in
small groupsas well asin sharing information.
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Developing the Project Plan

INTRODUCTION

In traditional project management, you devel oped the project plan when you
defined the project concept. However, thisistoo early and locksin the project too
soon. Using the method here, the project concept has been approved by manage-
ment and is ready for support with the detail of the project plan. Many think of a
project plan asadry list of tasks with resourcesand schedules. For systems proj-
ectsit ismuch more. It isa political document that can assist you in communicat-
ing with business unitsand in gaining support for the project. Ask yourself how a
business manager can understand a technology project with no technical knowl-
edge—through the project leader, the project concept, and the project plan.

Another misconceptionisthat the plan consistsof only the scheduleand costs.
Itis much more. What and how informationwill be managed are part of the plan
and approach. These are significant becausein systems projectsyou desireto have
greater standardizationacross projects, as discussed earlier.

The goalsin developing the planincludethefollowing:

Determinehow the information relating to the project will be managed.
Definethe project plan itself.

Develop budget estimates.

Link the plan with those of other projects and work.

Assessrisk in the plan.

Market and sell the plan to management, the project team, and the business
units.

Noticethat the scopeincludesmarketing and sales. You can devel op the most
wonderful plan, but if you lack backing and support, you and the plan lose.
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APPROACH

Beyond the plan and schedule—and the work—you must definethe method for
coordinating issues, lessons learned, and action items to resolve theissues. All of
thismust be integrated with the project plan. How can thisinformation be related?

* Oncean issue has been identified it must be related to the specific tasksin
the scheduleto which it applies. Otherwise, how do you determinetheim-
pact of not resolving an issueon the schedule?In turn, you must be ableto
move from the tasks to the list of issues.

» After adecision has been reached on one or moreissues, actionsmust be
taken to resolvethe issues and implement the decisions. These are to be
tracked. The actionsmay involve changesto the plan. It is useful toindi-
catein therevised plan why and when these changes occurred.

* |If you have built-up a body of lessons learned, then the challengeis to em-
ploy them. Lessonslearned must be related to the tasksin the same way is-
sues were.

Implementing these procedures in the context of project templates creates
greater standardization and supportsmore effectiveproject anaysis.

WHAT METHODSAND TooLsWILL BE EMPLOYED
FOR PROJECT MANAGEMENT?

Two sets of methods and tools are used in a systems project: one for project
management and one for the work in the project. Areasfor project management
are asfollows:

* Team communications

* |ssuetracking and information

* Lessonslearned information

* Project plan information

* Project documents

* Integrated projectinformation (all of the abovein one place)

A tool isthe software package that you will employ for an area. A method con-
sists of the proceduresfor carrying out the coordination and task. It is best if the
methods and toolsarein placeat the start of the project. In that way, you can build
habits of useearly. If you wait for acrisis, then thelack of methods will probably
aggravate the situation.
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Thefollowing tools are appropriatefor each area

Category Tool -
Team communications Electronic mail, groupware
Issuetracking Networ k-based database management system, groupware
L essonslearned Networ k-based database management system, groupware
Project plan infor mation Networ k-based proj ect management software
Project documentation Fileson network server
Integrated project information Groupware

The project management software dlows members o the project team to update
and add more detailed tasks.

L et's define more preci saly theissues database gpproach. Thereshould bethree
related databases. The fird is the database for issues across al projects. Thisis
employed as the magter list of dl issues. No issue can be identified unlessitisa
member o thisdatabase. The data e ementsare asfollows:

I dentifier of issue (index)
Issuetitle

| ssue description

Type (category of issue)
Genera impact if not solved
Related issues

Related lessons learned
Dateissue wasfird identified
The name of the person who created theissue
Generd actionsfor theissue
Comments

When you gpply theissueto tasksin the project plan, you will identify specific
dements and details of how that issue gppliesto the project. Thisis the second
database, issuesfor the project. The data dementsare asfollows:

I dentifier of issue (index)

Project identifier (index)

Status

Dateissue was created for the project

Person who created issue

Status of issue (open, closed, replaced, and so forth)
Importanceto the project

Specificimpact of issueon the project, if not solved
Assignedto

Dateresolved

Decisonsmade
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How resolved

Related projectsand tasksin schedule
Actionitemsfor resolution
Comments

Tothisyou aso have athird database to track the activity on theissue. These
dataelementsare asfollows:

Issueidentifier (index)
Project identifier (index)
Date of entry (index)
Person making entry
Action taken

Result

Comment

The lessonslearned databaseincludesthefollowing data elements:

Lessonslearned identifier

Titleof lessonslearned

Content of lessons|earned

Typeof lesson learned

Situationsto which thelesson learnedis applicable
How to usethelesson learned
Anticipatedresults

Date created

Person creating lessons|earned
Issuesto which it applies
Projectsand tasks to whichiit applies
Comments

As with issues, thereis an additional filefor comments on using the lessons
learned. Thisfile contains the following:

Lessons learned identifier
Date of comment

Person making comment
Comment

Suggested action

The lessons learned and issues databases should be applicableto all projects.
In that way, you can assess and deal with issues and lessons learned that cross
multiple projects. _

Many project management software packages allow customizing of fields as-
sociated with each task. Here are some examplesof the use of text fields:
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« Person responsiblefor the task. This may be different than the resources
used in the task. It supports accountability and aids in tracking (text field).

* Indicator of whether the task has high risk. The task is then management
critical. This allows you to filter on only the high-risk tasks (flag—yes/np
fied).

* |ssuesrelated to the task (text field). This supportsthe linkageto the issues
database.

* Lessonslearned related to the task (text field). Thisis useful for linking
with the lessons|earned database.

* Related tasksin other projects (text field).

* Datetask added. Thisisimportant for later analysis(datefield).

* Reason task was added (for example, rework or revised estimate). This
helpsin your budget versus actual and planned versus actual analysis
(text field).

 Organizationunit responsible. (text field)

« Indicator of whether thetask isin the template (flag field). Thisis useful
for extracting a summary of the schedulefor the template.

» Reguirement that generated the task (text field). Thisfield allowsfor track-
ing the additional work generated by the requirement —very useful in
tracking the impact of changing or new requirements.

The project leader is responsiblefor establishingthe initial data in each cate-
gory on the network server for the project. Thisinformationcan then be presented
totheprojectteamasit isemployed during the project. Build alist of realisticsit-
uations or scenarios. For each composea small plan and use playscript to clearly
show each rolein the method. Playscript isthetechniquewhereby paperisdivided
by a vertical line into two columns. In the left column is the person or entity
(computer) that is performingthe step. The right column containsthe detailed ac-
tionsthat are performed in that step. By doing this, team members will realize
what specific tasks are expected of them. Using thisorganized approach, you seek
asfew areas of ambiguity and uncertainty as possible.

WHAT METHODSAND TooLsWiLL BE USED DIRECTLY
IN THE PROJECT?

The methodsand tools to be employedin the project depend, of course, on the
nature of the project. Hereis a potential list of areasin which methods should be
identified. Notethat these are identified for all projectsto ensureconsistency.

* Network
» Setup of softwareon a server
¢ Monitoring of softwareuse
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Monitoring of network performance
Troubleshooting

Security management
Antivirus controls
Software devel opment
Languages and compilers
Editors

Debuggers

Trandators

Object libraries
Configuration management

Once you have identified the tools, you might think that you arefinished. You
areredly just getting started. Here are some additional tasksfor you:

Determine the goals and expectationsfor each tool.

Define methods for how each toal isto be employed.

I dentify contact points for methods and tools.

Document methods and make them availableon the network along with
lessonslearned and guidelines.

Define how gaps between toolsare to befilled.

Establish rulesfor monitoring method and tool use.

Definethe parametersrequired to support the tools.

You will want to present your conclusions to the project team. Experiencesug-
geststhat you give an overview for all areas. Then zoom in on those that will be
employedin the next three months. Hold a similar meeting every few months.

How D 0 TEMPLATES, | SSUES, LESSONSLEARNED,
AND THE PLAN LINK?

Let's walk through the following diagram. The template is used to generate
the plan. Estimating tasks and doing work in the project can use the lessons
learned that are linked to the template. Individual issues are linked to the tasksin
the plan. As you solve the issues, you may be able to extract more lessons
learned. This, combined with experience, allows you to improve the template—
resulting in cumulativeimprovement.

Templates ¢—— LessonsLearned

Project Plan Issues
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How SHouLD You DeEVELOPPROJECT TEMPLATES?

Recall that a project template is a high-level schedule. It includes summary-
level tasks. Examplesfor specific projectswill be given later. Figure 7.1 presents
asimpletemplatefor upgrading a wide areanetwork. A templateis a more com-
plete specification of a project than a work breakdown structure (WBS), which
only includes tasks. The template includesresources, tasks, resourcesassigned to
tasks, and dependenciesbetween tasks. Templates alow you to analyze multiple
projectsand to prepare summary analysisreportsfor management. Without atem-
plate you will have to composea summary schedule by hand from the disparate
schedules. Templatesoffer thefollowingadditiona benefits:

* Building, using, and maintai ningtemplates give project leaders and othersthe
chanceto participatein theimprovement of the project management process.

* Using atemplateto start with savestime.

* Junior project |eaders can take advantageof experiencethrough the
lessons learned and the templ ates.

* Using a template can improve crebility of IT to the businessunit or client.

To construct atemplate, follow these steps:

» Step I: Create ageneral resourcelist. It will includegeneral resourcessuch
asjob titles(senior programmer or systems andyst, for example) aswell as
detail ed resources(specific peopleand equipment). Thisresourcelist will
be employed by both the templatesand the detailed project plans and act as
aresourcepool.

* Step 2 Createatask list for the template in a top-down manner. Don't get
down to individual tasks, asthat is donein the creation of the specific plan.

* Step 3: Establish dependenciesbetween thetasksin step 2. These are
simpletail-to-head dependencies.

* Step 4: Associate generd resourcesfrom step 1 to the tasks developedin
step 2.

* Step 5: Link lessonslearned to the tasksin the template.

Retrofitting an existing scheduleto a template is covered later. To turn atem-

plateinto a schedulefor a specific project, you will add the detailed dates, tasks,
and durations, and make the resourcesspecific.

How Do You EsSTABLISH AN EFFECTIVE
AND FLEXIBLE TASK LIST?

Specific examples for major types of projectsare included in Part III of the
book. Follow the suggestions in constructingthe template. You now have created
the high-level summary tasks. To make this project specific, begin by adding more
detail, but the added items still should be summary tasks.



Figure7.1 Templatefor Expansion of Wide Area Network
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It is assumed that the team has been identified. If not, then you will have to
completethese steps yourself:

* Step 1: Identify task areasfor each team member. In your plan, you can use
the text field for the person responsibleto indicatethis.

* Step 2: With a summary schedule, sit down with each person and review the
plan. Have each participant attempt to create detail ed tasks and dependencies.

* Step 3: Review what each person does and refineit.

e Step4 Collect what each person does and standardizethe wording and ab-
breviationsof the tasks.

* Step 5: Assign other resourcesto the tasks.

« Step 6 Establishlinkageswith other projects.

e Step 7 Fill in the durationsand dates.

How SHouLD You AssIGN RESOURCES?

With the task list and generd resources, you can replace general resources by
specific resources. For example, the resource ' systems analyst™ could be replaced
by the person's name. You can aso assign specific resourcesto each detailed task.
Systemsprojectsusualy haveonly afew key resourcesfor each task. Don't include
resources that are commonly available as this will just create more work for you.

How Do You RELATE AREASOF RISK TO THE PLAN?

Recall that risk management relates to the management of issues. Each team
member identifiestasks he or she feels have substantial risk. Therisk can relate
to the technical nature of the work, the team member's level of knowledgeand
experience, uncertainty about what is involved in the task, and relationship to
other work. Indicate risk in the appropriatetext field of the plan. You are now in
apositionto assessrisk by relating known issuesto tasks with high risk. You may
encounter three potential situationshere: (1) If you have an issue with no related
tasks, thenthetask list is not complete. (2) If theissue relatesto tasksthat are not
yet labeled asrisky, then consider relabeling. (3) If you havehigh risk tasks with
no issue, then you are missing issues. This analysis helps make the plan more
completeand integrated.

This method is different than putting in contingencies. Some people pad their
task durationsto be safe. If you do that, you hide the risk and issues. The sched-
ule will also be too long and unacceptable. It is better to identify issues associ-
ated with the tasks that you cannot estimate and, if necessary, add additional
tasks that relate to the contingency. Hopefully, these tasks will never have to be
performed.



124 Chapter 7

How SHouLD You EstABLISH DATES AND DURATIONS?

Have team members estimate durations of all detailed tasks. If the estimate
exceeds 10 business days, then define even more detailed tasks. If the tasks are
all constrainedto begin as soon as possible, then there will be few dates to enter.
Dateswill be set by dependencies, the start date of the project, and durations. For
flexibility in planning, maintain the scheduling constraint *'as soon as possible."
If you fix the dates for a task or change the constraint to "'as late as possible,"
"must start by," ""must end by, and so on, then you loseflexibility. You will often
get error messages because some tasks will have negative slack.

What happensif you have troubl e estimating durations? Chop up the task into
smaller parts. Then if you still cannot do the estimation, identify the subtask that
you cannot estimate. Why can't you estimateit? The reason is an issue that you
can add to the issues database. Work on the issue with othersto define an esti-
mate. It is positivethat you define theseissues early. Don't succumb to the temp-
tation to just put down some estimate!

It is possible that the schedule produced will not be acceptable. The end date
will be beyond that defined in the project concept. If this happens, go back to
team members and first review the detail ed tasksfor the next threeto four months
and make adjustments here. Next, move to future tasks. Test the durations and
dependenciesto try and move the dates in. Remember that you, as the project
leader, are being tested by the team members. If you give in to their estimates of
durationstoo easily, then they may assume that you can be pushed around. You
will have more problemslater. Here are some additional tips on compressingthe
schedule. Seeif you can do morework in parallel. This may requireyou to divide
tasksinto subtasks. Another suggestionis to work on the issues behind the tasks
that haverisk. Thisis better than trying to compresstasks that have no risk.

Here are some tipsfor dealing with team members:

* Probe the reasons behind their estimates. You want to get at their
assumptions.

* Try to break up the task into subtasks. Seeif these can be performed in
paralldl.

* Do what-if analysisin their presenceto determinetheimpact of changes.

How SHouLD You LINK PROJECTS?

Tojust say that two projectsare linked is almost useless. You cannot perform
any analysis. Carry out the followingactivitiesto establish linkage:

 Link projectsat the detailed task level as well as at the summary level
using the proj ect management software. Thisis possiblebecauseall of the
plans are on the network server.
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* |dentify theindividualson each project team that will be responsiblefor in-
terfaces between the two projects.

e |dentify alist of potentia interfaceissues.

* Establishan interface method for addressing issues with the managers of
therelated projects.

How DoY ou CREATETHE PROJECT BUDGET?

With a schedule defined, you can work on estimating the budget. Experience
for systems and technology projectstends to favor an approach where you start
from the areas that are the most defined and have the least risk and then proceed
to the areas where there is greater uncertainty. A typical project is composed of
hardware, network, software, and personnel costs related to development and im-
plementation. Some peoplemake a big deal out of hardwarecost estimation. This
istypicaly based on thesizing of the hardwarerequired. However, hardwaretakes
up a smaller percentagedf a project budget each year and is one of the most cer-
tain costs. The network has greater uncertainty becausethere may be problemsin
implementation and additional network softwarethat was not known at the start
of the project. Software packages can be estimated more easily in termsof cost.
The problem is that you might miss some elementsof software. The greatest un-
certainty and risk liein personnel time and effort. Consider the following guide-
linesfor estimation.

Hardware

Estimate hardwarefirst. In terms of end-user hardware, alow for afully con-
figured system and more workstations or PCs than you require to alow for
change. Lessons learned indicate that peoplefrom the business unit will under-
estimate their hardware needs. Then when they see the system, they will change
or increasetheir requirements. Perhaps, make the end-user hardware an item sep-
arate from the project budget.

With respect to the server hardware, thisdepends on the specific company and
situation. In the past, underestimationhas been due to not including history data
for on-line access, databases for ad hoc inquiry and reporting, and data ware-
housing type applications. In terms of |abor associated with hardware, ensure
that you have covered testing and installation.

Networ k

For cabling connect up the reasonable maximum number of locations. Thisis
because the greatest single cost factor is the labor involvedin installation rather
than the cableitself. To havetheinstallersreturn and cable additional officescan
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be very expensive. Network hardware and embedded network software are
straightforwardif you have one or only afew vendors. In your budgeting, allow
for the hardware to be fully featured, even if you actually order less. If you are
adding a new application on top of an existing network, then consider adding
money for hardware upgrades due to the increased workload.

The network management, diagnostic, and control softwareis more complex
becauseit may operateon host hardwareand may involve additional staff. Try to
place alimit on the budget amount by setting criteriafor turnover to production
and operationsas well as on the labor needed for installation.

Software

Thesystem softwareis easiest to estimateand include. Utilitiesare often under-
estimated in that people miss some of the softwarerequired. Tak to the vendorsas
well as other software users to determine what softwarethey have acquired. Even
if you do not elect to purchaseit now, put it in the budget. Next,try to apportionthe
software cost between ongoing operations and the project. It is not redly fair for
the project to pick up operational and maintenance costs. For softwaretools such
as development environments, database management, fourth-generation lan-
guages, and so on, some of the leading factorsin underestimation are (1) not in-
cluding al of the necessary modules, (2) not alowingfor sufficient trainingin the
software, and (3) failure to include vendor consultationsto get you started.

The preceding remarks apply to software packages. Additional factors here
are the customizationrequired of the application softwareto fit specific business
requirements and the design, programming, and the testing of interfaces with
other software. Solicit vendor estimatesas well as experiencefrom existing users
of the software package. With mgjor integrated software packages, you can seri-
oudly underestimatethe costs.

Staffing

With the schedule and resourcesidentified, you can determine the people and
their costs. Then you can add overhead. For contractors you can solicit specific
bidsfor task areas. If this sounds so straightforward, then why doesit go wrong?
What happens is that requirements or technology changes. The schedule then
slips. Once the scheduledlips, the labor costsgo up. The costs are atrailingindi-
cator of the problem. The core of the issue is how to protect the project from
change. If there are changes, then an allowancehas been made for changing both
the schedule and the budget. Estimation gets a bum rap here because somehow
people are expected to seeinto thefuture. However, thereis no extrasensory per-
ception for software development yet.
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What should you do if you do a good job estimating and end up with a num-
ber that is too large to be acceptable? Do you arbitrarily cut the number to fit
someone's plan?The answer isno. Try to move some of the costsout of the proj-
ect and into the business unit or other areas of systems. The project budget may
look big to information systems, but it typically is much less significant to the
businessunits—and, after al, they are oneswho are going to benefit from the new
system and technology. For PCs and the network, you can arguethat the business
unit will eventually require these items to complete its standard tasks, not in-
cluding the new system. The new system represents an incremental application
on the network and hardware.

Some of the common mistakes people make are the following:

» They fail to include sufficient hardware for development, test, and pro-
duction environments. These should be three separate environments.
Otherwise, you are likely to have incomplete testing and quality
assurance.

e Thereis software missing. When you acquire a substantial fourth-
generation language, for example, there are many additional components
and utilitiesthat you should get. Validatethe software components.

* If the projectis going to go for a year, then you should allow for upgrad-
ing to new versions. Many people only put in theinitial purchaseor
acquisition cost.

Moving on to staffing, go to the project template and the estimate of the plan.
In Microsoft Project and other software project management tools, you can ob-
tain a " Resource Usage™ view of the data. Here the rows are the resources and
tasks and the columns are time periods. The entries in the table congtitute the
number of hours that the resources work during that period on the tasks. Export
this table to a spreadsheet. There you can apply money to the resources. Don't
usethisasis. Follow these guidelinesin doing the analysis.

» Allow for additional resourcesthat are not includedin the plan. After al,
the planis not a detailed budget entity. Rather, it is a management one. If
you attempt to make any project plan totally accuratein resource alloca-
tion for each and every small resource, you will not have enough time to
updatethe schedule. It will be too unwieldy to use.

* For consultantsand contractors you should allow for startup and
termination.

* Remember that the project planisfor work in the project. There are also
support tasks that have to be included in the resource estimates.

¢ A ruleof thumbisto takethe total number of hoursin agiven period such
as a month and then apply an average cost. This will give a ballpark start-
ing number.
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How D oY ou DETERMINE BENEFITS?

Benefits were discussed earlier in general. Now you are going to define these
benefitsin more concrete terms. Here are some guidelineson benefits:

* Insist that all benefits be tangible. Management has heard enough fuzzy
benefits.

* Insist that the business units devel op the benefits with your help. They
should stand up before management and present these. If you are a consul -
tant or in IT, you are just not credible because you do not know the busi-
ness and, more important, you cannot make these benefits materialize.

« Determine how the benefitswill be achieved.

« Fin down how the benefitswill be measured. Thisis best done by measuring
the business processesthat are impacted before and after implementation.

¢ Benefits should be revenue or cost oriented. Any cost reductions should be
supported by how labor will be cut or reallocated.

These are tough guidelines, but they are essential for credibility and support.

How SHouLD You EstaBLISH MULTIPLE PROJECTS?

Most of the techniquespresented for single projectsapply to multiple projects
aswell. Here are some additional guidelines:

« Build high-leve tasksfor al projectsfirst.
« Establish dependenciesbetween projectsat thishigh level.
« |dentify common issues and associatethem with appropriatetasks.

Itisimportantfor theline and project managersinvolvedto build their plansin
acollaborative, shared information environment. Otherwise, it will be more diffi-
cult to resolve issues. Information hiding at the start of the project can really hurt
later and result in more political games and maneuvering.

HowDoYou EsraBLisH A BASELINE PLAN?

Most project management software allows for multiplesets of start and finish
dates for each task. When you are setting up the plan, you are typicaly working
with one set of dates—scheduled dates. You can save these into another set of
dates and then make changes to see what happens to the schedule for what-if
analysis. The software allows you to set the baseline plan dates. This typicaly
meansthat the scheduled dates are saved as planned or baselinedates. Thisisre-
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ferred to as setting the plan. Later during the project you will enter tasks as com-
pleteand make changes. Thesewill be saved from the scheduled datesinto the ac-
tual dates.

How can you take advantage of the other datesin systems projects? Some ex-
amplesfromlessonslearned are the following:

» Customer or business unit dates. These may be separateor in addition to
the project manager dates.

* Modifications to baseline. Due to issues, resourcereallocation, and soon, a
major schedulechange may be necessary. You can still keep the baseline
dates by saving them into another set of dates. Then you can establish the
new baselineplan. The original baselineplan isthen not lost and can be
employedfor later analysis.

Y ou must retain any significant change to the agreed upon scheduledue to re-
guirements changes, external factors, and so on. You can then track and present
the history of the project. Most software allowsyou to show three setsof datesin
the bars of the GANTT chart. For example, in Microsoft Project, you can store
many different start and finish dates. If you run out of these, then you can save
the schedule to retain the ol der dates.

How Do You SELL THE PLAN?

Let's consider each audience you are attempting to reach. Your objectiveand
approachwill be differentfor each.

¢ Sydemsand upper management.

The plan must mesh with the project concept. If there are mgjor differences

in dates and budgets, then you will have to redo the concept to fit the plan

and market it prior to presentingthe plan. Now put yourself in management's

shoes. What do you ask about a plan? Here are some examples:

—The project concept identified initial ideas about risks. What hasthe
project plan done to minimize the risk?

—What resourcesdoes the plan require? Are these available?Will these
demands affect other current work?

— Are interdependenciesamong projects clearly identified? How will they
be managed?

How do you sell the plan to management? Review the project concept and

highlight how you have addressed risk. Next, discuss how the plan and proj-

ect will be managed in terms of the business unit role and interfaces with

other projects. Another area to discuss is resource management. How will

the team be coordinated and managed?
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* Project team.

You will succeed in marketing to the project team if team members partici-
pate in the updating of the plan and in project management as well asin
giving support for the schedule dates. You fail if al that you achieveis
understanding.

Go over the plan with all members of the core team and major part-time
team membersindividually. Review their tasks and dates. Have them iden-
tify risksand more detailed tasksfor their work. After doing this, gather the
team together and present the plan along the lines of management presenta-
tion discussedearlier.

Businessunits.

Thereare specific marketing objectiveshere. The plan reinforcesand defines
the role of the business unit. You want the unit to acknowledge and accept
thisrole. The business unit must see what responsibilitiesits employees will
have and how important they are to the project. Also, you want peoplein the
business unit to understand that the plan can help in communicationsand in
resolving issues.

Visit the business unit managers and review the project concept. Present
the plan at a summary level. Don't bury them in detail. With this overview
show them what tasks their staff will be performing, when this will occur,
and theimportanceof the work. How do you indicateimportance? One way
is to show how dlippage will occur if the tasks are not performed on time.
Another isto explain theimpact of not completing a task.

Many project management books end here. However, you must set the
stage for addressing questions and issues with the team later on. From
lessonslearned and theinitial issuesidentifiedin the project concept, discuss
some of thelikely issuesthat will be faced. This can naturally lead to a dis-
cussion of the issue resolution process and how the plan and issues will be
updated. Return to theissues and select one. Go through the process of issue
analysisand resolution. An example of an issueiswhat will occur if the per-
son assigned to the project is no longer available.

How DoYou Fix AN EXISTING SCHEDULE?

Hereis a step-by-steprepair process:

* Step I Review theresourcesassigned to tasks and establish astandard list.

This meansthat you will gather al resourcesacross schedulesand compose
astandardlist. Then you will edit thelist of resourcesin each scheduleto
conform—thereby ensuring compatibility.

* Step 2 Establishthe highestlevel summary tasksin the schedule. Createa

top-level summary scheduleof fewer than 20 summary tasks.
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* Step 3: At each level introduce dependenciesbetween tasks and insert de-
pendenciesthat aretail to head.

* Step 4: Movedowninthelevel of detail to lower summary tasks. Keep
adding moredetail, and then add dependenciesat that level.

* Step 5: When you havefixed the detail ed tasks, add the resourcesfrom the
resourcelist to the detailed tasks. You should assign no more than three to
four resourcesper task at the detailed level.

* Step 6 Enter datesand durationsof the detailed tasks. These will normally
be the scheduled start dates and durationsfor the detail ed tasks.

EXAMPLE: ELECTRONIC COMMERCE

Let's givean example of atemplatefor electroniccommerce. Once a company
embarkson electroniccommerce, it islikely to have several electroniccommerce
projects for individual transactions, justifying the creation of a template. Key
areas of the project relateto business partners, interfacesto legacy and other host
systems, and controls.

Project management

Businesspartner relationships
Businessand processanalysis

Technology support

Host/legacy system interfaces

Security, firewall, and network access
Softwar e development and implementation
Electronic commer ce controls and security
Technical integrationand testing

Process changesand procedures
Marketing changes and support

Note that the areas have been employed to define the project structure by
highlighting integration and marketing. Who might be involved in the project?
Beyond IT you have the business unitsincluding marketing.

If you were aready doing electronic commerce, you would probably have a-
ready completed a small project to define strategy, costs, benefits, assessment of
competition and Web sites, and overall scheduleas well astechnicd direction. This
standardization can then be employed across other electronic commerce projects.

E-BUSINESSLESSONS LEARNED

Building the plan for e-businessrequiresa great deal of collaborativeeffort.
Estimating the hardware, network, and softwareis easier than the businessside.
Here are some guidelines.
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* Makesurethat you include a test environment for the software. E-business
requiresyou to be thorough in quality assurance. In one company there
were several errors that were undetected. The software was put into pro-
duction. Someone found out that they could order and receive merchan-
dise free by combining promotionsand discounts, and this information
was posted in achat room. Within a week, the firm had unknowingly
given avay over two milliondollarsin merchandise!

* Useexternal information as a start in estimating benefits. This will iden-
tify the areas of benefitsfor implementation.

* Besuretoincludethe benefitsof changed internal business processesfor
non e-businesswork. In many cases, this is where the tangible benefits
will beinitially received.

GUIDELINES

» Keep task descriptions simple and use a standard set of abbreviations(for
example, Rev for review). Number al tasksfor easier referencelater. Keep
task descriptionsshort (25-35 characters) so that the GANTT chart will
till fit on one piece of paper.

» Set thefont to be Times New Roman 12 point. Thisis standard and easier
to read than smaller fonts.

* Review al task descriptions. Split tasks that are complex sentences.

 Each task should begin with an action verb (define, develop, review, col-
lect, design, and so forth). Milestonesindicate what is to be completed
(such as prototype completed or tested). This ensures consistency and dif-
ferentiates between tasks and milestones.

* |f ateam member has never donetask planning before, work with him or
her to define tasks and get started. Y our goal is to have people be able to
work alone, but also work together. If you don't accomplishthisgoal, you
could be locked into the old mold wherethe project leader gathersthe sta-
tusinformation and becomes a clerk.

* To market the idea of atemplate, develop a strawman templateand have
peoplereview and comment on it.

* Make sure that you devel op the plan areas with the business unit staff as
well asinternal systemsteam members. Have them begin to enter tasks
into the project management software.

WHAT TO DO NEXT

1. Collect several project plansand review the task structurefor the plans.
Answer the following questionsfor each plan:
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Arethe high level, summary tasks consistent in the schedule?
Doesthe project cover al of the areas of risk?
Isthelevel of detail consistent across the schedule?
How have updates and changes been made to the schedule?
Isit easy to find specific tasks or do many have the same names?
If you had an issuein the project, then could you find the associated
and affected tasks?
* Has a baselineschedule be set?
* |sthewording of the tasks consistent?
2. Move up from singleto multiple projects. Answer thefollowing
questions.
* How easy or difficult isit to create an overall project plan that com-
bines several project plans?
* What inconsistenciesand problemshave to be fixed first before you can
combinethe projects?
* |sit easy to find issuesthat cross projects?
3. Assuming that you were going to build project templates, how many and
what different templates would have to be constructed? What types of re-
sistance would you encounter?

SUMMARY

Developing the project plan is a political process in which you reinforce how
people work together, what they can expect, what is expected of them, and their
commitmentto the project. If you missthis opportunity, then you will face an up-
hill battlein establishing methods later.

By empoweringtheteam, the projectleader can spend moretime on issuesand
on doing project work. The team members can think on alarger scale about how
todotheir work and theimpact their work will have on theoverall schedule as op-
posed to just focusing on immediate tasks. This collective approach aso fosters
more joint work among team members.
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Effective Project Tracking
and Coordination

INTRODUCTION

In the past, much of the emphasisin managing a project was directed toward
updating and analyzing the schedule. Today, in systems projectsit is a different
situation. Updating and analyzing are still important, but now they are trailing ac-
tivities. Problemsand issueshave already surfaced by thistime. It may betoolate
to prevent problemsif you wait until dippage occurs.

Adopt a more proactiveapproach in managing projects. A primary duty of the
project manager isto identify, analyze, and resolveprojectissues. Anissuecan be
a problem or an opportunity. If you addressissues, then you can reduce risk and
increasethe chance of project success. Thisis such an important activity that the
chaptersin Part IV address more than 60 specific issuesin different areas. Alter-
natively, if you let issues linger and concentrateon project accounting, you jeop-
ardizethe project.

A second part of being proactiveisto participate in some of the project work
and to review work quality. This can extend across several projects. If multiple,
related projectsare not managed together, then each project can be successful in-
dividualy, but together thereisfailure caused by alack of coordination.

It is necessary to define your goal in managing and compl eting projects. Tradi-
tionally, systems projects were successful if they were completed on time and
within budget. Today, thisis unacceptable. You must achieve the benefitsfromim-
plementationand completion of the project. Thisis asking for more, but it is con-
sistent with the earlier discussion of the project concept. Failurethen liesin not
only not completingthe project, but alsoin not achieving the benefits. In response,
you can say that getting the benefitsis not the responsibility of the systems group.
Thisis true and points to the need for a sufficiently wide scope to accommodate
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processchange and improvement. You want the tasks of measurementand imple-
mentation of process changeto beincludedin the project plan and performed by
the businessunit. Thiswill result in alonger project timeline. Another impact of
this definitionis that business unit management and staff will be more heavily in-
volved in the project.

APPROACH

How Do YOou IDENTIFY AND M ANAGE | SSUES?

A project leader must constantly be looking for potential issues—both prob-
lems and opportunities that can impact a project. Issues can surface internally
from team members or externally from other projects or groups, business units,
vendors, and management. That is one reason why a good project manager
spends much of hisor her time communicating with these entities. The last thing
you want is to be caught off guard by a nasty telephone call, memo, or e-mail
message.

Once you have detected something, you have to understand it. Isit asymptom
of an existing, known issue?Is it new? Here are some questionsto ask. A symp-
tom is an effect of an issue.

* Isitasymptomor anissue?If you fix it and a problem remains, then itis
anissue. If it isa symptom, create a statement of the underlyingissue.

* Isit relatedto an existingissue?If so, isit another symptom? Doesit ex-
pand theissue?Can it be treated separately?

* What are other symptoms and potential causes of theissue?

* What are theimpactsof theissue on the project? On other projects?On the

organization?

What is the priority of theissue?

What happensif theissueis not addressed?

Wheat are related issues?

Who will analyzetheissue?

What will be the analysis approach?

Let's give an example. Supposethat ateam member tells you that the business
unit wantsto change requirements. Thereis atendency to run over to the business
unit and determineif it istrue and what the new requirementis. You can see how
the requirementcan be addressed. Thisknee-jerk reaction is often counterproduc-
tive. You risk being*nickel and dimed” in changes. Instead, treat theissuethrough
analysis.

Turning to analysis, first, determinethe statusof work in the project. Thiswill
provideyou with perspectivelater when you meet with the business unit. Second,
assessrel ationsand communi cati onsbetween theteam and the business unit. Why
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didn't this change surface before?Why doesit appear now? Next, planfor contact
with the business unit. Push for a review of all requirementsaswell as project sta-
tus. Thiswill put you in a proactive position asopposed to being on the defensive.

I n the meeting with the business unit, relate each and every changeto the busi-
ness process. Get the tangible benefits out on the table. Test what happensif the
change s either not made or made through manua procedures. If the changere-
mains real, then you have a bonafideissue on your hands that you can address.

Establish an issues database as was discussed earlier. Update the databasewith
new informationon aregular basis (at least once or twice per week). Using this
database you can now move to group related issues. Seek to solvemultipleissues
with one set of decisionsand actions. Return to the example. Let's assume that
there are additional issuesrelated to the businessissue and commitment. For ex-
ample, supposethat the business unit is not actively participating in the project to
the extent originally agreed. Because you are dealing with requirementsalready,
itis natural to includethese as well. Thereis the potential for a trade-off here—
you support the new requirement; in return, the business unit providesmore sup-
port to the project.

How DoY ou MEASURE OPEN | SSUES?

Whenever you have a number of open issuesthat vary in priority, impact, and
age, you can create a graph such as that in Figure 8.1. The chart tracks the num-
ber of openissuesby agefor different prioritiesand in total. The curveshave been
smoothed. Thischart is normal and desirablebecauseit islogical that most of the
open issues have been discovered recently.
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Figure8.1 Agingof Open Issuesin a Systems Project
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Age
Figure82 Problem Stuation of Open | ssues

Thegraph in Figure 8.2 is more serious. Here substantial high-priority issues
have remained unresolved for sometime. Yet the total number of issuesremains
similar, as does the lower-priority issues. How does this happen? Political or fi-
nancial problemsmay be associated with these older issues, which management
chose not to address. It can also be the fault of the project leader due to inexpe-
rience or the lack of will to addresstheissue. Yet theseissues fester and can se-
riously impact the project depending on the decision. Look at the changing
requirements example. Suppose the decision is deferred. Then if the final deci-
sion is made to implement the requirement, much of the project work may have
to be redone.

Let's consider how you should analyzeissues overal. Start with these basic
dataelements.

e |ssue number

e Status

* Type

e Date discovered
e Dateresolved

These simple data elements can give you the basisfor many comparativegraphs.
Here are some examples:
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* Total number of issuesat pointin time. What is the trend in the total ?

* Tota number of issues by type. What is the trend in business, technology,
external, and processissues?

» All issues by date discovered. Number of issues by discovery date. Are
more issues being uncovered later in the project?

* All issues by date discovered and type. Number of issue by discovery date
for a specific type. Are moreissues of the specifictype being uncovered?

* Averagetimeto closeissuesby date of discovery. Isthereatrend asto
how long it is taking to resolveissues?

* Averagetimeto close issues by type and by date of discovery. Istherea
trend asto how long it takes to close issues of acertain type?

How D oY ouMEASURE THE WORK IN A SYSTEMS
AND TECHNOLOGY PROJECT?

M easuring the work starts with collectinginformationon status. If the project
team has been updating its part of the scheduleand issues, then you can start with
areview of thisinformation. If collaborativescheduling is not in place, you have
to determinestatus manualy. Don't fall into thetrap of holding a project meeting
to determinestatus. I nstead, meet with each personin hisor her officeif possible.
Plan ahead for the sequencingof the meetings with team members. Start with the
team members who are working on tasks with the greatest risk. Thisis probably
where you can do the most good.

Here are some guidelines for individual one-on-onemeetings:

» Ask how the work is going and what issuesor problemsthe team members
have runinto. Thiswill get team membersto open up to you in their own
words.

 Trandate what they say into theimpact on the tasks they are working on.
Have them review what you did. Thisis more effectivethan just handing
them alist of tasksand asking them to check off what is complete.

* For each task that is completed, plan on how you will review it for quality.

* Now go down thelist of open issuesand determinewhich are impacting
their work. Examples might be availability of resourcesor waitingfor other
team membersto completetheir work.

« During this meeting, ascertain whether they are communicatingwith other
team members on their own. Or are they working alone?|f they are work-
ing alone, plan ahead for a small meeting to get them together with other
team members.

* Ask what resourcesor help they need for current and near-term future
tasks. Volunteer to get them help.
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* Don't ask what percent complete their current task is. Thisisa very inef-
fective question in software and technology projects. Instead, ask them
what is |eft to do in the task. Thisfocuses on getting it done as opposed to
how much they have done.

* When addressing future tasks, ask them to define the work in detail. This
will help flesh out the detailed schedule. Of course, it is better if they main-
tain their own tasks becausethey can be sdlf-sufficient and moreinvolved
in project management.

You can review work at several levels—jugt like child's homework. You can
takethe team member's word for it. You can ask to seeit, but you don't review it.
Or you can have the work reviewed. Time doesn't permit a full review of every
end product. Moreover, in systems projects a number of milestones are amost
sdf-evauating—thatis, the work isimmediately put to use and tested. Other mile-
stones might not be critical at the time. Several criteria are applied for picking
which milestonesor end products to evaluate:

¢ Themost important milestones. Thisis traditiona project management. It
makes senseif you can know which are the most important. However, if
peopleknow which milestones are important, they will conscioudy do well
on these.

* The milestonesthat have the greatest risk. These are the ones on which
much later work depends. It is recommended that you userisk asthe main
criterionfor selecting milestonesfor review. In some cases, risk and impor-
tancelead to the same milestones.

How will you evauate a significant milestone?Employ an approach that uses
several people from the team. You want to use the review to build the team dy-
namics. Have each person involvedin thereview developalist of questionsahead
of time, then ask how he or she want to do the review. The purposeis to encour-
age a proactive, positivereview process.

What do you do after a meeting? Don't wait until you talk to the entire team.
If specific actionsare necessary, such asfollow-up on procurement or installation,
get on thisright away. Report back to the team member. Part of your job as proj-
ect leader is to identify and addressissues.

After you have determined status, update the issues databasefirst. Then go to
the project plan and schedule. Here are some guidelinesfor updating the schedule:

* Mark all of the tasks that are completefirst. Don't use percent completefor
detailed tasks.

* Insert more detailed tasks for current and future work based on theinfor-
mation that the team members provided. Insert the date that the task was
created in atext field within the project management software. Use some
symbol to indicatethat it is a new task.
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e Mark thetasksthat are now started.
* Associatetheissueswith the tasksfor traceability.

Doal of thiswith a copy of theschedule. Now filter or extract thetasksfor each
person for thelast month and afuture month. Haveeach person on theteam review
what you havedone. Makeany corrections and changesto the schedule. Updatethe
schedule. Thiswill become the new actual schedule. Thisis the manua version of
theprocess. In collaborativescheduling, each person performsthe update stepslisted.

What are some of the problems that you can face when reviewing work?

* The work is behind schedule. Reasonsfor this are (1) the original estimate
was too optimistic, (2) the resourceswere not availableto do the work, and
(3) the scope of the task was not understood properly.

e The quality of the work is not acceptable or complete. This can be dueto a
misunderstanding of the task. Another reason is that the person doing the
work lacks specific training. That is why it is urged that each person define
his or her own tasks.

What do you do? Some people might just extend the schedule. Don't do this.
Createan issueand follow up. If the person doesn't appear to be making progress,
volunteer to get help. Many peopletry hard and becauseof ego or some other rea-
son don't want to admit problems. Don't blame them. Get them help. Thisis es-
pecially truewhen you have amix of junior and senior programmersand anaysts.
Encouragethe senior team membersto help the junior team members. Emphasize
to the senior staff that part of their job on the projectisto mentor and help the ju-
nior members.

How do you handle these situationsin the schedule? Instead of extending a
task, create a new task next to it and indicatethe reason for the change (such asre-
work or scope). Leave the old and new tasks open and still being worked on. If
you have task 8110 Design update program, then you would add task 8111 Com-
plete design of update program.

How Do YouANALYZE A PROJECT?

You now have updated the schedule. You can produce severd of the standard
graphs and reports, or you can produce an updated GANTT chart that shows ac-
tual versus planned results. However, before you do this, perform an analysis of
the schedule. Here are some specific stepsfor anayzing the schedule:

¢ Look at the number of outstanding issues and plot a graph such asthat pre-
sented earlier.

» Examinethe oldest outstanding major open issues. Why are these till
open? Start doing researchto determinewhat is going on. What can you do
to resolvetheseissues?
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* With the update you probably have added more detail ed tasks. The sched-
ule probably has now been extended. Don't leavethisasis. Look at thefu-
turetasksand find those that are likely to require moredetail. Thiswill help
you see how bad the situation might become.

» Look at the future tasks by person and determinewhich have high risk.
Label thesein afield in the project management software.

* Filter the schedule by extracting those future tasks with high risk. Hasthe
number and extent of risk grown? Are the tasks with risk on or near to im-
pacting the mathematical critical path? Here you are working with the man-
agement critical path.

* Now you can copy the current scheduleand create a mode of what the fu-
ture might hold. Adjust the task durationsbased on the previous analysis
steps. Thiswill probably be scary becauseit will extend the scheduleeven
further in the future.

* Review thelist of issuesand compareit to the future tasksthat have high
risk. There are severa possibilitieshere. For tasks that are risky with iden-
tified issues, assign theseissues high priority. For tasks that haverisk but
no issues, you must attempt to identify theissuesthat lead to therisk. You
can consult the team members who will be working on these tasksin the
future.

Do you realize what you are doing in this analysis? First, you are being proac-
tive in addressing issues with current tasks. Second, just like team members who
preparefor the future tasks, you are preparing for the tasks that have high risk.
You are attemptingtoidentify and addressissuesin thesetasks so that therisk can
be reduced. It is a myth that you have to wait until the task starts before you de-
finetheissue. Don't wait that long.

At this point in your analysisyou have several schedules. You havethe updated
current schedulewith the additional tasks and revised estimatesfrom the project
team. In addition, you have the baseline or plan schedule. Remember, thisis the
one that management seesas official. You havea so created a third schedul ebased
on future estimates. It makes senseto put thesetogetherin a GANTT chart. How-
ever, the baselinehasless detail than the current schedule which, in turn, hasless
detail than the " future' schedule. How do you put thesetogether? Summarizeeach
schedule to the same tasks. That is, roll up the tasks to the summary level. The
summary level is the samefor al three schedules. In some project management
software packages, you can now combinethese schedulesso that each summary
task hasthreesetsof start and finish datesinthe GANTT chart. An alternativeap-
proach is to create a new summary schedule and copy and paste the actual,
planned, and future dates into the new schedule. Three sets of datesis normaly
the maximum number that can be shown on a GANTT chart clearly.

The GANTT chart can now be employed to do further analysis. You can an-
swer thefollowing questions:
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* What istheimpact of the current information on the current status of the
project?If thereislittle or no change, then no actionis required. If there
has been a mgjor changein the schedule, then proceed to the next question.

* What is the estimated effect of current knowledge on the future schedule?
Thiswill indicate whether thereis mgjor dippage in the future.

There are now several cases to consider. If both the current and future do not
change the scheduled compl etion, then no immediate action is needed except for
the actionsidentified earlier. If the current schedule is okay and the future sched-
ule showsslippage, then you must take severa actions. First, you must follow up
on the issues related to future tasks to reduce risk and possibly improve dates.
Second, alert management informally of the potential for dippage and explain
what you are going to do.

In the third case, the current schedule slows dippage but the future schedule
showseither improvementor the same dippage. What you do here dependson the
degreeof dippage. If it issevere, then you may want to follow the stepsin thelast
casethat follows. If it isnot severe, then you can report that to managementaong
with actionsyou are taking.

In the fourth case, thereis slippage in both the current and future schedules.
Now you must do more analysisof the issues to verify that your estimates of the
future are correct based on your current information. If they areor when they are,
you can proceed with considering aternatives. Do this analysis prior to any man-
agement presentation. Here are some analysis steps to consider:

» Can the structureof the project be changed to have more tasks performed
in parallel ?This what-if analysiscan be performed with your future sched-
ule. Saveit beforeyou start. Save the revised schedulewith the structure
change.

* Gotothelist of open issues. See which onesimpact the schedule. Revise
the future schedule based on the structurechangein the preceding step with
changesto show the effectsof early and favorableoutcomesof issues. Save
this schedule separately as*'1sues™

* What happensif more nonpersonnel resourceswere added? This might in-
clude additional hardware or software. In other words, what happensif you
throw money at the project? Do this analysiswith a copy of the schedule
with the structurechanges. Save this schedule as ' Resources."

* What happensif you add more people or add moretime from current staff
on the project?The personnel can be either employees or contract people
such as contract programmers or consultants. Save this schedule as
" Personndl."

You now have four different models of the future. For each of these schedule
versions, prepare an estimate of the budget impact so that you have a budget-
versus-actual analysis. These models can now be discussed with management.
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Thisanalysstakesconsiderabletime. It isrecommendedthat at most you do this
once every few weeks or month. Otherwise, you will spend al of your time doing
thisanadysis. You can reduce the time needed for thisanalysisby being very orga
nized in your files and work habits. Here are some guidelinesand lessons|earned:

* Do the schedule update at a different time from the analysis. Updatingis
mechanical. Analysisis not. Doing them together will & so take too much
dedicated time and requiresdifferent attitudes.

* Organize your computer files so that the updated and baselinescheduleare
on the network. The additional filesyou have created are on your hard disk.
For each scheduleyou create, document the assumptionsand changes that
have been made. Otherwise, you will not be ableto remember all of them
and will have to reconstruct your work, which can be very time consuming.

* Print out each GANTT chart and label it. Put these chartsin paper files
along with labels as to assumptions and dates.

* Summarizeyour analysis resultsin bulletsorganized asfollows:

— Assumptions

—How the schedulechanged
—Impact of schedule change

— Feasibility of making the changes

If you are considering changing the schedul e after meeting with management,
make sure that you includefuture changes as well as changesbased on current in-
formation. The goal in systems projectsis to have as few major changes to a
schedule as possible. Managers will question what you are doing if you keep
changing the schedule and running to them with problems. Having constantly
changing scheduleswill likely disturbthe project team. Team memberswill ques-
tion the direction of the project.

How D o You PERFORM BUDGET
VERSUS ACTUAL ANALYSIS?

You can track the expendituresfor equipment, the network, and software in
standard ways. For labor analysis, you would use the same approach as during
planning. You would generatethe " Resource Usage' view of thedataof the proj-
ect. Thiswould be then be exported to a spreadsheet. There you can compareit
to the sameinformationfor the baseline plan. Once you find discrepancies, then
you can zero in on the tasks that created the differences.

HowDoYouTrRACK MULTIPLE PROJECTS?

What do you do differently with multiple projects? Begin with analysisof the
schedule for each project. If you have project leaders for these projects, have
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them perform the preceding analysis. Work with them individualy to review
their work. Identify problem areas and issuesfor each project. Work on theissues
that cross multiple projectsand prioritize the issues across projects. An example
of an issue might be the need for specific programming software tools. Another
exampleisthe need for additional design or programming resources, which have
the same area of expertise. This will move you up to the level of perspective
across multiple projects. For each common issue do the following:

* Formulate a genera version of theissuethat will apply to each project.

« Definewhat will happento al projectsif theissueis not resolved, and do
this by showing the impact of slippage on the schedules.

 Define potential solutionsfor theissue and show how these impact the
schedule.

« Estimate the cost and benefit of the potential solutions.

* Determine how you and the project leaders will control and manage the
solution to ensure a result.

Now download the project schedules that the project |eaders have devel oped
from the network onto your PC. Filter or extract the tasks from each schedule
that are currently active or that occur in the next month or two. Combine these
extracted schedules into a single schedule. You can now see the resource re-
quirements across each schedule. This only worksif the project leaders use the
same set of namesfor resources(for example, they use the same resource pool),
they follow the same genera template forms, and they have assigned resources
totasks. You can now perform your own what-if analysisto see what happensif
you reallocateresources. As you make changesthat appear to improvethe sched-
ule, make notes as to the changesthat were required.

With this analysisin hand, the next action is to gather the project leadersin a
meeting and see how resources can be shared across the projects more effec-
tively. Use a PC attached to a video projector so that you can do the same what-
if analysisas a group. Here you can show them the problemsin the individua
scheduleswith specific resources. You can indicate the changesand see the reac-
tion of the project leaders. You can employ the same approach to see the impact
of issue resolution and solutions. There are severa goalsin carrying out this ex-
ercise. First, you are attempting to share resourcesacrossthe projectsso astoim-
prove the schedules. Second, you are trying to get the project leaders to work
together more closely in a collaborative mode.

How SHouLD You COMMUNICATE EFFECTIVELY
WITH MANAGEMENT?

This analysis leads to management presentations. Several types of presenta-
tionsare used: informal presentations of statusand issues, formal statusreporting,
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and presentations to obtain resources, change schedules, or resolve issues. Let's
consider each of these.

I nformal Communication with Management

Meet informally with your manager each week or every other week to give
status. Thiscan bedone early in the morningin aone-on-oneinformal setting. A
formal meetingis not necessary. What do you discuss?

* Communicatethe status of the project(s) in termsof budget and schedule.

* Warn them that there are specific issues that must be addressed at some
point in the future. Indicate the impact of theissue on the schedules. How-
ever, aso point out that you are considering several aternative solutions
that will be presented to them.

This informal communication can pave the way for considering the issues
later in moreformal settings. The approach aso gives managersa comfort level
about the project. They might suggest some actions or remark on some possible
changes. All of this goes toward getting them to participate in the project at a
management level.

Forma Communicationabout Project Status

Systems and technology projects are a challenge for management to under-
stand and grapple with. Many managerslack a technical background. Evenif one
manager has a technical background, others will not. How do you convey infor-
mation on technical projectsto nontechnical people? From experience, the use of
a standardized one-pageform for reporting on each individual project, regardless
of size, isagood approach. Thisform is shown in Figure 8.3 for a sample proj-
ect. The areas of theform are asfollows:

* Title, purpose, scope, leader, and date. It isimportant to always reinforce
the purpose and scope of a project because the elapsed time of the project
may be long. Management must be kept aware of any changesin require-
ments to the project.

* Budget versusactual. Thisisachart that plots the cumulative actual costs
of the project aswell as planned costs. An exampleis given in the form.

* Summary GANTT chart. This highlightsthe baselineand actual schedule
on the same chart.

* Key active issues. This arealists the major open issues that remain unre-
solved along with their impact if not resolved.

* Major accomplishments. Thisisalist of the major achievementsand mile-
stonessince the last report.
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Title: Leader: Dae

pur pose:

Scope:

Summary GANTT Chart CumulativeBudget versusActual

A GANTT chart with summary
tasks; the basdineand Actual
theactual gppearshere. Money
Budget

Time

Activelssues
Issue: Impact:

Accomplishments:

Upcoming Milestones:

Figure8.3 Project Reporting Form

* Upcoming milestones. Thislists what achievementsand milestonesyou
anticipatein the period.

At a glance managers can see what is going on with the project. Their eyes
will be drawn to the quantitative data first (budget versus actual and GANTT).
Then they will seetheissues. Thiswill makethem more awareof theissuesto be
handled. They will also see the progressthat is being made.

What do you do with multiple projects? Well, you aready have provided the
individual project information. For status you want to show the benefitsand im-
pact of the projectsas being greater than the sum of the parts.
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If the projectshave similar structure, then you can devel op thefollowing table.
This showsthe projectslisted as rows. The columns are the high-level milestones.
The table shows the estimated compl etion date or codefor completion.

Projects Analyss Design
Client-server C March 31
Data war ehouse February 15  May 5

Thisis an easy way for managementto track milestones.

You can also show common issues by using thefollowing table. The rows are
issues and the columns are projects. This table highlights the impact of the issue
onthe project. A dashed lineor blank can be used if theissue hasno effect on the
project.

Projects
|ssueprojects Project 1 Project 2
Issue 1
Issue2

This table shows how the projectslink together through the same issues. It will
help you in gaining management support for resolving theissue.

A third table shows how projects share common resources. The rows are re-
sourcesand the columns are projects. The table entry is the quantity and the type
of resource being used by the projects. This table helpsto show how you are try-
ing to shareresourcesacross projectsfor synergy.

Proiects
Resour cesprojects Project 1 Project 2
Resourcel
Resource2

Presentationson | ssuesand Plan Changes

You have analyzed the issues and the schedule. You haveinformationready to
go to management. How do you present it in a manner that will yield support for
your proposed actions?Hereis an outlineof an approach that works:

* Summary of status of project(s)

* TIssue(s) to be addressed

* Impact on the project(s) and business unit if theissueis not addressed

* Benefit to the project, business unit, and organizationif theissueis
resolved

« Alternativeapproachesfor resolution

* Recommended decision, follow-up actions, and timing
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If thislooksliketheoutline of atelevisioncommercial, itisnot by chance. Note
that nowhere is the technical side discussed. You first get to theissue and itsim-
pact. For instance, in acommercia for aspirin, the issue would be someone with a
headache. Next, show the benefits of having a solution. The ad showshow the per-
son feels and looks better with the treatment. You want to show that you did your
homework and considered severa alternatives.

Some guidelinesare appropriate here. When discussing theimpact of theissue,
focus on the businessside of theimpactin termsof delays and effect on business
costs. If you consider only the project, the effect will be diminished. The same ap-
pliesto benefits. With respect to alternatives, consider the following:

» Do nothing. That is, take no action that requires money or slippage.
What happensto the schedule? Thisis the case of restructuringthe
schedule.

* Throw money at the project. Thisis the alternativeof applying nonperson-
nel resourcesto the project.

* Apply additional resourcesto the project.

The decision you recommend will need follow-up actions. These might include
reassignment of staff, procuring hardware or software, or getting a consultant or
contractor. Have these actions ready to go. You want to be ableto act on the deci-
sion assoon asit hasbeen approved. You don't want to haveto come back to man-
agement for approva. Keep in mind that there will be a tendency to delay a
decision that requires more resources. Managers may not want to take the risk to
make adecision. Thisis countered by theimpact of theissueif not resolved.

For multiple projects, you may wish to focuson common issuesand resources.
Here are some examples:

¢ A combined GANTT chart that showsthe use of a specific resourceacross
severd projects.

¢ A combined GANTT chart that showsthe impact aswell as resolution of
anissue on the projects.

What do you do if the project is now to be changed due to requirements, re-
sources, or some other issue? After the presentation to and approva by manage-
ment, you are how ready to implement the actionsand inform the project team or
the project leaders. Here are some stepsto take:

* Prepareall paperwork related to acquisition of resourcesimmediately, and
get it started through the system.

* Preparea new schedule with the new dates, milestones, tasks, and so on.

» Updatethelist of issueswith what has been decided.

Yau are now ready to present your plan to the team or group of project leaders.
A lessonlearned hereisto review it first with each manager or team member one



152 Chapter 8

on one. This will alow them to ask questionsand punch holesin what you have
done. Then you can present it to thegroup. Hereisan outlineof your presentation:

* Summarizethe issues and what was being addressed.

» Highlight theimpactsagain of not getting a solution.

 Present the new schedule, which gives the audiencean overall view of the
situation.

 Definethe specific actionsthat will be taken and discuss how they impact
the audience as well asthe schedule.

* Indicate how the actionswill be followed up in terms of measurementand
actions.

 Just passing out a new scheduledoes not cut it. You must indicate how you
will determineif the actionsworked.

How D o You CopPeE WITH A PROJECT CRISIS?

The preceding discussion will work for most situations. However, in rare occa-
sionsthereis a true crisis. Action is required quickly, and there is little time for
analysis. A crisistypicaly occurs becauseeither a new issue arose or an existing
issue reached critical mass. Many people have a tendency to panic and jump at a
solution that involvesthrowing money at the problem. Don't fall into this trap.

If you encounter acrisis, think about aseriesof changesthat can be madetore-
sources, the schedul e, personnel, system requirements, business requirements, the
business unit role, and so on. Don't restrict yourself. Thisis your chanceto get a
number of thingsin the project and across multipleprojectsfixed at onetime. Use
the crisisas an opportunity. Dealing with the crisis means going through the same
stepsthat were discussed earlier.

How CAN You EFFeCTIVELY EMPLOY LESSONS LEARNED?

"Lessons learned” is a popular phrase. As mentioned earlier, it is now more
formally part of *'knowledgemanagement.” Whatever its name, there are severa
challengesin using lessonslearned effectively. How will lessonslearned beiden-
tified?How will they be retained?How will they be applied to the project?What
will bethefollow-upto seeif they did any good? Thefirst two questionsweread-
dressed in previous chapters. Here it is assumed that there is a body of lessons
learned. To apply theselessonsto a project, you must apply them to specifictasks.
Thisisnot aseasy asit sounds. Start by associating each |esson learned with tasks
in the project template and then in the plan. With these lessons learned, you are
now in a position to apply the information. Get the analysts and programmers to-
gether and discuss each lesson learned that applies to the task. Have them as a
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group indicate how they might apply the information and what they expect in
terms of benefit. Some people may be resistant to changing their methods. They
are free to propose alternativesand arguefor them. Either way, the methods and
tools used in the project are discussed openly between junior and senior team
members. This serves to educate the junior members. It also leads to measuring
the benefit and effect of thelesson learned later.

EXAMPLE: BEAUMONT INSURANCE

Beaumont Insurance had two groupings of development and enhancement
projects. Rather than manage each project separately, it was decided to group
them. A group leader was appointed for each. The responsibilitiesof the group
leader included thefollowing:

* |dentifyingand addressing issues across multiple projects
» Gathering and sharing lessons learned among the projects
* Sharing resourcesamong projects

The project leaderswere still held accountablefor the project milestonesgiven
their resources. At first there was resistancefrom both project leaders and team
members. Project |eadersfelt that their roles were diminished. The group project
or superprojectleader continually had to reinforcetherole of the project leader. It
took time to establish ahabitua pattern of behavior.

The team members felt that this was an unnecessary layer of management. A
useful responsewas to show how the superprojectleader can gain accessto man-
agement and to resourcesmore readily than could individual project leaders.

What werethe benefitsof grouping the projects?Therewas more sharing of re-
sources in the areas of testing, network support, analysis, and data management
across the projects. In the past, some projectsfinished early and otherslate. With
the superproject approach, projects tended to finish on time more often. There
were also fewer surprisesfor management in terms of issues. It was found that
about 20% of the issues were shared by at least three projects. The fear of addi-
tional overhead vanished when it became obviousthat the superprojectleader per-
formed different roles from the project leaders. Another benefit was that the
business unit could contact one manager to address a specific problem. Technol -
ogy experience and selection was more open across multiple projects. This was
particularly valuablein sharing client-server and intranet experience.

E-BUSINESS LESSONS LEARNED

E-business project tracking can be very demanding. Following are some spe-
cific comments.
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» Managerswill ask for many presentationssince they view e-businessas
important. You must be ready with organized and canned presentationsat
al times. You do not have time to customize each presentation.

* Theissuestracking and graphs discussed earlier are valuablein e-business
since they provide management and business unitsas well as the team
with an assessment of what is going on and where attention i s needed.

» Using a common issues database allows you to determine the effect of
single and multipleissues across the e-business subprojects.

GUIDELINES

« At the start of the project, take some time to explain to the team members
how you will be managing issues, reporting status, and working with
them. Many people assume that team members automati cally know what
will happen. Thisis not true becausethisis usudly the first time that this
particular group of people have worked together.

* Eliminateany project meetingsthat involve status. Devote project meet-
ings to technical issues, lessons learned, and how methods and tools will
be used in the project. This will reduce the overhead and perceived over-
head of project management on the team. It will also reinforce the team's
view that you can care about resultsand not the project management
process.

 Actively pursueinformal communicationswith several managers. Thisin-
cludes several business unit managersas well asthe managersin informa-
tion systems. This will broaden the base of support for the project.

* If you are managing multiple projects, managethem at several levels. On
the general level, focus on theissues that cross the projects. At the de-
tailed level, plungeinto a project with the project leader and get involved
in the detail. Do thison a consistent basis so that the team will not think
that you are pushing aside the project leader. Indicateto the project leader
that you want to use a hands-on management style. Attend project meet-
ings unannounced.

 Foster an atmosphere of applyinglessons|earned across different projects.
This can be accomplished at several levels. Oneis the technical sharing of
information among programmersor analysts. Another is between project
leaders. Consider having regular lessons learned sessions among project
leaders.

* In management presentationson issues have managersor senior staff from
the business unit there to emphasi ze the impact on the business unit if the
issueis not addressed, as well as to support early resolution.
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WHAT TO DO NEXT

1. Review how your current projects are reported to management. Address
the following questions:

« How areissues associated with projects and schedules?
« What analysisis performed across multiple projects?
« How are resources allocated across multiple projects?

2. What processisfollowedfor reviewing milestones?When is a milestone
considered sufficiently important for measurement of quality?What con-
stitutes acceptablequality? How are the results of milestonereviewsdis-
seminated and followed up on?

SUMMARY

Managing an ongoing project is much more than doing work on the project
and calculating and reporting status. In a systems project, you must be proactive
by looking to the future and identifying and addressing issues that raise the risk
of the associatedtasks. Don't wait until an issue surfaceson its own. Work of the
project leader includes constant efforts to build the 'team’* as ateam. Thisises-
pecially important in systemsand technology projectswheremuch of thework is
perceived as an individual effort. You must build the team so that you raise the
level of the junior team members and reinforce the value and self-esteemof the
senior team members.
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Software Devel opment

INTRODUCTION

M ODERN VERSUS TRADITIONAL DEVELOPMENT

Many system devel opment failures have been reported. Client-server project
failures have been reported as high as 50% or more. Data warehousing failures
have been cited at similar levels. Traditional mainframe devel opment projects
have also suffered problems. Why is thefailurerate so high? Although each situ-
ationis unique, it seemsthat many firms are till using the development cycle of
the 1960sin the devel opment projects of the 1990sand 21t century.

What are some of the differencesin development approaches?

* Thetraditional life cyclefollows a sequential set of phases. Requirements,
for example, are assumed to be nailed down prior to design. When require-
mentslater change, the design and programming may have to be redoneor
reworked, causing the project schedulesto dip. Inintranet and client-server
systems, you learn what a business unit wants by seeingits reaction to pro-
totypes. Requirementsremain more flexible and fluid.

 Using object-oriented methods, each transactionfalls within an object class.
Thisisamost the opposite of the traditional large COBOL program with
numerous!F. .. THEN... ELSE statements. Design and programming are
more modular in modem systems so that when you discover an exception
transaction, you can add the corresponding program objectsand carry out
limited testing. On the other hand, the COBOL program will haveto been-
hanced, potentially tearingit apart and necessitating extensive testing.
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In previous decadesa new system was created that possessedfew linksto other
systems. What links there were consisted mostly of batch processing. The situa
tion today is different. You often cannot afford to replace al legacy systems. In-
formation is more integrated. You are forced to integrate the new system with
several legacy systems. The situation often is even more complex because of mul-
tiple hardware platforms linked through a heterogeneous network. These factors
push us to consider newer devel opment methods and approaches.

METHODSAND TOOLS

Over the years many methods and toolsfor development have emerged. Tools
are software packages that aid in the performanceof specific tasks. Methods are
approachesto undertaking design, development, and other work. Tools support
methods. Failurecan occur becauseof some of thefollowingfactors:

e The method is unsupported by a tool so that the staff must resort to manual
methods.

* Thetoolsare not compatiblewith each other, resultingin substantial dupli-
cation and even contradictory work.

« The method or tool isinflexible, making it inappropriatefor some projects
(for example, large or small projects).

* Thereis no or inadequate vendor support for thetool.

e Thelearning curve and time consumed using the tool outweigh the benefits.

The more successful toolshave tended to aid programming (editors, compilers,
interpreters, debuggers, testers, documentation, and so on), system management
(such as network management and configuration management), and reduced pro-
gramming (such as object-oriented tools, fourth-generation languages [4GLs],
and database management systems). Tools to aid system analysis and design (for
example, CASE (computer-aided software engineering] methods, diagramming,
and documenting) have been | ess successful. Toolsthat generatecodefrom design
input have been developed, but these have met with limited success. Thisis be-
cause the resulting code must be customized and completed.

Even with variousmethods and tools, system developmenteffortsand projects
have suffered from the following complaints and concerns:

* Business requirementsand, hence, system requirementschange.

* There are sometimes missing methods, tools, or gaps between them that
necessitatemanual, ad hoc work.

» Benefitsfrom the system resulting from the project are less than estimated.

 Schedulesstretch out.
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* The project scope expands and changes.
» Therole of the businessunit and its staff is vague and ill defined.

Thereis no magic solution to addressing these issuesin the form of off-the-
shelf tools. Therefore, you must address these factors through project manage-
ment of the overall devel opment process.

APPROACH

REQUIREMENTSFOR A DEVELOPMENT APPROACH

Let's begin by considering what development will be based on. Traditionally,
you go out and collect requirements. You obtain many of thesefrom the business
unit staff assigned to the project. However, requirements, if just stated by business
staff and not verified, are subject to being inaccurateand incomplete. Remember
that thereis no pendlty for giving partial or incompl eteinformation. Moreover, re-
quirementsare often not verified until the entire set of requirementsis presented
to the business unit for approva and sign-off.

Wherewill you determineand eval uaterequirements?Requirementsreflect the
activities of the business. Assuch, it makes senseto observe and analyze the cur-
rent businessprocess. Reguirementsfor both an improved process and system can
be generated. It isalso evident that when you observe a business process, you are
seeing discrete work—in systems terms transactions. Include management infor-
mation, reporting, and other work using the systems as transactions. Batch pro-
cessing is embedded as steps in update transactions (labeled as batch). If there
were no current business process, then you wouldinvent the processfirst to define
requirementsfor a supporting system.

Many typesof transactionsare availablefor use, including both regular and ex-
ception transactions. In order to gather them all, you haveto spend effort over an
extensiveelapsed time. Thus, if you take atotally sequential approach, your proj-
ect will likely fail becausethetime will run out beforeall of the requirementsare
known.

Now move ahead to design, devel opment, integration, and testing. If theseare
treated sequentially, the project el apsed time extendseven further. Y our approach
must be modular to take advantage of the transactioninformationasit isdevel oped.
Information on separate, unrelated transactionsgathered later should not disrupt
what you have already done. The approach must also be parallel so that additional
analysis, design, development, and integration can proceed to the extent possible
at the same time. You aso haveto be open to new methods and toolsthat are be-
coming availablefor intranets, client-server, and object-oriented devel opment.
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Let's summarizethesefactorsthat impact development:

Base requirementson information about the business process gathered di-
rectly or verified with the process.

Support concurrent design and devel opment for transactionsthat have d-
ready been defined along with continued data collectionfor other
transactions.

Accommodate linkage between the new and current (includinglegacy) sys-
temsin design effortsearly.

Relate benefits of the system investment to the combined improved busi-
ness process and the new system.

Provide an effective management and control approach for devel opment.
Given that the transactionsin the new process will closely integrate manual
and automated steps, it is logical that the user proceduresbeincludedin the
operationsmanual with the process.

The method described in the following stepsis targeted at the preceding fac-
tors. These stepsare not carried out in sequential order. Experiencehas shown that
work can be going on concurrently in several different stepsat the sametime.

Step 1: Understand the current business process and transactionsas well as
current systemsin termsof potential interfaces.

Step 2: Definea new or modified transactionand then business process.
Step 3: Determinethe benefits, user requirements, and system requirements
from steps 1 and 2 for both new devel opmentand modificationsand inter-
facesto current systems.

Step 4: Design the new transactionsand system as well as the interfaces
with the current systems.

Step 5: Undertake devel opment, testing, and integration.

Step 6: Prepare business operationsmanual s (which include user proce-
dures), training materials, and operating procedures.

Step 7. Carry out conversion and data setup for the new system and
process.

Step 8: Establish business policies, carry out training, and convert to the
new processand system.

For each step it is necessary to answer some or al of the following questions:

What are the end productsor deliverableitems?
What are the roles, responsibilities,and tasks involved?
What are the criteriafor success?
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¢ How should work be performed?
¢ How should the work be managed?

What are appropriate methods and tools to support the step? Some are estab-
lished in your organization, so they will not be covered here. Guidelineswill be
covered separately at the end of the chapter.

What are some of theimplicationsof using these steps?

* The burden of managing the projectis moreintensethan traditional devel-
opment becausethe approach is conducted in parallel with multiple steps
being active.

* The steps support the modular approach mentioned earlier.

» Requirements changesare less because of the way the work is performed
with the businessunit staff moreinvolved in the project.

* New methods and tools can be applied in any given step.

StEP 1 UNDERSTAND THE CURRENT
BUSINESS PROCESSAND SYSTEMS

End Products

» Operations proceduresor manual of the current process including excep-
tionsas wdl asissuesin the current process. This manua documentsthe
current business processin terms of transactionsand so provides up-to-date
user information. It explains how the current systemis used. Thiscan bea
useful side benefit to the business unit from the project, which may never
have had such documentation before.

* Interfacesinvolving and using the current systems. Thisincludesdocu-
menting theinterfacesin place along with identifyingissues, problems, and
opportunitiesfor improvement.

Rolesand Responsibilities

Although a systems analyst or project leader can begin the work and provide
guidance, it is essential that the employees of the business unit perform much of
the effort. This has several benefits. First, the employees develop a more formal
understanding of thework. Second, they understand the problems with the current
situation and can relate these problems to the processand system. They are more
eager for change. Third, they become more committed and involved in the proj-
ect. Given the extensive effort required, consider employing junior staff in the
business unit who have more availabletime. Systems staff will have to support the
definition of the interfaces.
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Criteriafor Success

Onecriterionistherapid collectionand documentation of the work. A second
isincreasing enthusiasm among business unit employees regarding the project. In
addition, you flesh out more exception transactionsthat |ead to having more com-
plete requirements.

Work Methods

Consider building the table shown in Figure 9.1 for each transaction. In this
table atransaction is divided into discrete steps that can be manua or automated.
For each step, identify who (person, computer, customer, and so on) performsthe
transaction and what actionsare performed. These two columns are based on the
documentationmethod known as Playscript. You can supply calculationand logic
rules in the business rules column. The current automation for the step is de-
scribed in a column. The column of issuesidentifies both problems and opportu-
nities. Thelast column isfor comments. You might want to include an additional
column on the degree of risk or uncertainty in the definition of the transaction.
You must admit if you are not certain about specific issues so that you can con-
centrateon these areasin thisand the next step.

Completing thistable requiresthat you carefully cover each significant action.
Include such actions as opening mail and contacting customers, but do not get
down to hand movements (as in the old days of industrial engineering). From
lessons learned it is suggested that you define an initial list of transaction types.
Then build the table for several transactionswith business staff and conduct are-
view. These transactions can serve as a model for other transactions, thereby re-
ducing the review effort and improvingquality.

Note that you can generate the basis for operating proceduresand the operat-
ing manual using columns 1, 2, 3,5, and 6. Thisisin line with the goal of trying
to deriveas many benefitsfrom the work as possible.

Step Who  What I Business IACurrent | ssues |Comments'
| Rules utomatio

FigureQl ExistingTransactions
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Management of Wark

The analyst or project leader establishesthe first transaction of each type as
well as the overall list of transactionsworking together with the business unit
staff. Coordinatingthe work of the business unit staff in building additional trans-
actions is accompanied by directing reviews of the work. Reviews may typically
add or combine steps as well as lead to the identification of more transactions.
Each mgjor exception has its own table. Small variationscan be covered within
the business rules column.

Methodsand Tools

The most useful methodisto developan initial set of transaction tableswithre-
views. Thiswill helpin establishing work patterns. A spreadshest file or database
management system application on a network server will sufficefor atool. Team
members enter their own information. Network access supportsreviews.

End Products

« New transactionsbased on the new system and improved business process.
These transactions are developed by considering severa aternativesand
then documenting the one that is selected. Thisend product is critical to
determining benefits, identifying the difference between the current and
new transactions, specifyingthe automation required in each step, and
preparing the new operationsmanual.

« Informationrequirementsfor interfacesbetween the new and existing sys-
tems. Theseincludedata el ements, edits, timing, backup, frequency, and
volumefor each transaction type.

Rolesand Responsibilities

Early in step 1 the project leader or analyst can define several aternative ap-
proachesfor defining transactions. Once an approach is defined and is acceptable,
then the business unit staff can participate in defining the new transactions. The
project leader can track down the details of interfaceswith programmers.

Criteriafor Success

All new transactions must be defined on atimely basis as well as being com-
plete and correct. Success, though, means that the new processis significantly
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better than the current process so asto justify the cost of the system and change.
If the benefits do not appear to be sufficient now when you have creatively de-
fined the new process, then you may see even fewer benefitslater when the con-
straints of the technology come down on the process.

Woark Methods

Congtruct atable similar to that used in step 1, asin Figure 9.2. Thefirst four
columns will feed the new operations manual and user procedures. This allows
business rules to be maodified. The table supports a linking between the old and
new process steps. Thiscolumn entry can be blank for a new step or can haveone
or more entries. The system requirementspertain in most casesto software. The
benefits column relates to business benefits. In the comments (last column), ad-
dress how theissuesin step 1 are handled in the new work flow.

Useseverd different waysto addresseach transaction,including thefollowing:

* Improvement with no additional automation. This shows you how far you
can push the envel ope without implementing the new system.

* |mprovement maximizing automation. This pushes the boundary of the
technology.

* Improvement based on simplifying the degree of user expertise needed. This
testshow the process can be stripped down to essentials.

Onceyou have carried this out for a number of transactions, you can select the
approach with the greatest overall benefits. Keep the othersin reserve if needed
later.

The system requirementscan be aggregated at the transactionlevel first. Then
you can work with the volume and performanceinformation specified in the first
step to determinethe requirementsfor the system and for interfaces.

M anagement of Wark

Whereasthefirst step required detailed analytical work, this step benefitsfrom
creativity in determining how to simplify or automatethe transactions. The proj-
ect leader can lead and conduct a simulation of the alternatives.of the new
transaction.

sem Benefits Comnment s
(< llll‘e-

Step IWho What Business Old
ment

|Rules | Process

Figure 9.2 New Transactions



Approach 165

After this creative part, you now must push ahead to define as many other
transactionsas possible. Concentrateon having a range of transactionsas well as
including those that have the greatest uncertainty or risk, due to a lack of knowl-
edge, for example.

Methodsand Tools

The same methods and toolsfollowed in step 1 can be employed here. Again,
make sure that all data are based on the network so that people can share infor-
mation. If you employ a database management systemfor the table, then you can
combineand analyze the two tables more easily. Dia ogue among team members
can be recorded for |ater use becauseit will contain lessons learned.

STEP 3 DETERMINE THE BENEFITS, USER REQUIREMENTS,
AND SYSTEM REQUIREMENTS

End Products

e Comparison of current and new processes and requirements

 Estimationof benefitsto the business based on the comparison

» User requirementsthat include process, organization, and personnel as well
as those pertaining to automation

e System requirementsfor new system as well asinterfaces

Update of the estimated costs of the project and system based on the

requirements

Rolesand Responsibilities

Business unit staff must be very heavily involved in this step. It is here, after
all, that the benefits are pinned down along with the new process. Gathering any
additional informationrelated to volumes of work, estimated savings, and soonis
theresponsibility of the business unit. The analyst can preparean initial version of
user and system requirementsfor review. Notethat in the traditional lifecyclethis
step either is not done or is undertaken by information systems.

Criteriafor Success

One measure of successisthat thereare substantial benefitsthat will outweigh
the coststhat will be estimated based on the requirements. What if the benefitsdo
not appear to be sufficient? First, determinewhere the greatest areas of costslie.
Can these be reduced? Second, determineif the new process can be scaled back
to requirealess costly solution.
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Work M ethods

Benefits have been identified for each transaction so that it is possibleto gen-
erate benefitsat the transaction level. What must be added are volumes, personnel
time, the value of the benefits, and costs. The table in Figure 9.3 can serve as a
starting point. This table builds the benefits at the transaction level. The second
column summari zesthe benefitsfrom step 2. Monetary benefit dong with the jus-
tification and reasoning are the other two columns. Note that justification and rea-
soning will be extremely important later when you present the results of the work
to management for approval and credibility.

The transactionscan now berolled up in thetablein Figure 9.4. However, you
must grasp the overall benefit at the function level to determine actual savings.
Use Figure 9.5 to make this determination. Function can refer to a position or
group within the business unit.

To obtain user and system requirements, proceed in the same way as you did
for evaluating the benefits. Consider constructing the table in Figure 9.6 first.
Then move up to thefunctionlevel to generateFigure9.7. You can theninvert the
tableto obtain the tablesin Figure 9.8 and 9.9 for user and system requirements,
respectively.

Transaction:
| Step | Benefit | $ Benefit | Justification/Reason |
1 1 1 1 [
Figure93 Individua Transaction Benefits
| Transaction | Bendfit | $ Benefit [ Justification/Reason
| [ | ] 1
| 1 I 1 |
Figure9.4 Benefitsby Transaction
Function:

| Transaction | Volume | $ Benefit | Comments |
| 1 r 1 !
|

1 1 I 1
Figure9.5 Anaysisby Function
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[ Transaction [ W Requirements System Requirements Comments |

Figure9.6 Reguirementsby Transaction

[ Function | Ya Requirements SystemRequirements Comments

Figure9.7 Requirementsby Function

[ Wa Requirements | Function | Comments |

Figure9.8 User Requirements

| System Requirements I Function | Comments |

Figure9.9 System Requirements

M anagement of Work

From experienceit isrecommended that the project leader or andlyst work withthe
business unit saff and managers to develop the tables. Information technology can
functionin a coordination and support role, while business unit gaff define benefits.

A lesson learned hereis that after the first time this is done, the benefits will
probably not match up to thecosts. This hasthe positive effect of encouraging the
business unit to consider changes in organization, policy, and so on to achieve
greater benefits.

Methodsand Tools

The tables can be based on the network server. Work from earlier steps should
be available. As group memberscreate new tables, they should have space to in-
dicate their reasoning and logic in construction. In a conference room, establish
a PC connected to the network with a projector so that the group can review the
tablestogether.
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STEP4 DESIGN THE NEW TRANSACTIONS,
SYSTEM AND INTERFACES

Thefollowing activitiescan be performedin parall el assuming that the staff are
available:

« Design of interfacesto current systems

 Design of the graphic user interface (GUT)

» Design of arepresentativetransaction within classesof transactions
Design of the database

Design of batch programs

Design a prototype of the system

« Pilot of the process and system

The second task provides the standard to simplify and make uniform the user
interface. The third task provides the start of an object-oriented approach. Add
moreactivitiesfor client-serverand intranet applications. For both, toolswill have
to be acquired and ingtalled. Staff have to be trained. In client-server applications
the middleware will be designed. The prototype tests the design of the system.
The pilot tests the combination of the system and the new process.

End Products
The end products of this step includethefollowing:

e Databasedesign

* Interfacedesign for links to current systems

 Design of representativetransactions(objects)

Design of batch programs

Design of new interfaces

Prototyperesults

Pilot results

Mapping of the design against the requirementsand process
Update of benefitsand costs

Rolesand Responsibilities

On the surface, much of thereview isin the handsof the systems organization.
What can the business unit do? Well, remember that steps1, 2, and 3 are not dead.
Work must continue on the transactionsnot defined at the start of this step. In the
prototype and pilot areas, thereis much for the business unit staff membersto do.
First, they can test the prototype system as part of the team. Remember that thisis
restrictedto the system. Then they can fully participatein the pilot becauseit tests
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the prototype system in the context of the new process. The pilot helpsto validate
the system and processtogether.

Criteriafor Success

Successin design can be reflected in quality end products and in integration.
You can redly add that success is when the benefits and costsfall in line or are
better than original estimates. Successis a so the acceptanceof the prototype and
pilot.

Work M ethodsand M ethodsand Tools

Follow the accepted methods of designin your organization. In terms of the
prototype and pilot, here are some guidelines.

» The prototypeincludescomplete transactions except for the interfaceto the
existing systems. In that way, you can simulatethe entire transaction.

* Thepilot includes all manual and automated stepsfor the transactionscov-
ered in the prototype.

* The pilot istested with many employees in the business unit. This not only
validates the system and process, but it aso actsto build grassrootssupport
for the new processand for change.

M anagement of Work

Thekey roleisthat of the project leader. The project leader must not only co-
ordinatework in this step, but also the ongoing work in the previous three steps.
Businessunit managers are to be involved in conducting and supporting the pilot
effort.

Here are the end products:

o Completed application system
e Completed system interfaces

The techniques used depend on your environment. In an object-oriented ap-
proach, keys to successful development are configuration management and con-
trol. The initial transaction in each class can be tested and evaluated. As
information becomes available on other transactions, then these transactionscan
be programmed as objectswithin their respectivegroups.
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Successful project management meansthat you will have to overseethe testing
and configuration controls. More standard supervision applies to the interfaces
and to batch programs. Base your transaction testing on test scripts generated by
the business unit. These rely on work in step 2 and help to validate the resultsin
the earlier steps.

STEP 6. PREPARE OPERATIONS M ANUALS, TRAINING
MATERIALS, AND OPERATIONS PROCEDURES

The operationsmanual and training materials can be based on thework in step
2 as well as the prototype and pilot of the design step. As the user interface and
the exact handling of transactions are known, then this detail can be added. Oper-
ations proceduresfor the system follow internal practicesand policies.

It isimportantin managing this step that you have business unit staff available
to generate transaction proceduresearly, before programming is completed. It is
recommended that test scripts, training material s, and operationsproceduresd| be
undertaken together asdesign and devel opment progress. The additional detail sof
how the graphical user interface (GUI) works can be added when availablelater.
In addition to procedures, an effort will be required to define new policies and
even job descriptions.

Much of theinformation in the system that is being replaced may be unusable
for several reasons:

 Datafieldsin the new system are incompatiblewith the current system.
Making these compatiblecan be amajor issue.

* Datain the current system may be incompleteor inaccurate. Making man-
ual correctionsafter conversionis a problem.

* Thenew system typically has new and different fields than the current sys
tem. The content of thesefields has to be added.

* Thestructureof the information may be different in the new than the old.

What do you, as a project leader, do during the conversion step? Early in the
project,in thefirst three steps, evaluatethe quality of thedataand its compl eteness
in the current system. If it appearsthat conversion of the datadirectly is not use-
ful or will only be partid, then consider establishing an initial database for the
new system. Includethefollowing tasks:
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» Developing software to aid in data cleanup, datafield addition, and dataentry.

« Working with the business unit to schedule when and what informationwill
be compiledfor dataentry.

* Obtaining business unit resourcesfor datacollection, dataentry, and
validation.

STtEP 8: CONVERT TO THE NEW PROCESS AND SYSTEM

Here the new process and system are turned on. Business unit staff must be
trained. All work in previous steps must be completed. The system must pass op-
erational tests. Training must include both the process and the system. The busi-
ness unit is responsible for training in the business process. Because new
employees will be hired after the system is operational, the business unit can also
carry out training procedureson the system for its staff. Establishingamethod for
training the trainer might be useful here.

EXAMPLE: ARCADIA HEALTH SERVICES

ArcadiaHealth Services was a medium-sized health maintenanceorgani zation
that survived with legacy systems for patient records, accounting, inventory, and
other functions running on a proprietary operating system. For convenience, let
time begin at year zero (0). In year 0 Arcadia saw the need to modernizeits sys-
tems and establish more flexible software.

Thelegacy systems suffered from the following problems:

* The systemslacked some of the sourcecode.

* It took an averageof more than four monthsto handlea maintenancere-
guest becausethe systems were so old, the staff was new to the systems,
and documentationwas amost totally lacking.

The systems group reviewed several software packages and made purchasing
recommendationsto management. Management rejected these recommendations
because most funds were committed to expansion. The systems group was not in-
formed of thisreason, but instead was told that funds were not available—period.
The systems group was told to come back with a proposal for internal develop-
ment that would cost less money. Thisrevision was approved.

In year 1 analysts collected requirementsbased on current problems, the cur-
rent system, and assuming a moderate growth rate. No work flow was analyzed.
No assessment was made of the business direction. The requirementsand the un-
derlying assumptions never madeit to upper management. They werederailed by
amiddle-level manager whofeared that if the requirementswereadjusted tofit re-
dity, the project would be dropped.



172 Chapter 9

Senior management meanwhile had decided that Arcadia was at a cross-
roads—aeither it would grow quickly or it would eventually be acquired. The hedlth
maintenanceindustry was undergoing a shakeout. Management chose growth. In
year 0, Arcadia had 250, 000customers. This was the volume used by the systems
groupin estimating volumefor the new system. By year4 Arcadiahad 1. Smillion
customers—an increase of over 400% in fewer than four years. As each new ac-
quisition was made, its customers had to be added to the existing system. This
robbed programming resources from development. In desperation the systems
manager choseto isolatethe devel opmentteam so asto keep it off limitsfrom the
conversion work. When the devel opers asked how many acquisitionsthere might
be, the systems manager replied that he did not know, but the team had to continue
development to meet the schedule.

Attheend of year |, thedesign wasfinaized to match the requirementsin size
with some growth. The new system was based on a4 GL (fourth-generationlan-
guage) and was to offer many new features and dataelementsthat werenot avail-
able in the current system. However, the internal staff had to be trained from
scratchtolearnit, resultingin more delays. Requestsfor consultantsto helpin the
programming or even to do reviews were turned down.

The new system went on-line in year 4 (more than two yearslate). It was an
immediatedisaster. Here are some of thecritical technical and management prob-
lemsthat surfaced:

» Management decided to convert all customersin one shot. Thiswasabig
mistakebecauseof dataproblemsin theold system. At thetime of conver-
sion there were 1.9 million customersspread across more than 45, 000ac-
counts. The conversion program halted whenever it encounteredone error
in arecord. This halted the entire account. After this was fixed, the program
was rerun and the next error was hit. Conversion fell behind. It was a night-
mare. If an account had 100 errors, the system would halt each timeit
found one and then processing would have to be repeated after thefix to
one record was made.

* Therewas no cleanup of existing data. The old system tolerated many errors
and the new system was unforgiving. For example, in the middle of the con-
versionit was discovered that the key customer identifier had erroneously
been placed into the date of treatment for more than 100, 000customers.

¢ |ttook I minutesto enter a new customer's data versus a target of
6 seconds.

What was the businessfallout?

* Uncollected bills soared to more than $400 million.

» Moniesdueto care providers(doctors, clinics, etc.) totaled more then $650
million.

e Thepriceof Arcadiastock plummeted by over 50%
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The development project was a disaster. What are some lessons learned from
thisexample?

« Don't freeze requirements—ever.

* Keep communicationsopen between upper management and the develop-
ment team.

» Makethe design flexiblefor growth.

« If you are going to use new technology, hire someone who knows it.

e Don't isolate the devel opment team.

 Carefully analyze the business process, business rules, and data.

* Plan the conversion. Start with small accounts and build up to larger ones.

E-BUSINESSLESSONS LEARNED

E-business implementation tends to involve buying software tools, using ex-
isting systems and interfacing to these systems, and doing some development.
Some of the risk management concernsin devel opment are asfollows:

« The development effort must be kept limited since there is tremendous
time pressure to implement.

* Any development effort must be traded off against integration, testing, and
quality assurance work. The more that you develop, the more time you
will need for quality assurance.

« The competitive edgein technology for afirmwill bein quality assur-
ance and integration, not in the devel oped software. Thisis because
transactions must be completed in near real time across multiple
systems.

GUIDELINES

* Businessunit staff members may be reluctant to assume some responsibil-
ities, especialy thosein steps 1, 2, 7, and 8. Thereis really no aternative
sincetheir participationis essentia to gain their commitment. Their com-
mitment is key to the success of the project. Not insisting on full-time par-
ticipation by the business unit senior staff combined with flexibility in
work will help.

« An effective method for carrying out steps 1 and 2 isto divide the team
into subteams that review the work of the other groups. From experience
this had been found to be more effective than a separate review. It also
corrects early any trend toward incompletenessor errors.

 Intheinitial period thereis aways atendency to zero in on thefirst good
aternativeto the current process. Avoid this. You may need to changethe
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workflow during later steps and have some flexibility by having alterna-
tivesavailable.

» Evauatethe new transactionshby considering the following:

—How stableis the new process? How can it evolve without controlsif
peopletake short cuts?

—How will you conduct an audit of the new process?

— If someone were to create a new exception manually, how could you
detect this?

* At the most detailed level in your project plan, put each transactionin the
plan as atask. Thisisimportant for several reasons. First, it helpsyou
track the work. Second, it shows how important the tasks and transactions
are. Thisis the same approach recommended for programs. Each program,
no matter how small, can be a task in the plan.

» Consider establishing alessons|earned database with input from the team
members as they work on the steps. This will be a valuableaddition later.

* When presenting the new process to management, have the business unit
staff memberstake the lead. After all, they did alot of the work and they
will be very credible. Give specifictransactionsas examples. Get down to
detailsbefore you start summarizing the benefits and costs.

WHAT TO DO NEXT

1. Preparea project plan templatefor development following the steps
presentedin this chapter.

2. |dentify potential issues and resistanceto businessunit staff in the
expanded business unit role. Discuss how these can be addressed by
stressing the positive aspects of involvement.

SUMMARY

To stabilize requirementsand ensure benefits, development must involve the
business unit staff at al steps. Any sustained absencewill create problemslater in
the project. Changesin the business process are made possibleby the new system
and modified policies and procedures. Reengineering changes are much more
sweeping than this; however, the approach presented in this chapter can be em-
ployed within process improvement projects.
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Operations, Ma ntenance,
and Enhancement

INTRODUCTION

Let's begin with some definitions. Operations hereincludesall production sup-
port activities. Examples are establishing network support, setting up parameters
for a production run, doing recovery and restart, fixing problems encountered dur-
ing a productionrun of a system (emergency fixes), doing on-linediagnostics, per-
formance analysis and tuning, and similar work. Maintenance is the repair of
problems and doing work so that the agreed upon requirementsfor performance,
function, and features are met. Examples of maintenance are repairing errors or
bugsin the code, increasing performanceof the systemto the set performancelev-
els, and even improving user proceduresfor greater ease of use. Enhancementsare
changes to the system to address new requirements. Handling new features, inter-
faces, integration, and supportingadditional users are examplesof enhancements.

Much of systems work is devoted to these activities. In many organizations
these activitiesconsumeover half of the programming steff time and most of the
network and operations support as well. As a system ages, its complexity in-
creases. Thereis staff turnover, so that over a period of years many different pro-
grammersmay work on a system. The size of the programstypically grows aong
with the size of the databases and files. The quality of documentation sinks be-
cause little priority is given to its maintenance. It is not surprising that it takes
longer and longer to make changesto a system under these conditions, especialy
when you consider the specific tasks that are performed. In an emergency fix for
operations support, a programmer must work under intense pressure to find the
sourceof the error and fix the code. Often thereis not time to examine the large
programs, so the programmer ends up fixing the symptom of the problem—the
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problem may still remain. In maintenance and enhancement, the programmer
must first review the code to find the areas to be addressed. Then after repair, the
code is unit tested. Often thereis insufficient time and resourcesto fully test the
program and system, much less to document the changes.

Does it matter how a particular activity is categorizedin terms of operations,
maintenance, and enhancement? Yes it does. Operationssupport comesfirst. The
system must perform or be available. Many organizations then rate maintenance
second with enhancementscoming up last. Thisis because you can live without
the additional features. Given the resourcesconsumed and importance, you might
think that this area would receive a great deal of management attention. Such is
not the case. People accept the amount of effort as part of doing business—just
like business unitssuffer from business processesthat cry out to befixed. Hereare
some of the problems encounteredin these areas:

* Thereisamyth that thisareais basicaly incapable of being planned and
controlled. Management just assigns a specific level of effort to the work
and leavesit alone. The worse case is when management designates spe-
cific programmers to work full time on one system in maintenance.

* Theresourcesconsumedin these activitiesdeny resourcesto new projects
or mgjor work on current systems.

* Left ontheir own lower level systems, supervisorssometimescut deals
with their counterpartsin the business units. The department getsto keep
the statusquo along with afew "'goodies” while the programmers work on
relatively easy work. Upper management in both information systems and
the business unit haslittle awareness of what has been negotiated. This has
been observedin severa organizations.

* Thereislittle or no cost justification for the work. Every project must de-
fine benefitsand costs. Y& somehow maintenance and enhancement are
often exempt.

* Thereisalack of strategy asto what to do with these systems. It iseasier
to just patch them up each year.

Management gets frustrated when the current systems cannot handle new re-
quirements. This gives encouragement to those who advocate acquiring software
packages. However, even when a packageis acquired, the samelack of manage-
ment control persists and impacts the package through interfaces with current
systems.

What are your goals for operations, maintenance, and enhancement work?
Hereis areasonablelist of concerns, which will be addressed in this chapter:

» Defineastrategy for each system covering what work will be donein the
future, where the system will end up after a certaintime, and what re-
sources will be required.
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* Implement project management acrossall of these activities.

» Aim to maximize tangiblebenefitsfrom work in operations, maintenance,
and enhancement.

* Implement more disciplined management of the support-related work.

APPROACH

If you start with imposing plans and controlson the work in these areas, you
will achieve sometactical results, but you may missthe major benefits. You must
take a wider view that answersthe following questions:

* What business processesand their related systems can benefit from this
effort?

¢ What are the overall plan and concretegoalsfor operationsand mainte-
nance? Should not one objective be to reduce the effort except for emer-
gency fixes?

* How our organization you move away from the policy of dedicatinghuman
resourcesto specific systems?

Whether generated within information systems or by business units, mainte-
nance and enhancement requests must identify benefits and be structured to lead
to projects. An exampleof aformdesignedto helpdo thisisshownin Figure10.1.
Thisform identifies the project and providesfor its description, justification, ben-
efits, and costs, if approved for action. It also discussesthefit of the request with
elementsof plansthat will be discussed. The item on resource conflictsindicates
whether there are competing demands for the same systems resources.

A seriesof stepscan be defined to support a more proactive approach:

* Step 1. Measurethe alocationof information systemsand related
resourcesto determinewherethey are being alocated (information
systems measurement).

* Step 2: Develop a process plan for each critical or key business process.
The scopeof this plan includes the supporting systems.

* Step 3: Definean overall strategic systems plan. This combinesthe results
of the process planswith other architecture, development, and softwareac-
quisition projectsto yield an overall plan.

* Step 4: Based on the process and strategic systems plan, determinean au-
tomation plan for each mgjor department (departmental systems plan). This
makes the strategic systems plan more concreteand revealshow the
processwill be improved through systems.
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Maintenanceand Enhancement Request

ID: Sysem: Dae
BusinessProcess. Submitted by:
Descriptionof Change Wanted:

Benefit of Changeto Business Process:
Howv BendfitsWill Be Meesured

Required by: Reason:
Impact, If Not Undertaken:

Fit with the ProcessPlan:

Fit with Department Automation Plan:

Fit with Strategic SystemsPlan:
Linkageto Other Requests:

Cost of Work:

Cog—BendfitAndyds

ResourceConflicts:
ActionTaken: Date:

Reason:

Figure101 SampleFormfor Maintenance and Enhancement Requests

* Step 5: Set prioritiesfor al systems work including planning itemsfrom
steps 1 through 3, maintenance, enhancements, and operationssupport.
Thiswill be called the slate d wor k.

 Step 6: Follow through on the date of work and measurethe resuilts.

Thesesix steps providefor aproactiveapproachfor gaining control and setting
priorities. Each step will be discussed with an emphasis on operations, mainte-
nance, and enhancement. Step 1 reveals the current situation and dilution of re-
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sources. Step 2 definesan overall plan for critical processes and it helpsthe orga-
nization to set prioritiesfor systems work. Step 3is the constructionof the enter-
prise systems strategic plan. This is applied to specific departmentsin step 4.

Steps 1, 2, and 4 have direct relevance to departmentsand help gain support for
more proactive work and reduced maintenance. Step 5iscrucia becauseit ishere
that the reallocation occurs. Rather than spread out resourcesacrossall systems,
this step typically focusesresourcesto gain resultsfor systems that support criti-
cal processes. |n step 6 you follow through on the all ocation and prevent resources
from being robbed by ad hoc requests. What will happen if you shortcut this step?
Without measurement, you will have no idea of the current situation and the re-

sultsof doingwork. Without the plansfor the business process, enterprise, and de-

partments, how can you proactively get ahead of the work and gain business unit
support for changesin priorities?If you do not set priorities(step4), then each re-
quest will be considered on its own asit arises—fritteringaway resources.

Let's consider measurement as it relatesto operations, maintenance, and en-
hancement. You can devel op severa tables here. Thefirstisthe allocationof staff
to specific systems support.

Systems

Saff ‘ Sysem-1 I System-2

Enter the number of hours that each person spendson a given system. Doing
thisrequireseither an estimate by supervisorsor tracking of personnel time. Next
you might want to determine the number of hours spent in operations support,
maintenance, and enhancement. This can be too time consuming to gather and
track. Instead, you might consider building the following lists. The first is in-
tended to pin down known operational problems. The second providesfor track-
ing maintenance and enhancement requests. Status can be open, closed, being
worked, shelved, and combined with another request.

st

Known problems _ Severity/impact |  Resourcesrequired tofix
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System:

enhancement l assgned

You can now roll up the numbersto obtain a summary. This gives the total ef-
fort spread across systems.

Systems Operations Maintenance Enhancement New development
packages

Aggregate the information by business process and by department. In many
cases, only one system supportsa businessprocess, but thereare casesin which the
processmay use hetwork toolssuch asgroupware aswell as an application system.

Business Operations Maintenance Enhancement New development
[processes packages

Departments Operation Maintenance Enhancement New development
packages

You can use these tablesto answer the following questions.

* |sthe systems staff working on the processesand systems that are most im-
portant to the organization?

* Are gtaff members being dedicatedto lower priority work becauseof their
in-depth knowledge of the application system?

* |sthe split of resourcesacrossdepartmentslogical, given the differinglev-
els of importanceeach has to the organization?
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From the standpoint of the business, there must be an overal plan for the top
critical business processes. Called the process plan, it defines the future direction
for the process (both manual and systems parts) toward which resources can be
appliedin thefuture. A process plan contains the following elements:

* Assessment of the current processin termsof issues, problems, and areas
of improvement

¢ Costsaf the processas well as systems support

* Thelong-term new business processthat servesas agoal for both the busi-

ness unit and information systems

Benefitsaccruingif the long-term processis achieved

Systemsand technology required to deliver and support the long-term
process

The process plan requires work because you must understand the current
process and systems, business trends, and new technology and its potential, and
you must be able to define a new process. Therefore, with limited resourcesitis
recommended that you spread out the development of the process plans over sev-
eral years.

What if thereis no process plan? The business unit has no direction for the
process. Instead, membersof the business unit will react to new technology that
they see and put in ad hoc, unstructured requests. These will more easily pass
through the business unit into information systems. With a processplan in place,
thereis something to measurea new technology or request against. Will the new
technology or request take the processin theright direction?

How do you develop a process plan? Start by identifying 5 to 10 critica
processes. Develop one plan and useit asamodel for the others. Pick asthe first
process one that crosses multipledepartmentsand has systems that have substan-
tial interfaces. This will be the most complex situation. For the process, develop
thetablein Figure10.2. Thisgivesthe stepsin the process, their descriptions, cur-
rent automation, and issues. Each step is described along with the major business
rulesin the second column. How the current system supportsthe processis given

Process:

Step | Description/ Current §/stem . Exceptions/ Issues/
| Busi nessRul es | | Volumes | Comments

Figure102 Analyssof the Current BusinessProcess
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mess
Impact if not addressed Benefits
Issue/  Priority  Organi- Busness Information Organi- Business Information Comments
Opportunity | | zaton |uUnit |Systems | zaton |Unit | Systems | |
i i i ! | ! | | |

Figure103 Issuesand Opportunitiesat the ProcessLevel

in the third column. Exceptionsand volume information are listed in the fourth
column. Thelast column providesfor issues and comments.

This action helps you understand what is going on a the step level in the
process. Next, move up to the process level and identify issues and opportunities
associated with the process. Figure 10.3 providesan example. |ssues and opportu-
nitiescan include system replacement, enhancements, maintenance, and operations
problems. Theimpact of the problem on the organization overall, the business unit,
and systems are addressed a ong with benefits. |n the comments column you might
refer to the specific steps where the impact or benefit can befelt.

The new processcan be defined by the following elements:

 Objectivesin the design of the new process

¢ Business assumptions

¢ Technology assumptions

* Stepsin the new process

e Tableof andysis(see Figure10.4)

* Benefitsof the new processfor the organization, the business unit, and
informationsystems

A potentia outline of the process plan document is asfollows. The tables pre-
sented earlier areincludedin the plan.

* Introduction
Purposeand scope
How the plan was developed
How the planis maintained

Process.
Step I Automation Busness | Current Fssuelepportuniﬁéi
Needs | Needs Process Addressed

Figure1l04 AnalysisTableof New Process




Approach

* Assessment of the current process
Summary of the current process
I ssuesand opportunities
Impacts, if not addressed

¢ Long-term business process
Summary of new process
Assumptions—business, technology
New versus current process

¢ Benefitsof new process
Organization
Businessunit
Information systems

¢ Systems and technology requirementsfor the new process

Notethat thereis no detailed project plan becausethisis a strategy document.

Time and space do not allow a step-by-step approach in developing the strate-
gic systems plan. It is assumed that the plan setsforth the following:

* |ssuesand opportunitiesfacing information systems

* Objectivesof informationsystems

» Constraints(factorsthat must be accepted becausethey cannot be changed)

* Strategies(approaches for getting around the constraintsand working to-
ward the objectives)

= Actionitemsand projectideas (specific actionsand projectsthat support
the strategies)

The plan can draw on the process plans devel opedin step 2. Using the plan you
can develop atable that assists you in evaluating your current and future work.
Thesearegivenin Figure105. Eachissueor opportunity pertaining to operations,
maintenance, and enhancement is given in the first column grouped by business
processand system. The second and third columns give the issues, opportunities,
and objectivesthat the item supports. Thefourth column givesthe strategies, and

Operations Maintenance,| Issues/ | Qoj ecti ves Strategies Acti on Ttems/
Enhancement Opportunities | Projects

Figure10.5 Operations Maintenance, and Enhancement ver sus Elementsof the Srategic SystemsPlan
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the fifth column liststhe actionitemsand project ideas that pertain to thisissueor
opportunity. If an enhancement has a blank entry, this means that doing the en-
hancement does not support the strategic systems plan. You have to question
whether it should be done.

Department or division automation planscan beinitially generated by project-
ing down the elementsof the strategic systems plan and process plans. Using this
asastart, you can now identify specificitemsof relevanceto the department. The
same tables can be employed as for the strategic systems plan. In both cases, you
are attemptingto determinethefit of operations, maintenance, and enhancements
to the strategic plans. Note that thisfit is part of the request formin Figure 10.1.

Setting the slate was discussed earlier at a general level. On a quarterly basis,
management can review the existing work and requestsfor changesand set prior-
itiesagain. Thedateof work consistsof al approved projects, requests, and other
tasks. If thereis no organized approach for setting the slate, requests will be han-
dled one at atime. People who screamthe loudest or who have the greatest polit-
ical clout often get their requestsapproved first. Thisleavesfew resourcesfor the
remaining work. It is no wonder that when information systems reported to fi-
nance, finance systems received the highest priority. In many cases, the systemsof
the peoplewith the greatest political muscle are not the onesthat should be given
attention. It might be more beneficial to first address other systemsthat crossmul-
tiple divisions within the organization.

Over the years, organizations have grappled with the problem of setting prior-
ities. In addition to the reactive mode already mentioned, one approach has been
that of fairness. That is, resourcesare spread across all systems and businessunits.
Each system receives some attention. However, this strategy yields only minor
improvementsbecausethereis no concentrationof resources.

A better approachisto imposeaformal review and approval processthat can-
not easily be ovemdden unlessthereis a true emergency. Under this approach,
projectsand work are only approved if thereis a plan of action accompanied by
tangible benefits. It is not enough for business unit and systems staff to estimate
intangiblebenefits. These may not cometrue. The criteriamust be tangible bene-
fits and support for the long-term architectureof the organization. The setting of
the dateof work must also be accompanied by active measurementto ensurethat
the benefits were realized. Where do you achieve tangible benefits? A popular
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myth hasbeen that the benefitsarein systems. Thisis generaly not true. The ben-
efitsreally liein the business units. They residein the improvementsto business
processes. That is where the benefits can be shown and measured.

Let's now examine the process of setting the date of work. Identify a person
who will gather requests and help employeesformul aterequests. This person who
fulfillsthis centerpost role will provide the following services:

 Offer support for preparing requests

* Review requestsfor completeness and accuracy

* Track requests

 Develop several "straw man'™ alocationsof resourcesfor managementto
review

« Measurethe benefits of the changes after they have been made

Unless someoneisformally named to thisrole, it will be difficultto support an
alocation process. The fallback will put the systems manager in the middle of
one-on-one negotiationswith business units.

Requests can be categorized asfollows:

 Streamliningand cleanup of production systemsto reduce operations
support

* Maintenancerequests

* Enhancementrequeststo meet government reporting requirements, user re-
guestsfor changes, and so on

« Backlog of previous requests that were not approved

* Ongoing devel opment projectsand installationof software packages

* New developmentand software acquisition requests

* Policy and procedure changes

» Timeset asidefor operationssupport

* Ongoing mai ntenanceand enhancement work

 Implementationof new technology to improve the systems architecture
(such as hardwareand network upgrades)

With these categories defined, you can proceed with actions to evaluate the
requests.

« Action 1: Review and placerequestsinto categories.
Each request is reviewed and placed in the appropriate category. Some re-
quests will be eliminated because they havelittle benefit. The need for some
of the backlog items may have disappeared. Other requests may be combined
dueto their similarity.

» Action 2 Evaluaterequestsin each category.
You haveastack of requestsin these categories. How do you evaluatethem?
Each category is unique. For example, policy and procedure changesdo not
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require money or staff but may require training and other investments. The

time set asidefor operationssupport will depend on the system and even the

time of year (for example, year-end closing). As each category i s discussed,
keep in mind that your objectiveisto weed out as many requests as possible.

There are very few resourcesand many requests. When you consider only

critical programmer resources, you are likely to find even more potential

conflicts.

—Streamline production systems. Programmers here will go into the code
and begin to clean up past production problemsthat were temporarily
fixed. The payoff is fewer hoursin the futurefor support and reduced
downtimefor the application system. This sounds like a good opportu-
nity. However, no new features are added for the business unit. Also, an
old system may bein such bad shapethat it cannot reasonably be fixed.
You will probably only give oneto three requestsin this category any
priority. The others will be eliminated due to resourceconflicts, limited
benefits, and the condition of the system.

—Maintenance requests. These are requests by the business staff to mak-
ing relatively minor changesin the system. It is very attractiveto spend
time here becauseit appears aslow risk with some benefit. However,
thereis oftenlittlereal benefit. The systemis not really improved, nor
aretheresubstantia benefitsin thelong term. Based on thesefactors
you can probably eliminatehalf or more of the requests.

—Enhancement requests. Some of these requests may be mandated and so
cannot be avoided. Other requests can be prioritized based on benefits
and extent of effort. You want to avoid giving high priority to requests
that involvelarge-scale effort over an extended time (such as more than
one person for over three months).

—Backlog of requests. A request isin the backlog becauseit did not re-
ceivea high priority. Your goa hereisto eliminatesuch requests. After
all, the business unit was able to get by without the change until now.
Some of the requests can probably be combined with requestsin other
categories.

— Ongoing devel opment and sofhvare package implementation. The ten-
dency hereisto automatically approvethese projectsbecausethey were
approved earlier and they arein process. However, thisis a good oppor-
tunity to revisit the purpose, scope, budget, and progress of the projects.
You will find that it is desirable to restrict some of the projectsthat ap-
pear to be dragging out.

— New development and software acquisition requests. Thisis one of the
categoriesthat you want to make a priority. Rank requests here by im-
pact on the business and fit with the long-term architecturethat you are
trying to build.
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—Policy and procedure changes. Many peopledon't includethese as proj-
ect ideas. Yet they are, becauseit may take a project to implement them.
By giving the policy and procedurechanges visibility, you will accentu-
ate theirimportance and benefits. You arelikely to retain al of thesefor
thefinal selection.

—Time for operations support. Thisincludes normal support aswell as
emergency fixes. Thereis a tendency to uselast year's experienceto es-
timate requirementsfor the next period. Thisis not a good idea because
it perpetuates setting aside a"' systems dush fund." It is better to cut this
back each year.

— Ongoing maintenance and enhancement work. Normally, this category is
untouchable. However, you do want to evaluate progress, purpose,
scope, and benefits. You may find that some work can stop becauseit
yields fewer benefitsthan origindly estimated.

—Implementation of new technology. This category often getslittle atten-
tion. People don't see the benefits of the technology. The technology
projectsthat can be selected are those that are needed to meet perfor-
mance goal sdue to workload growth and thosethat support new sys-
tems. You may end up combining some of theseitems with projectsin
new devel opment and softwareacquisition.

« Action 3: Develop alternative work dates.
To help you in devel oping aternativework slates, you might want to prepare
some tables. Figure 10.6 is a basic table. Here you will list the project ideas
from each category as rows. The columnsaretheindividua systems staff. In
the tableentry you will provide the number of hoursrequired by the request.
Next, you can use this table and separateout the work for which thereis
little or no conflict. Thisis because staff members are not interchangeable
and are specidized. You will find that because of this, some programmers
will be working on lower-priority work. Reconstruct Figure 10.6 so that the
requeststhat are handled by this sorting are at the top of the table. Draw a
heavy line below these and the remaining requests.
There must be an underlying purpose for each alternative. Here are some
that have been used in the past.
— Focus on maintenanceand enhancement. Under this alternative, you find
that there are substantia business pressuresto curb costs. The business

Resources
PersonA | PersonB

| |
| 1 x
L | 1

Figure1l06 Project |deas versus Resources

| Project Ideas PersonC

PersonD ]

|
S —|
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unitsare also under pressureto control costs. You arejust tryingto main-
tain. Therewill be no long-term improvement here, but thisaternativeis
useful becauseit showswhat will happenif you stand till.

—Focus on long-term improvement. Here you will minimize effortin
maintenanceand enhancement as well asin production support. Backlog
will get alow priority. The resourceswill go toward new development,
software acquisition, and architectureimprovement. Thisis the most ag-
gressiveaternativeand shows you what can be doneif you maximize
effort in these categories.

— Give emphasisto tangible benefits. Under this alternativeyou will give
highest priority to the requests that yield the greatest tangibl e benefit.

—Focus on a specific businessarea. Here you will give priority to requests
from a specific business unit to which management gives high impor-
tance. Minimize work for other areas.

—Fit the priority with management goals. Requeststhat are favored here
will fit with management's goals. Thiscan be revenue production, cost
control, or improvementin business practices.

 Action 4: Deter minethedateof work.
Make sure that you define al of the preceding aternatives. Now consider
whichwork datesare similar. You are goingto belucky if the alternativesof
long-term improvement, tangible benefits, and management goals are very
similar. Thisis how you will want to present these to management. Experi-
ence shows that you will be more successful in marketing if you can show
that a particular slatefits severd objectives.

STEP 6: FOLLOW THROUGH ON THE WORK

Each approved request should now have a project plan. The project plans
should fitinto thetemplatesthat have aready been discussed. Each request should
haveadesignated project leader. You will also want to apply measurementsto the
work. Thereis the obvious measurement of tracking the budget versus actual re-
sultsand the schedule versus the plan. Beyond thisis the achievement of the true
benefits that were projected when the request was prepared. Remember that the
business unit is responsiblefor achieving the benefits. Information systems can
only provide the systems and support. Whether there are increased sales, im-
proved efficiency, or reduced costswill depend on what the businessdoes after the
project work is completed. That is why it isrecommendedthat the changesin the
business processes, procedures, and policies be made a part of the project. Em-
ploy astandard, forma processfor ng the benefitsof the work. Figure 10.7
givesaform that can be used for this purpose.
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Request: Date
Sysem:

BusinessUnit: BusinessProcess
Edimated Schedule: Codt:

Original Benefits

Actual Completion Date: Actual Cod:

Reason for Variancewith Plan:
Ben€fitsAchieved:
How BenefitsWere Redlized:

Lessons Learned:
Figure 10.7 Measurement of Benefits of a Completed Request

« Judtification or explanation is required for variancein scheduleand budget.

* In additionto the benefits achieved, the form requiresa discussionof how
these benefits were achieved.

* Thereis also space to capturelessonslearned from the work.

If there is no measurement, then peoplejust move on to the next project. The
knowledge and experiencedf the previous work are not captured. You thenlosea
valuable chanceto improvethe process of maintenanceand enhancement as well
as other work.

What are some of the reasonable tasks for tracking maintenance and enhance-
ment work? You can generally dividethe work into the following categories: ini-
tial investigation and review of the code, design and programming changes,
testing and reworking the code, documentation, and further testing. In addition,
there may need to be training, dataconversion, and other tasks aswell. Employ a
standard template of these tasks. You have severa aternativesfor having pro-
grammersreport their time. They can report on time cards the precise tasks that
they worked on along with the hours worked. This is often corrupted by people
who create a political picture where investigation is reduced and coding is in-
creased. Another approachisto have the programmers put down thetotal time per
project. Then separately, in a project management system, they can input the sta-
tusof thework.
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Managers often treat maintenance and enhancement as stand-alone activities
among their programmers. They don't consider collaborationimportant because
the programmers are working on different systems. This is another lost opportu-
nity. Here is an area where you can make a difference. Encouragethe program-
mers to share experiences in making changes. Have them wak through the
changesthat they made and sharelessons|earned. Thisprocessoffersanumber of
benefits, including the following:

» Lessonslearned to improvethe work of younger, |ess senior programmers
* Morecrosstraining of programmers so that thereis|ess speciaizationover
time

M ai ntenanceand enhancement are not exempt from issuesand lessonslearned.
There should be a lessons |earned database that includes information about each
systemaswell as programming practices. In termsof issues, the programmerscan
surfacea number of problemsand potentia improvementsthat can be worked on
later if time wereavailable. Thisis another opportunity to gain informationfrom
their work. It also shows programmers that management values their work.

EXAMPLE: RAPID ENERGY COMPANY

Rapid Energy Company is a large multinational energy company. Some years
ago the company experienced substantial growth. Information systems had ex-
panded, implemented software packages, and still maintained many old systems.
When times were good, no one redlly paid attentionto allocation. Then the price
of oil dropped and timesgot rough. The information systems group wasforced to
economize. The choice was either to lay peopleoff or to restructurethe work or
the organization. Therehad been no measurementand little planningin place. The
first step was to measure what was going on. It was found that almost half of
the maintenance and enhancement requests could be halted as they yielded little
benefit. In addition, when the business units were surveyed and key business
processesstudied, a number of major needs surfaced that had very tangiblelabor-
savings benefits. Using the priority approach described in this chapter, work was
redirectedtoward these mgjor enhancements. The resulting savings prevented any
magjor layoffs except by attrition. Management support for information systems
was greater than it wasin the good old days.

E-BUSINESSLESSONS LEARNED

In e-businessyou should assumethat there will be substantial ongoing change
and enhancement —more than that for traditiona systems. Why? Here are some
reasons:
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* Marketing will require more creative promotionsand discountsto be
supported.

» Changesin both the e-businessand traditional processeshaveto be
coordinated and synchronized. This requires more systemswork.

* E-businessis an evolving area so that competition and marketplace
pressureswill mean more enhancements.

* If the Web traffic grows substantialy, there will have to be major hardware
and network upgrades.

¢ Technology is changing and almost seemsto be directed at e-business—
meaning more work.

That iswhy we said earlier that e-businessis a program that is ongoing.

GUIDELINES

» Eachyear develop acombinedlist of benefitsfor the work performed by
information systems. You can create a tablein which the rows are the vari-
ous projectsand work and the columnsare areas of benefit (cost savings,
performanceimprovement, revenue increase, and so on). Then sort this
table by businessunit, business process, and technology area. This will
give you a better understandingof what the information systemsgroup is
accomplishing.

* Vigt each programmer individually to discuss that person's technical
work. Have each programmer identify issues and lessons|earned, and put
these resultsinto databases. Next, gather the programmerstogether in a
meeting and show them how they share the sameissues and lessons
learned. Build informal collaboration and information sharing.

* To support a project management atmosphereyou should have each pro-
grammer participatein the development of project templatesfor mainte-
nance and enhancement. You may have a number of different templates
that depend on specific types of enhancements.

* Market the changesin the current method of operation through self-inter-
est. The programmersgain by showing that their work isimportant and
valued. The business unit gains by having its high-benefit requests under-
taken. Management gainsthrough visibility of theinformation and
achievement of benefits. The information systems unit gains by imple-
menting project management across almost all work.

WHAT TO DO NEXT

1. Measurewhat you currently have and what is going on. Identify the proj-
ects and work, and place them into categories as was discussed earlier.
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Then examine the allocation of effort. If this same allocation continued
for severa years, would there be any major benefit or change?

2. Using theresultsof thefirst item, evaluate the benefitsof the work. Eval-
uate the benefitsthat were achieved from the previous maintenanceand
enhancement work.

3. Identify potentia projectsthat can be performed if resourceswere avail-
able. Develop an alternative using data from the past to indicate what may
have been possibleif resources had been redirected toward this more pro-
ductive work.

4. Examine how peoplereport their time on production, maintenance, and
enhancement. |s there sufficient detail to determinewhat is going on? Are
the programmerssharing any lessonslearned? | s there an awareness of
outstanding issues with each system?

5. Isthereareal effort to identify benefitsfor each request for maintenance
and enhancement? s there any follow-up to determineif the benefitswere
achieved?

SUMMARY

Many people believe that maintenance and enhancement fall outside of proj-
ect management. They feel that imposing project management on such small
work and limited tasks is too great a burden. However, maintenance and en-
hancement tasks can stretch out for months. Without any controls or formal ap-
proach, a substantial percentage of available resources can be drained off into
work of lower priority. In this mode mai ntenance and enhancement work is reac-
tive. To make it proactive you must actively seek out opportunitiesfor systems
work and put them into the planning process. Doing this will give greater visi-
bility to the work as well asincrease awarenessthat tangible benefits count.
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Software Packages

INTRODUCTION

Many firms have acquired or are in the process of replacing some or all
of their legacy systems with standardized, integrated software. Examples in-
clude SAP, JD. Edwards, Peoplesoft, and Baan, among others. This trend will
continue for years as companies move to employ software packagesrather than
customized software solutions. The benefits of software packages include the
following:

 Reduced or eliminated development effort

Ability to control g&ffing levelsin information systemsrelated to

programming

Faster availability of softwareand features

Reduced risk because of less devel opment

» Less maintenanceand perhaps greater flexibility to support enhancements
oncethe new systemsarein place

Therisks and costsof using packages are till subgtantid —if the wrong pack-
ageis selected, the entire project can fail.

* The company must still struggleto be competitivewith other firmsin the
sameindustry using the same or similar software packages.

* |If the business processesand packages don't fit together, then something
has to give—the business suffers.

» Changesto the softwarewill have to be made by the vendor or someone
approved by the vendor.
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The process of selectingand implementingsuch packagesisquitedifferentand
more complex than was the case in earlier times. Some of the critical factorsare
asfollows:

* In the past, a package augmented existing business processes. Today, the
business processes must fit closely with the package to achieve substantial
benefit. As an example, supposethat your firmwould like to ship equip-
ment to good customerswithout the paperwork. However, if the package
requiresthe paperwork first, you cannot really ship the equipment right
avay.

* The packages are integrated today, which meansthat their use involves
multipledepartmentsand divisions. Departmentsthat never realy had to
work together now find that, becauseof software, their patternsof behavior
must change. Project management of the implementationprocessis much
more complex.

» Dueto the complexity of the softwareand the long learning curve, most
firmsfind that they have to hire consultantsto support theinstalation
process. The cost of the consultantsoften far exceeds the cost of the soft-
ware package.

* Implementationcan take months or years as company management defines
new or modified business processes. Who will perform the normal work
during this period?

* The benefits of the softwareaccrue to the company's general management
and to the company as a whole more than to individual department staff.
Their workload and complexity may actualy grow. It is very difficultto
motivate the lower levels of a business unit that the packageisin their best
interests. The effect of a mandate from management can be dissipated over
the yearsof instalation.

* The company must endure risk as resourcesare applied to the implementa-
tion. Flexibility and staff resourcesthat are normally available are now con-
sumed in theimplementationof the package. Changesto existing software
that will be replaced will likely be turned down. Programmers who sup-
ported the current legacy systems to be replaced are devoted 100%to the
new software package. Do you think that these people are going to eagerly
support the package? Their resistancecould create another project manage-
ment problem.

¢ Interfacesmust be built that link legacy sysems—uwhich will not be re-
placed by the software package—and the software package. Thiscan be
complex becausethe content, meaning, and other characteristicsof thein-
formation may differ between the package and legacy systems.

Why do failureand problems occur? Here are some reasons:
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* Thecultureof the country and that of the firm do not fit with the software.
Thisis discoveredtoo late and the project fails.

» The business units and corporate management are too inflexibleto make
changes in business processes that will accommodate the software
package.

* The company failsto take advantage of the new featuresof the software
and instead thinks of the softwareas a straight replacementfor the existing
software.

» Theinformationsystems organization is faced with many chalengesinim-
plementing a software package:

—How to maintain current systems during the transition.
—How to manage such alarge project.
—How to transition current systems staff to the new technology.
—What to do with the other software not touched by the software
package.
The purposeof this chapter is to determinean approach for managing the selec-
tion and implementation of large software packages.

There are some basic rules that you should apply to both software package
eva uation and implementation. Give high priority in evaluation not to the fea-
tures pitched by the vendors but instead to whether your business transactions
will flow throughtheir systems. During implementation give attention to not only
the software, but on how you will fill the gap between what the packagedelivers

and what you need. In some cases, you may haveto invent new shadow systems
and workarounds—even for the new package.

APPROACH

The project can be divided into steps.

Step 1: Assessyour current systems, processes, and technology.

Step 2 Evaluate the software packages and vendor support required.

Step 3: Select and negotiate contractswith vendors.

Step 4 Manage theinitial software setup and training and conduct a pilot
project.

¢ Step 5: Undertakefull-scaleimplementation.

Before proceeding with each step, please note that each situation isunique. The

following suggestions will serve as guiddines and lessonslearned—not asinflex-
iblerules.
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STEP 1: ASSESS YOUR CURRENT SYSTEMS,
PROCESSES, AND TECHNOLOGY

Why go through this step? Why not just plunge in and select the software?
Knowing what other problems you will face is one reason. Another reasonis to
prepare the organization for a change in business processes. Here you must un-
cover and unearth your shadow systems, workarounds, and exceptions.

The end productsof thefirst step includethe following:

Identification of upgrades or replacementsfor hardware, system software, and
network components and systemsrequired to support the software package.

« Determination of the business processes, business units, and managers that

will beinvolvedin the other steps.

* Assessment of the scaleof effort, costs, and issues that will haveto be

faced inimplementation.

» Estimation of benefitsfrom implementationof the software package.

This step can be undertaken even if thereis a management directiveto implement
a specific software package. The preceding information can contribute later for
generatinga realistic perspectivedf the requirementsfor implementation. Several
activitiescan be performedin paraldl.

< Action I From basicrequirementsof the softwar e packagesbeing

consder ed, determine the potential futurehar dwar e, softwar e, and
network environment.

Most packages can operateon avariety of machines, operating systems, and
database management systems. An example might be a Hewlett-Packard,
DEC, or IBM UNIX machinewith a4GL such as Informix or Oracle. If you
aready have such an environment, then you can determinethe incremental
additionsrequired. I n other cases, the company isfaced with acquiringa new
platformto supportthe 4GL or database management system. Thisisamajor
step because the interfaces required between the old systems and the new
package will crossthe network with multipleplatforms.

The network and workstations are another part of the puzzle. Although
you may be able to support the package in a minimal form with the current
network, you are just asking for trouble. The business unit will change its
pattern of work by using the network and PCs even more than it currently
does. Existing PCs may haveto be upgraded or replaced along with network
interfacecards, hubs, routers, and other network components.

How are the costs of upgrades accommodated? One view is to associate
them with the software package implementation. Another view isto consider
the upgradespart of the normal price of doing business using technology. If
the upgradeissueis not faced early, then it will hit with full force when the
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Dept. Evduation Implementation- Implementation | Busness

Involvement | Pilot -Full Scale ProcessRole

Figure111l Tableof Department Involvement

new system is being implemented. The implementation schedulewill suffer
as resources have to be pulled off to handle the upgrade.

Fromlessonslearned, the upgradecan commenceafter softwaresel ection
and negotiation. This will support focus on the software later. Network
implementationis considered in more detail in Chapter 12. Hereit isrecom-
mended that the scopeof installation, testing, training, and support be iden-
tified to assist in planning during later stages.

Action 2: |dentify the businessdepartmentsand processesto be
affected by the softwar e package.
Let's assumethat you are consideringpayroll and human resourcessoftware.
You might think that only these departments are involved. You might be
wrong. Some of the packages move dataentry and captureout to line busi-
ness units. They have to be included in the project as well. In some cases,
you might find it easier to determine which departmentsare not involved.
Consider creating atable of department involvement. An exampleis shown
in Figure 11.1. In the second through fourth columns, the roles of the de-
partmentscan be listed in terms of evaluation and implementation. The last
column indicatesthe department's role with respect to the business process.
In contacting departments to collect thisinformation, identify peoplewho
will beinvolvedin evaluationand implementation. You might wishto usethe
tablein Figure11.2 for this. It identifiestheir roles as well as expertise. With
respect to business processesidentify both formal and informal processes.

Action 3: Analyze businessprocessesand transactionsin termsof
standardization and potential limitations.

This can be the most time-consuming action, but it islimited hereto getting
aninitial assessment of uniqueness and culture. Detailed analysiswill come

Phaseof Work:

Dent.

Person Telephone/ Role Expertise Comments
e-mail/fax

Figure112 Rolesof Staff
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later. Here you have to determine the degree of flexibility of the processes
and organi zations to accommodate to the packages.

Concentrate on defining detailed transactions in the current business
processes that can be employed in the evaluation of the software packages.
Gather both typical and exceptional transactions. Collect some sample data
as well. For each transaction, identify the steps, business rules, and excep-
tions that can occur. Try to pin down the reasonsfor exceptions. A list of
tasksfor step Lisgivenin Figure11.3

STEP 2: EVALUATE SOFTWARE PACKAGES
AND SUPPORT REQUIREMENTS

Traditionally, you definealist of featuresfor the softwarethat you can then pri-
oritize into those that are absolutely required and those that are desirable. Each
package can then be evaluated and scored. You can generate a total score by
welghting the variousfeatures (multiplied by the score). Thisis most useful if you
can identify some features that are very unique. Then the scoring can eliminate
someof the alternativesoftware packages. However, it is often the case today that
most of the packages are flexible enough to possess many features.

Because the software integrates with the business process, following only this
approach may result in problems. You must aso determine thefit betweenthe soft-
ware package and the business process. If possible, take the transactions gathered
in the previousstep and apply them to the softwarepackages. This may not be pos-
sible, because amassiveeffort may be required to set up the tablesand parameters
just to get ready to run the transactions. Thereare several fallback positions. Firdt,
working with the vendor, you can simulate how the transactions will be handled.
AsK questionsabout how the packageis to be set up and how each step of thetrans-
action will be addressed. A second approach is to interview current users of the
software package. Some of the questionsto ask are givenin Figure 11.4.

Some additional suggestions are asfollows:

* Ensure that you includeexception transactionsas well as normal ones. It is
often the exceptions that contain business rulesthat cannot be handled by
the software.

« Makesurethat business unit staff membersareinvolved in the evaluation.
If they don't participate, they may feel left out at this stage and then feel
that the packageis being shoved down their throatslater.

* Review and document resultsas you go. Also, record questionsand issues
that may impact implementation.

What is success?You might say that it is sel ectingthe most cost-effectivepack-
age that fits the requirements. That definition is insufficient today. The business
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Project Planning
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1400 Establish Lessons Learned Database

1500 Set Up Project Management Software
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1700 Establish Project Reporting Process
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2100 Survey Software Packages

2200 Collect Information on Experience and Use

2300 Define Technology Requirementsfor Each Package

2400 Define Business Process Requirementsfor Each Package

Estimate Future Network, Hardware, and Software Requirements

3100 Review Current Workload and Systems

3200 Estimate Future User Base and Volume of the Software Package

3300 Define Network Structure and Componentsfor the Future

3400 Identify Hardware Types and System Software for the Future

3500 Conduct Sizing Analysisto Determine Quantity by Type of Component

3600 Itemize UpgradesRequired

3700 Define Migration Path from Current Architecture

3800 Estimate Costs and Define a General Schedulefor Migration

Identify Business Unitsand Processesto Be Affected

4100 Identify All Departmentswith Potential Involvement

4200 Define the Roles and Responsibilitiesfor Each Department

4300 Develop Approach for How Departments Will Work Together

4400 ldentify Key Individualsby Phasefor the Software Package

4500 Establish Project Team

Analyze Current Business Processes

5100 Anayze Central Processto Be Impacted by Software Package
5110 CresteaTransactionList
5120 AnalyzeEach Transaction
5130 Definelssuesand Opportunitiesfor Improvement with Current Transactions
5140 Identify Other Manua and SupportingSystemsin Addition to Legacy Systems
5150 Document and Review Transactions

5200 Anayze Related Processes That Will Interface with the Central Processes
5210 Identify Exact Interfaces
5220 Determinelssues, Characteristics, and Other Aspectsof Interfaces

5300 Anayze Existing Software That Will Interfacewith Software Package
5310 Determine Current Interfaces
5320 AssessAbility to Make Changesto Current Systems

5400 Determine Format, Condition, and Quality of Datain Current Systems
5410 Identify All Relevant DataFiles
5420 Analyze Each File and Data Element
5430 Review History Files

Estimate Costs, Benefits, and Schedule of Implementation

6100 DevelopFirst Cut at Costsfor Technology, Systems, and Implementation

6200 Developnitial Scheduleand Plan

6300 Define Benefitsfrom Software Package

6400 Perform Cost-Benefit Analysis

Foure11.3 Tasksfor Step 1
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* Technica
— What arethe genera aternativesfor hardware, system software, and the network?
— What suggestionswould the vendor make regarding your existing configuration?
— What softwareis required beyond the software package?
— What systems management methods and tools are needed?
— What network management methods and tools are needed?

* Business
— What business processesdoes the company's products support?
— What countriesand organization types are supported by the system?
— How is the system made flexiblefor the business process?
— How are exceptionshandled?
— What productivity and activity statisticsare availablethrough the system?

* Financial/General
— What is thefinancial conditionof thefirm?
— How many employeesdoesit havein development and support?
— What isthedirection of development for the firm?
— What softwareis under development?

— Doesthefirm have any new products or upcoming versions that would cause you to
wait for their release?

e Existing Users
— What arethe greatest strengths of the product?
— What are the weaknesses of the product?
— What was the quality of support during installation?
— What was the quality of support during and after implementation?
— Didtheusersreceivetheleved of benefits that they anticipated?
— What were their biggest surprises?
— How did they organize the implementationproject?

Figure114 QuestionsRelatedto Software Packages

unit must not only agree, but also commit to implementation and to change. Oth-
erwise, theinstallation of the"best" softwarewill end up on the rocks.

Let's definetherole of the business unit in this step. In the preceding step the
business unit participated in definingand ng the current business process.
Here the business unit must be involved in the evaluation through direct partici-
pation. During the evauation there will be times when the current process does
not work with the system. The process will have to change. Get this out on the
table. Have the business unit react. Otherwise, work-around efforts might be nec-
essary later to circumvent the software package and preservethe current business
process. I T cannot agreeto the new process and change. That is the responsibility
of the businessunit, which will haveto identify the necessary changesto its pat-
tern of work. Act as a coordinator and scribe to record the results and changes.
There may beimplicationsfor policiesand organization aswell as procedures.
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You will likely require consulting support to implement mgjor software pack-
ages. The identification, evaluation, and selection of the consultantscan make or
break the project. Many firms sel ect the softwarefirst and then find the consultant.
Thisisabadideafor severa reasons. First, the consultant costswill likely exceed
the cost of the package many times. Second, success will depend as much on the
consultant as on the package. You can also select a package where the assistance
in your area or country islimited or where assistanceis very expensive. Consider
evaluating several consulting firms when you have narrowed the software pack-
agesto two aternatives. Some criteriafor evaluating consultantsare listedin Fig-
ure 11.5.

Narrow the candidate software packagesto two. Ranking should not be based
on cost but on the benefit that the company will derive (as the benefits far out-
weigh thecost of the software). When consideringcost, focuson thetota cost that
will include hardware, consultants, and internal staff support. Thus, it isimportant
for the business units to define the benefitsfor each package. A checklistis given
in Figure 11.6. Packagesthat leave the current process intact will appeal to the
business unit but will lack sufficient benefits. Management benefits such as avail -
ability of centralized information must be quantified. What if management at-
tempts to impose a choice? Include another package and perform the evaluation.
You still must evaluate the package against management's choice. Figure 11.7
containsa samplelist of tasksfor this step.

History and track record of firm

Length of time and number of engagementsinvolving the software package
Qudifications of staff membersidentified

Experiencewith specific firms in industry

Range and scope of tasksthat firm can address

— Planning for implementation

— Andysisof businessprocesses

— Setup of softwarepackage

— Installationsupport of software

— Customization of software

— Trainingin the software

— Mesasurementof results

Number of engagementscurrently

Ability to support multiplelocationsin different countries
Statusof consultantfrom the perspectiveof the softwarevendor
Previousclientsand recommendations

Cost

Availability of staff

Guaranteeof work

Figure1l5 Criteriafor Evdudiond Consultants
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e Codts
— Software package—basic
— Software package—additiona modules
— Reated system softwarerequired
— Related database management system softwarerequired
— Ultility softwarerequired
— Network hardware upgradesand purchases
— Network software upgradesand purchases
— Server hardware upgradesand purchases
— Server software upgradesand purchases
— Client hardware upgrades and purchases
— Client softwareupgradesand purchases
— Labor coststo support upgradesand purchases
— Vendor softwareinstallation support
— Vendor softwareimplementation support
— Consulting support —ingdlation
— Consulting support —implementation
— Data conversion effort
— Pilot systemimplementationand testing
— Vendor software maintenanceand service
— Hardwaremaintenanceand service
— Dedicated gtaff support for software package implementation
— Ongoing staff support for software package
 Benefits (note that some overlap)
— Increased work volume per unit of time
— Reduced paper and handling per transaction
— Reduced labor costsin business unit
— Reduced support costsfrom information systems
— Reduced hardware maintenanceand software support (replacing legacy systems)
— Reduced error rate
— Reduced rework
— Simpler and easier training
— Automatic productivity and activity statistics
— Work-flow tracking and ability to locate any transaction
— Reduced time in dataanayss (through better dataquality)
— Improved availability of system
— Improvedreliability and reduced downtime
— Faster customer service and response time
— Hatter, streamlined organization

Figure116 Cod and Benefit Elements
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21000 Determine Candidate SoftwarePackages/Consultants and Data Collection
21100 Collect Detailed Information on Each Package
21200 Define Feature and Capability List
21300 Collect Informationfrom Existing Users
21400 Survey Internet/Literature for Reviews and Experience
21500 Define Evauation Criteriafor Consultants
21600 Perform Data Collection for Consultants
21700 Collect Datafrom Consultant References
22000 Preliminary Evaluation
22100 Develop Evauation Approach and Criteria
22200 Quantitative Scoring and Evaluation
22210 Define Weighting Method for Features and Capabilities
22220 Carry Out Scoring
22230 Document Evaluation Results
22400 TransactionTesting
22410 Identify Transactionsfor Testing
22420 Document Anticipated Test Results
22430 Conduct Transaction Testing
22440 Evauate Test Results
22450 Document Test Results
22500 Conduct Evauation of Consultants
22510 Perform Evauation of Consultants
22520 Document Resultsof Analysis
22600 Prepare Initial Evaluation of Software Packages
22610 SoftwarePackagesOnly
22620 ConsultantsOnly
22630 Combined Software Packagesand Consultants
22640 Sdect Two Findists
22650 Document Resultsof Analysis
22660 Obtain Management Approva

Figure117 Taksfor Evdudtion d SoftwarePackeges

STEP 3: SELECT THE PACKAGE
AND NEGOTIATETHE CONTRACT

Now you have narrowed the fidd to two packages. You must select one along
with the consultingfirm and then negotiatewith both the softwarevendor and the
consultingfirms. Note that the consultant choiceis linked to the package choice.
The consultant will eventuadly disappear, so why have the consulting firm in-
volved here? Because of your dependenceon the consultantfor successof imple-
mentation. The packageand its support aretied closely together.
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Final Sdection

With both finalist packages suitable, how are you going to decide which to
choose?Here are some guidelines:

* Any cost differential that is present now may disappear as the implementa-
tion progresses. Because much of the cost liesin labor associated with im-
plementation and because these costs are often comparablefor different
packages, cost may not be the decidingfactor.

* A decidingfactor may be your firm's willingness to changeits business
processesand policies. Each package will have its own requirementfor
business change. Businesschangein turn relatesto the degree of benefit.
Thus, if two packages have a similar cost to implement, you might decide
in favor of the one that offers the most benefit because managementis will-
ing to make changes. On the other hand, you might decidein favor of the
one that requiresless change, if it is politically acceptabledespite the fact
that it offersfewer benefits.

* Another criterionfor selectionis that of risk. Risk in software packages
will often liein implementation. Implementationwill depend on the combi-
nation of the softwarevendor, the consultantsyou select, and your staff.
Here the consultant alternativesfor each package may count morethan the
actual software.

Contracting

Figure 11.8 providesalist of contractissuesfor both the software vendor and
the consultant. Among the most critical questionsin termsof contractingare the
following:

* What istheroleof the software vendor in providing initial installationand
training support?

* What arethe responsibilitiesof the softwarevendor in fixing problemswith
the software?

» What is going to be the responsibility of the vendor, consultant, and you in
managing the implementation?What roleswill each play?

« How will the consultant be measured and monitored?

» How will problems and issues be resolved between the vendor, consultant,
and you?

STEP 4: INSTALL THE SOFTWARE
AND CONDUCT A PiLOT PROJECT

Beginforming the project team. Consider havingthree project leaders: onefrom
the vendor, onefrom the consulting firm, and onefromyour firm. Theseleadersare
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» Software Package
— Functionsand featuresincluded
— Hardware, network, and system software environment required
— Ingtallation support provided
— Implementationsupport provided
— warranty
— Performancestandards
— Acceptancecriteriaand testing
— Maintenanceand ongoing support
— Cost structureand discounts
— Upgradepolicies
» Consultant
— Availablegaff and their quaifications
— Typesof servicesto be provided
— Ownershipdf any customizedwork
— Protection of information regarding company operations
— Termination
— Levd of effort
— Work quality evaluation
— Replacement of aff
— Billing and payment terms

Figure118 Contract Issues

not equal s becauseyou are the customer. An alternativeis to havefour leaders: one
from the business unit, one from IT, one from the vendor, and one from the con-
sultant. However, this setup can become unwieldy and difficult to manage. Almost
al successful implementationsinvolve multiple leaders so that decisions can be
made quickly and parallel subprojectscan be undertaken.

The rolesaf each can be defined asfollows:

e Internal information systems. Genera project management, design and pro-
gramming interfaces, operationsprocedures, dataconversion.

* Businessunit. New operationsprocedures, training materials, estimation
and responsibility for benefits, testing.

» Softwarevendor. Softwareinstallation, training, supportfor testing, trou-
bleshooting, testing.

 Consultant. Implementationsupport, support through lessons|earned and
experience, training of systems and business unit staff, testing.

Note that there is overlap because some functionsinvolve multiple organiza-
tions. Thethreeprojectleadersdevel opan overall summary plan that includesthe
taskslistedin Figure 11.9.

Next, each manager workswith hisor her own staff membersto identify their
tasksin detail. Severa joint working sessionscan be held to refine the tasks and
schedule. Attendeesalso should include business unit staff as well as employees
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31000 Project Management
31100 Identify Roles and Responsibilities
31200 Identify Team Leaders
31300 Develop Task Ligts
31400 Define Initid List of 1ssues
31500 Establish Detailed Project Plan
31600 Obtain Management Approva
32000 Softwarelnstalation
32100 Review Environment for Software Package
32200 Acquire Additional Hardware, Network, and Softwareto Support Peckage
32300 Install and Test Supporting Hardware, Network, and Software
32400 Train and Preparefor Software Package Instalation
32500 Ingtall SoftwarePackage
32600 Test Application Softwarein Network
33000 Trainingand Setup
33100 Trainingfor Information Systemsand BusinessUnit Staff
33200 Definitiondf New Business Process Transactions
33300 Definitionof Parametersand Table Vauesfor Sysem
33400 Setup of Parametersand Tablesin System
33500 Prdiminary Testingof Parameters
33600 Trainingof SystemsStaff for Interface Programming
33700 Design of InterfacePrograms
33800 Programmingand Testing of Interface Programs
33900 Documentationdof Business Processfor Pilot
34000 Pilot Project
34100 TrainBusinessUnit Saff asPart of Pilot
34200 Load Dataand Set Up for Filot Project
34300 Establish Network and System Environment for Pilot
34400 Define Acceptanceand Measurement Approach for Pilot
34500 Conduct Initial Pilot Test
34600 Review Resultsand Refine Pilot
34700 Refineand Redo Pilot
34800 Measure Resultsand Estimate Benefits

Figure119 Taksfor Initid Implementation d Software Packege

from the other groups. This collabor ative approach not only heads off problems
later but also helpstoward gainingthe employees commitment and involvement.
By working together the team will acquire a common vocabulary.

SoftwareL oading

L ocading softwar eused to be easier when it resded on a mainframe computer.
Today, most software is client-server or intranet based. This means that there
are many componentsand more people involved in setting up the software. You
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will probably want to establish the software packageon a separate testing client-
server network. Thiswill not only ensure theintegrity of the current network, but
it will aso support training, development of system management and operations
procedures, and testing. You will also want to involvekey systemsprogrammers,
network support staff, and application programmersin these tasks to aid in their
learning.

Wheat are some of theissuesthat you may face here? Oneis that you may sud-
denly find that the network softwareor hardwaremust be upgraded to support the
softwarepackage. A second issueisthe challengeof making technical staff avail-
ableto work with the software package in addition to their normal work.

The end products of the softwareloading process are as follows:

« Functional softwareon a network

» Technical staff trained at a basiclevel in installation and operations

 Establishedframework for the systems and network management and oper-
ations procedures

The procedures can be finished during the pilot.

Trainingand Setup

Training requirementsfor integrated software packages are extensive. Thisis
because exact parametersand table values have been loaded into the system. This
requires business unit staff and managers who know the current business process
in detail, understand what the new process will ook like with the new package,
and are empowered to make decisions. Thisis a tall order, given that there are
very few of these people and there is a need to continue to support the current
process. The role of the consultantis helpful here because he or she can explain
what alternativeparametersmean in termsof the business.

How can you track the training and setup? The most complete approachisto
list each table that must be specified as a task. You will really know where you
are and what progress is being made. However, maintaining such a detailed
schedule will take time. Going to this level of detail provides some additional
benefits. Buildingthelist of tablesand taskswith the consultant and business unit
staff will show the businessunit staff memberswhat is ahead of them. If they are
encouraged to update their own schedules, then they can use the schedule as a
checklist. In building the tables for the software package, you will come upon
unknown factors that require further analysis. Enter these factorsinto the issues
databaseto ensurethat they are addressed later. Then the team can go on to other
tables. It is similar with lessons learned. As you learn about a specific table and
what itsimpact is on the system, you can enter this information into the lessons
learned database.

What challengesdo you face in the setup? One is getting the right human re-
sources from the business units to participate. Another is maintaining a steady
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effort over several monthsof setup. It is difficult to maintain momentumwhen the
peoplestill haveto perform someor al of their normal tasks. A third challengeis
trackingdown unresolved issues and questions. Not resolving somekey questions
can mean that the pilot cannot test this area of the software package.

Theend productsof training and setup are asfollows:

* Business unit managers and staff have been trained in the setup and use of
the software package.

Parameters and tables of the software package are established.

The softwarepackageis ready for the pilot.

A start has been made on trainingmaterialsand procedures.

Decisions have been made on the detailed changes to the business process
that will be tested in the pilot project.

Pilot Project

A pilot projectisimportant for any mgjor software package. First, you validate
the parametersof the tables of the system as well asthetraining of the staff. Sec-
ond, you can usethe pilot to build proceduresand training materials. M ost impor-
tant, you can determinewhat changesin the business processwill be necessary to
fit with the software (the parametersand tables have only limited flexibility). The
pilot then devel opsthe new businessprocess and hel psto validatethe benefits that
were estimated when the package was justified to management.

What are some of therisksin the pilot? Oneis that the pilot does not exercise
enough of the features and capabilitiesof the software package. If this occurs,
then the business process will bein a state of flux during implementation—Ilead-
ing to more problems. This happens when management attemptsto rush the pilot
project so as to begin implementationearlier. Another risk is that the pilot does
not exercise all of the exception transactions and conditions of the current busi-
ness process. A third risk isthat the business unit may attempt to run the pilot with
the old business process. This may lead to rejection of the software package.

Theend products of the pilot project are asfollows:

* Vdlidation of the software package tablesand parameters

* Definition and validation of the new business process along with the soft-
ware package

» Completion of operations procedures and training materialsfor end users

* Completion of systemsand network management proceduresas well as
computer operations procedures

* Trained core of business unit gaff who are confident in the software package

Thelast itemis perhaps most important. It isabig leapfrom a pilot to full-scae
implementation. If the pilot yields many unresolved issues, then consider address-
ing theseissues, followed by carrying out a second, limited pilot. Doubts about the
system will have a mgjor dampening effect on itsimplementation.
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A list of tasksfor thisstepisgivenin Figure 11.10. What areashaverisk? Sev-
eral seem to surfacerepeatedly.

Converson

While somereference tables are easily converted, the basic filesare a differ-
ent matter. Will the magter file be converted? If so, how will missing data be
captured and entered?How will the data in the magter file be cleaned up? Some

41000 BusinessProcess Changeand Preparation
41100 Review Resultsof Pilot
41200 Prepareand Review Proceduresand Policies
41300 PrepareTraining Materials
41400 DetermineMigration Approachfor Old Data
41500 Design and Program Conversion Programs
41600 Establish Data Entry and Cleanup Squad
41700 Verify That Datals Established
41800 Dry Run Test the New Business Process
42000 Network, Hardware, and System Software
42100 DetermineExact Requirements Based on Pilot
42200 Procureand Ingtall Hardware, Network, and Support Software
42300 Conduct Network and PerformanceTests
43000 Interface Programs
43100 CompleteAll Interface Programs
43200 Conduct Testsof On-Lineand Batch Interfaces
43300 Conduct Testsfor Backup, Restart, and Recovery of Interfaces
44000 Software Package Customization
44100 Define Customization Requirements Based on Pilot
44200 Carry Out Design of Programs
44300 Program and Test Customized Software
44400 Document and Establish Softwarefor Production
45000 Operations Proceduresand Setup
45100 DefineOperationsProceduresfor Norma Processing
45200 Deveop Backup, Restart, Recovery Procedures
45300 Define Security Procedures
46000 Training and Cut-Over
46100 Conduct Trainingof End Users
46200 Establishand Test Production Environment
46300 Go Livewith System
46400 Veify that Business Processes Are Changed
46500 Eliminate/Terminate Old Business Processand System
46600 MeasureBenefitsof New System and Process

Figure 1110 Tasksfor Rl Scalelmplementationof SoftwarePackage
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companies have found that it is easier to establish a starting date and enter all
transactionsinto the new system from that date forward. In this case, you might
start several months prior to the planned cutover date.

Another mgjor issue exists with history data. Given that the history datais use-
ful to the business, it must be accessiblein some form. Business units often want
several yearsof history data. It isinfeasibleto convert and clean up all of thisdata,
which might requireyearsof research. A frequently used approachisto archivethe
information to microfilm or to imagefor access manudly later.

I nterfacesto Current Systems

Severa types of interfaces are required. One type is permanent—that is, the
software package will interface with existing softwarefor the foreseeabl efuture.
An example might be a case in which the software package will feed an existing
general ledger system. Thereis no plan to replacethe general ledger.

Thesecondtype of interfaceis atemporary interface. Herethe software package
iscomposed of many largemodulesor parts. Itisimpossibletoingtal al of theparts
at once. Therefore, thefirst moduleof the software package must interface with the
existing software, which will eventually be replaced by other package modules.

Interfaces sound straightforward enough, but are they to be on-lineor batch?
What happens with the conversion of datafrom the package into the old software
and vice versa?How will data be saved from one module of the software package
to beinput to another module that will beimplemented later?

Fit of the Sysem into the Business Process

This has been mentioned repeatedly. The new business process must clearly be
defined as being separatefrom the current process. The project leaders make an
effort to begin measurementsof the new processand system to validate benefits.
Unfortunately, this often means creating shadow systems or making process
changesto addressthe parts of the process that the software cannot handle.

EXAMPLES

South County is alocal government agency that had a number of legacy sys-
tems. These systems operated on obsol ete hardware. A logical three-part strategy
was formulated to achieve modern systems. Thefirst part was to implement new
hardware, PCs, and a wide area network. This step was successfully managed.
The second part was to select the initial software package that would run on the
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new hardware, convert over the other legacy systems, and interface them to the
package. Thisstepin thestrategy fell apart. It cost morethan 300% more and over
ayear longer than anticipatedto implement the software package. Conversion and
interfaceswere pushed back further.

What went wrong? The decision was made to select and implement a general
ledger system. Genera ledger software has unique characteristicsthat make it
very difficult to implement compared to other software. The softwarerequiresex-
tensiveinterfacesto al systemsthat feed the general ledger. If the old chart of ac-
countsis not adequate, then intensive, detailed work is required to define a new
chart of accounts. Thisisin addition to data conversion. Data conversion often
does not work because the level of detail in the old system isinsufficient for the
new system. The existing legacy systems were based around the old chart of ac-
counts. To have a meaningful general ledger, the old legacy systems had to be
modifiedin addition to interfaces.

What might have been done? Systems that fed the general ledger would have
had more users and benefit. The existing general ledger was adequate, but did re-
quire improvement. Had South County picked payroll, accounts payable, or ac-
counts receivable, there would have been more users and greater benefit. The
general ledger only had 11 on-line users. The other systems had at least threeto
five timesas many.

Vixen Manufacturing decided to acquire a large-scale integrated manufactur-
ing system. Thissystem was tabledriven and required that Vixen operationsman-
agers and staff change their processes and procedures extensively to use the
software. Vixen management recognized that the operationsstaff werecritical to
the successof the project. The managers provided for resourcesthat could helpthe
business units in both current work and conversion. They also indicated to the
staff that they were very flexiblein termsof rulesand policies. They encouraged
the staff to first understand the softwareand then to be creativein their use of the
software.

Vixen established a four-person steering committee composed of the business
unit, consultant, information systems, and management. The project was divided
into subprojects: initial installation and training, business process definition, ini-
tial implementation and evauation, and full-scale implementation. The use of
subprojects provided focusto each areaof the project. The projectswere managed
in an open environment. Group sessions were held to simulate alternative new
business processes, procedures, and policies.

Even with al of this, there were problems. First, Vixen moved from an initial
small pilot implementation to full-scale implementation in one step. This was a
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problem because not enough people were trained from the pilot to support full-
scale implementation. The schedule slipped, and Vixen had to fall back and es-
tablish severa intermediatestagesof implementation.

E-BUSINESS LESSONS LEARNED

Software packages that are included for e-business contain network utilities,
firewall software, shopping cart software, credit card processing and authoriza-
tion, and similar software. Attention is on integrating the software and interfac-
ingittothelegacy systems. New e-businesssoftware continuesto emerge so that
evaluation of the software is more complex. During the evaluation, you want to
emphasizeflexibility to support marketing and interfaces.

GUIDELINES

* Attimesit will be possibleto keep the old methodsin the business
process or to adopt new ones that better fit the package. Encourage
people to moveto the new process. Otherwise, you will see the benefits
drip away.

e |dentify junior business unit staff memberswho can be key playersin
building the new business process and who can act as champions within the
business unit.

» Determineat the start of theimplementationhow knowledge of the soft-
ware packagewill be spread out among different business unit staff
members. Assumethat there will be attrition so that you must alow for
backup.

« If you cannot fit a transaction into the software package, be ready to con-
sider awork-around of the softwarepackage. If you admit that thisis possi-
bleearly in theimplementation, you will likely face more pressure to allow
for more exceptions—watering down the benefits of the system.

* Duringimplementation establish an ongoing user group that can be respon-
siblefor maintaining the training material sand operations manua and for
training new staff in the business unit. Thisis dso intended to head off de-
teriorationof the new process.

* A pardld effortisrequired on severd frontsto reduce the elapsed time of
implementation. Each module of the software package must haveits own
project plan. In thisway, there can be at least alimited parallel effort for
multiplemodules of the software package.



WHAT TO DO NEXT

1. Scantheliteratureand the Internet to find experiencesand lessonslearned
on implementingsoftware packages. Arrangethe lessons learned in terms
of management, technology, the software vendor, the consultant, and the
business unit. Thiswill assist you in defining rolesas well as providing
guidanceto the peopleon what can happen.

2. Evaluate your last software packageacquisition. Answer the following
questions:

* Towhat extent was there a complete project plan for implementation?

* Weretherolesof the different playersdefined at the start of the project
or did they evolve?

* What magjor issues were encounteredin the project?

* What lessons were learned from the experience?

SUMMARY

Software package acquisition is a growing trend in industry and government.
What was once afairly straightforward project of implementation hasgrowninto a
complex one in which you must partner with the software vendor, business unit,
and consultant for implementation. Thisis because business process improvement
islinked to the softwarepackage. Thetechnical part of the project hasalso become
morecomplex dueto thesizeof the software package, itsinterrelationship with the
business, customized interfaces with legacy systems, and dataconversion tasks.
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Technology Projects

INTRODUCTION

So far in this part of the book, devel opment, maintenance and enhancement,
and software packages have been discussed, covering softwareand other systems
projects. However, there are other projectsinvolving networking, implementation
of new technology, and so on that do not fit into these categories. These " technol-
ogy projects” are different from software projectsin a number of ways.

The technology often touches a wider group of users and business unit
staff.

Thereis potentially moreexposureand risk becausethe organization at
large becomes dependent on the technology.

The projects have substantial costs and in some cases these outwei gh soft-
ware project costs.

Internal knowledge of the technology is limited becauseit is new to the
organization.

A wider range of skillsis often necessary for successful implementation.
Benefitsare more difficult to pin down becausethe business processes
might not be changed by the technology aone.

Thereis substantial, ongoing support in upgrades, operations, and
training.

Technologiesmay haveto beintegrated, generating even more work and
costs.

Based on thesefactorsit i s no wonder that organizationsdefer technology proj-
ects and concentrate on software projects. Upgrades and replacementsto current
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technology are often delayed because management sees the cost, but not the ben-
efits. Given the wide scope of the project along with the cost, the IT organization
may view such projectsas daunting.

These key questionsmust be answered:

* What technology projectsshould be undertaken?

* How do you evaluate and select new technology for implementationgiven
the wide variety of choicesand the obsolescenceaf new technology?

« How should a technology project be managed to minimize total costs
over time?

e How can you minimize risk?

APPROACH

A systems and technology architectureis the structure of the hardware, software,
and network componentsof your organization. Thearchitectureis morethan alist
of productsand components;it is aso the glue and interfacesthat tie the partsto-
gether. Figure 12.1 gives an architecturefor Beaumont Insurance prior to mod-
ernization. Note that the architectureeven lacks wide area networking. Thefigure
a so includes commentson the problems and limitationsof the architecture. Fig-
ure 12.2 givesthe modem architecturefor the samefirm. Thisis one of the more
extreme examples that can be cited, but it is useful to show you what happens
when obsolescence occurs. Maintenance costs of the hardware alone consumed
more than $15,000 per month. The mean time to repair problems was in some
casesdayslong dueto the problems of the vendor finding staff who still knew the
old technology and the difficulty in getting parts.

In comparing two architecturesyou can begin to see the benefits of a modern,
up-to-datearchitecture, such asthe following:

Information Systems Benefits

* |tispossibleto now acquire a range of modern software packages.

* |tiseasier to hire saff who are familiar with the new technology thanitis
to find peoplefamiliar with the obsoletetechnology.

» Thedependency on thefew critica staff who knew the technology |I's reduced.

* Maintenancecosts may be substantially reduced.

* New softwaredevelopmentis now possible.

» Network management and performanceare improved with modem tools.

e Operationsstaffsmay be ableto be reduced dueto central network support.
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Minicomputer
Clusterwith Ten-Year-Old
Operating System
e Vi N
\ "--___
LAN Terminal Clusters
PC PC Terminals

Comments:

» More than 1,200 terminal swere connected to the minicomputer systems.

e The LAN and PCs were used only for membersaf the accountingand information
systems groups, not for other users.

* Business units, in desperation, had acquired stand-a onePCs for somefunctions

* |t wasimpossibleto devel op new softwarewith the minicomputer systems.
No software packages were available.

Figure121 Beaumont Insurance Architecture—Before M odernization

WideArea Network
LANs Intranet Server Firewall
PCs PCs Internet Access

Comments:

Theterminal swere replaced by PCs connected to eight local areanetworks.
Theintranet server supportedremoteand mobileusers, suchasclaims
adjustersand investigators.
The firewall providessecurity for selected usersto accesstheInternet.

o Notethat processng requirementsnecessitatedthe installation of amainframe
computer.

Figure122 Beaumont Insurance Architecture—After Modernization
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Business Unit and M anagement Benefits

The businesscan now offer modern and innovativeinsurance products.
Thereisless user training due to working with Windows-based software
compared to the old terminal-based systems.

Employees will have accessto electronic mail, groupware, and other types
of softwarethat were not possiblein the old architecture.

Reengineering and process improvement can be more easily supported with
modern technology.

Are the benefits dways achieved? No. One reason is that the new technology
raises expectations among business unitsfor more services. Thus, any savingsare
offset by greater demandsfor information and processing support. Another reason
isthat the new technol ogy touches many more people—Ileading to greater expense.

Youcanjust jumpin and start atechnology project. However, that is not agood
idea due to the risks and uncertainty. Here are some things that can change or go
wrong in aproject:

The number of usersof the technology can be underestimated, meaning
that alarger investmentin hardware, software, and the network will be nec-
essary. This occursoften with intranet and client-server systems.

The technology does not interfaceor integratewith existing systems and
technology well. Thisleadsto either reduced capabilitiesor higher cost and
moretime. This has occurred with some network technologies.

There was no strategy, so the technology acquired was not complete. This
then requiresmore purchases of additiona softwareand hardwareto support
implementation. Many technology projectsare generated by businessunit or
management request. | nformationtechnology reactsto this without a strategy.
The situation was not measured before the new technology project. Hence,
at the end of the project, no one hasaclear ideaof the benefits. Thereis no
before and after comparison. Thisis very common, in that measurement
was not planned.

If not planned, the new technology may not replacethe old in al cases.
This meansthat information technology must now bear the burden of sup-
porting both the old and new systemsin paralel. This sometimesoccurs
when alegacy system cannot betotally replaced.

Staffing support requirementsare underestimated. With a fixed head count in
informationtechnology, this meansthat management must play a zero-sum
gamein alocating resources. Thiswasthe case when PCs were acquiredin
the 1980s. End-user computing support requirementsmushroomed.
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Technology projects have associated costs and benefits that can be identified
now for later reference. Figure 12.3 lists a number of the cost elements of a typi-
cal technology project; Figure 124 lists benefits. You can extract from theselists
the costs and benefitsthat apply to your specific technology and organizational sit-
uation. These are only summary and partial lists.

Interms of costs, network-related components today consume more cost and
effort. Thisis due to the complexity of integrating a number of components as
well aslinking them to many businessunitsin different locations.

¢ Hardwareand Related Software Electronicmail
Hardware Scheduling/calendaring
Peripherals: printers, disk drives, Internet access

plotters, tape and backup, and so on Intranet software

Network servers Groupware
Print servers * Personnel
Databaseservers Installation support
PCs Cabling
Workstations Network
Operating systems Hardware and datacenter
Utilities Systems programming
Compilersand devel opmenttools Data management
Database management systems Network management
Fourth-generation languages Network support

¢ Network and Related Software Consultantand vendor support
Hardware Training
Firewall hardware and software » Maintenanceand Ongoing Support
Routers, hubs, gateways Hardware maintenance
Patch panels Software upgrades
Test equipment Hardware upgrades
Monitoring equipment Network upgrades
Software Software maintenance and support
Network management ¢ Other
Security Duplicateand overlapping support
Connectivity during trangition
Monitoring and troubleshooting Facilitieswork in data center
Testing Facilitieswork in businessunits
Cabling . Uninterrupted power supply and backup
Cableinterface units Physical security and access control
Telephoneand leased lines Furnitureand office equipment
Internet service provider Telephonesystem

* Software
PC software

Figure123 Examplesof Costs Associated with Technology Projects
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* InformationSystems
Reduced maintenancecosts
Ability to hire new staff
Reduced relianceon critical staff with old architecture
Flexibility in placing softwareand data
Increased ability to manage and support the network and users
Improved security
Improved management and troubleshooting
Ability to implement client-serverand intranet systems
Ability to use new development methods and tools
Ability to acquire software packages
Potentialy lesseffort in interface support
Improved productivity with new methods and tools
« Business Units
Accessto new functions (electronicmail, groupware, Internet, and so on)
Accessto new software packages
Benefitsfrom new development
Increased sharing of information
Improved productivity of staff
Increased computer utilization
Support for reengineeringand processimprovement

Figure124 Examplesof Benefits Associated with Technology Projects

Note that many of the benefits occur only after application software has been
developed or purchased and implemented for the business units. As stated earlier,
the benefits of systems generally rest with the business units. However, someben-
efits associated with increased efficiency and effectivenessare within the infor-
mation technology unit.

Giventherisksand benefitsas wdl aslimited resources, an organi zed approach
to technology projectsis needed. Hereis aseriesof stepsthat can befollowed:

* Step 1: Determinetechnology opportunities. This proactive step identifies
as many opportunitiesas possiblefor new technology.

* Step 2: Definethe long-term new systems and technology architecture. This
is the systems and technology environment that you wish to achievein a
three-to-five-year period.

» Step 3 Develop adtrategy for technology projects. Thisinvolvesthe
sequencing of projectsto support the implementation of the new
architecture.
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» Step 4: Evauate and select the vendorsand productsfor the new technology.

* Step 5 Develop the project plan for implementingthe technology. Thisin-
cludes measuring the current technology and architectureas well as esti-
mating the benefits of the new technology.

e Step & Carry out the technology project. The scopeincludesnot only tech-
nical implementation, but also use by business units.

* Step 7 Measuretheresultsof the project.

In general, you perform steps 1 through 3 one time for a series of technolo-
gies. Then you update the architecture and strategy periodically. Thus, steps 1
through 3 spawn a group of technology projectscarried out over an extended pe-
riod. You will initially definethe costs and benefitsof the new technology in step
1 to solicit management support. These will be refined in successive steps. In
step 5 you will determinethe costs and benefitsin moredetail as part of the proj-
ect plan.

Thefirgt action in this step is to define your current architecture. This can be
done by first listing the various components (hardware, software, and network).
Then you can devel op network diagramsand text to describehow the components
interfaceand integrate. Thisis similar to the figures discussed earlier except that
you must give more detail on each component.

Now have the architecturelists and diagramsreviewed for accuracy and com-
pleteness. Asyou are doing this, also have peopleindicate where they think the
problemsare in the architectureand with the architectureoverall. Ask the follow-
ing questions:

What componentsare missing?

Whereare there poor quality interfaces?

Whereisintegration needed, but does not exist?

What does the architectureprevent the business units from doing?
In what areasis the support effort the highest?

« What is thedistributionof costs acrossthe architecture?

* What preventsthe architecturefrom being expanded?

» What is thedistributionof incidentsof failurein the architecture?

You havealist of issues, problems, opportunities, and gapsin the current ar-
chitecture. Take a diagram of the architecture and show by arrows and labels
where the problems occur. An example appearsin Figure 12.5 for Beaumont In-
surance. Each of ten areas of concern is described briefly. In real life there were
many more problems.
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Minicomputer cluster
with 10-year-old
operatingsystem (1), (10)

PC...... PC @), (8) Terminals(5), (9)

Comments.

Thehardware and syst emsoftwareareold. Maintenanceishigh.

New systemsare not possible. Support istimeconsuming.

TheLAN connectivity to theminicomputersisterminal emulationandis
very limited.

Electronic mail, intranet, groupware, and client-server systemscannot be supported.
ThePCs operatein astand-aonenode with little network use.
Userswith terminals |ack PC capabilitiesand easeof use.

The network withineach LAN isvery limitedin capacity.

Thecabling for the terminal network i s obsol ete.

ThePCs have ol der software.

Terminals do not meet user needsr equi ri ng someuserstowork with

PCs aswell as terminals.

10. Overdl, the architecture limitsthebusiness.

Figure125 Beaumont InauranceCurrant Architecture—Issues

CEeNUTALO N P

SteEP 2: DEFINE THE LONG-TERM ARCHITECTURE

You can now proceed with identifying potential componentsto the architecture
definedin thefirst step. Thefirst actionisto determineyour overal approachto the
new architecture. Today, this typicaly meansthat you will identify the following:

* Operatingsystemsfor the architecturelevels (host, network, and
PC/workstation)
» General network approach (protocols, connectivity, topology, hardware)
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» Scope of the new architecture(which users, business units, and so on will
be connected)

* Database management systems/fourth-generation languages to be used

* Developmentlanguages, compilers, and so on to be employed

You have now defined theframeworkfor the architecture. The second actionis
to flesh out the architecturein terms of hardware, software, and network compo-
nents. Here you will specify each type of component that you require. You will
not, however, indicatethe quantitiesrequired. The resultsof thisaction can bere-
viewed by internal technical staff aswell as selected vendors with whom you have
relationshipsand whose products will be part of the long-term architecture. The
third actionis to determinemore precisely the quantitiesrequired aswell asto es-
timate the support requirementsin terms of staffing.

Asthefourth action, you will now develop alist of benefitsand costs as well
as projectsrequiredto movefrom the current architectureto the new architecture.
The costs and benefits can only be rough estimates. With the completion of this
step you havedefined the new architecture. You are not ready to present it to man-
agement, however, because you lack a strategy for implementation. All you will
get from nontechnical management now is puzzled support because you have no
plan of action.

A partia list of projectsfor Beaumont Insurancefollows. With thelist of proj-
ectsdefined, you must now determinethe priority and sequencing of the projects.
Thisisthetechnology project strategy. It is your implementationstrategy.

» Selection and implementationof new host hardware

Implementationof the wide area network

Installationof database management systems

Upgrading and expansion of PCs for business units

Implementationof electronicmail

I nternet access project

Implementationof improved local area networks

Conversion of the existing software applications to the new host hardware

Let's usethe Beaumont example to show how to developthe strategy. You first
want to determinewhich projects depend on others. Here electronicmail and In-
ternet access depend on the wide and |ocal area networks. Database management
softwaredependson the new host system as does conversion of the existing soft-
ware applications.
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The second actionis to see what can be donein parallel to reduce the elapsed
time of installation. Note that you want to reduce elapsed time becausethe longer
the transition, the more expensiveand risky will be the projectsas you are main-
taining the old architecturein paralel with the new. Here you can see that there
arethree paralld projects: the new host hardware, the wide area network, and the
local areanetworks. You can upgradethe PCs at any time. However, becausethis
involves massivetraining and support, it can wait. Thiswill be our first phase of
modernization. At theend of thefirst phase, there arefew benefitsand many costs
because you are setting up the structurefor the software.

Now assume that thefirst phaseis complete. What is next? Obvioudy, the pri-
ority isto convert the existing application software so that you can eliminate the
old hardware. However, access to the on-line applications means that the users
must have PCs. The second phase then includes softwareconversion and PCs. At
the conclusion of the second phase, you will have operational systemson the new
host and network. Users will be working with PCs instead of terminals. Thereare
some benefitshere, but there are even more costs.

The third phaseis to establish additional user functions as well as the devel -
opment and production environment for the future. The projects are electronic
mail, Internet access, and the database management software. At the end of this
phase you are able to evaluate and select application packages as well as do
devel opment.

To summarizeso far, the three phases are asfollows:

* Phasel: Implementthe basisstructureof hardware, system software, and
the network.

* Phase2: Establishthe operational systems on the new architecture.

e Phase3 Implementthe devel opmentand user functionsthat take advan-
tage of the new environment.

You have incurred mgjor costs and have received limited benefits. Thisis a
generd pattern with technology projects. Even with smaller projectsthat involve
limited new technology, thisis often the case.

Now suppose that you have an architecturein place. You can bypass the first
two steps to some extent. You will still have to specify how the new technology
fitswithin the architecture. You will also haveto devel opan implementationstrat-
egy for the technology.

At this point you are ready to preparea presentation and deliver it to manage-
ment. Many of these presentations end in disaster. Management asks about the
benefitsto offset the costs. It islikely that you will be unableto identify sufficient
benefits to justify the costs. As a result, management turns down the technology
project. How do you prevent this outcome? From experienceit is recommended
that you emphasizethe resultsif the technology projectis not carried out. Ask and
answer thefollowing questions.
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» What will happento the architectureif deteriorationcontinuesover severa
years?

* What is theimpact on the business unitsif modernization does not occur?

* What will be the comparativeposition of the organizationin industry?

* What are competitors doing with technology? What can the competitors do
that you cannot do with your current technology?

¢ What is theimpact on the ability of informationtechnology to respond to
business unit requests?

* How will the business units benefit from the new technology in the near
term?

* How will the business units benefit from the new technology in the long
term?

This approach emphasizesthe downside of continuing business as usual. It is
the key to getting management support. At theend of the presentation you will in-
dicatethat the next stepsare to identify precise quantitiesof each component and
develop a project plan. You will then return to management with the results of
thesetwo steps. Although you can do these stepsfirst and then present the whole
thing, itis not agood idea. Usethis presentation as a meansof showing manage-
ment avision of thefuture.

Prior to this step you have gathered some information on products. For data-
base management systems you may have narrowed the field to two or three prod-
ucts, for example. Create a project plan to perform the evaluation and selection.
Because evaluation and selection were already discussed for software packages,
the attention here will be on what has to be included in evaluation and selection.

Involvethe business unit managers and staff in this step and those that follow.
The business unit will have to support the selection as well as the plan and bene-
fits. If the businessunitis notinvolved here, but only later in implementation,then
thereis arisk that the project will be labeled as only an information technology
project. Thiscan doom management support when you present the plan.

You must ensure that the lists of components and support tasks are complete.
If you miss something important and haveto return for approval, you risk the en-
tire project as well as your own credibility. Make the effort to contact existing
usersof the technology and find out what components they acquired, their experi-
enceinimplementation, and someideaof the costsincurred and benefitsreceived.

You can contact the vendor at this stage to review thelist of componentsand
to get ideas rel ated to the implementation plan for the technology. It isimportant
that you get the vendor on board becausethe vendor will later be asked to provide



226 Chapter 12

support. Through the vendor's participation you protect yoursef in terms of
being complete.

Although the project plan for a technology project depends on the specific
technology, there are some general stages of work. Divide the project plan into
these stages:

* Stage 1: Make preparationsfor installingthe technology. This might in-
cludeinitial training in the technology, facilitieswork, staff assignments,
procurement, and related start-uptasks. At theend of this stage, you are
prepared to install the technology. Here you will also measure the current
business processand technology with the business unit.

e Stage2 Install the technology. Thisis followed by testing to ensure that
itisfunctional. Of course, it is nhot connected or integrated with anything
asyet.

* Stage 3: Employ the technology in a prototype mode. Thisincludestheini-
tial loading of data, establishingsome of theinterfaceswith the technology,
and starting on any customization. During this stage both information tech-
nology and business unit staff memberswill becomefamiliar with the tech-
nology. Benefits can be estimated again.

* Stage 4: Completetheimplementationof thetechnology. Thetechnology is
used in production. The resultsof using the technology are measured and
compared with the estimated benefits.

This stagewise approach has several benefits. First, each stage has defined,
measurable milestones. Second, mistakes or errors can be addressed prior to
full-scale implementation and use. Third, employees are given time to work
with the technology. Fourth, you get an opportunity to show managers what is
going on and how you are protecting the business unit from any unforeseen
problems.

It is important to have both the business unit and vendor involved in project
planning. Thisjoint effort will build participation, commitment, and support for
the project and the technology. The business unit will have to make the technol-
ogy work within its business processes.

It is now time to review the selection and plan with management. You will
want to focus on the business and management aspectsof the plan and the tech-
nology. Thus, you focus on how the technology can be used in the business
processesand what benefitsit will provide. You will not focuson how it worksor
the detailsof the technology. Have the business unit manager give the part of the
presentationdealing with use of the technology and its benefits.
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STEP 8 IMPLEMENT THE TECHNOLOGY

The implementation will proceed following the stages of the plan. Consider
having a separate project team for each stagebecausethe mgjor tasksin each stage
are different. Business unit involvement in the first stage is limited to learning
more about the technology. Thereis no or littleinvolvement in the second stage of
installation. Involvement grows in the third stage. Several peoplefrom the busi-
ness unit will be involved. They will haveto prepare operationa procedures for
the technology, define how it is to be managed, support the conversion, and per-
form testing. The business unit role expands sharply during the implementation
stage.

Technica staff such as systems programmersand network staff areinvolved in
supporting the instalation in the second stage. Programmers and analysts take
over for the third and fourth stages. Vendors support the first three stages.

Beyondthe project organization,it is very important that you select theright first
applicationof the technology. If you pick one that has time pressure, then you risk
failure because the project team is just learning the technology. If you select an ap-
plication that involvesa business processthat isin trouble, thereis also unnecessary
risk. Thecritical lessonlearnedisthat you select the gpplication that (1) allowsteam
membersampletimetolearn thetechnology, (2) presentslittletimepressure, (3) of -
fers clear benefits to the application, and (4) is arranged so that the business envi-
ronment of the applicationis representativedf the potential applications.

Picking the first application is part of your implementation approach. It is
hoped that you will have the same project team membersavailablefor the second
and third applicationsof the technology. Choosing thefirst application was based
on minimizing risk and maximizing the chancesof success. Selecting the second
application must be based on benefits. Therefore, the second application typically
involves more users and a greater number of interfaces.

After each applicationof the technology, measurethe project asdiscussed next.
You will also want to gatherlessonslearned so that your plan, i ssues, and how you
approach situationswill be more effectiveas you go. In onelargeimplementation
of fault-tolerant computing, there were eight different applicationsof the technol-
ogy. The second application produced more benefitsdue to a wider scope. Lessons
learned and new experienceswere gathered during the first four implementations
of the technology. It was only during the fifth implementationthat little new was
learned.

STEP 7: MEASURE THE PROJECT RESULTS

The scope of the first stage includes measuring the current business process
and system. Thelast stage encompasses the measurement of the business process
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after the technology has been implemented. In this step you will also gather
lessons learned from the information technology and business unit staff. Some
areas of lessonslearned will bring forth the following questions:

* What surpriseswerethere at each stage?

« How did the business unit ensurethat the benefits were achieved?

What technica tips were gained as aresult of the experience?

What experienceand knowledge were gained from the implementation and
usedf the technology?

What new information was gained on the condition of the old business
process?

When implementing a new technology, the current business process is often
streamlined and reengineered to take advantage of the technology. This work,
begun in stage 3, provides you with insight as to the detailed problems with the
current process. Theinformation technology staff may a so have ideas about how
to further improvethe architectureto take advantage of the technology.

In documenting the measurement, begin with describing in detail how the
current and new business processes work. Then you can show the differences
before and after. Follow up by identifying the areas of benefitsand costs associ-
ated with the project. You will change the order when you present the results to
management. During the presentation, the business unit manager will show the
current process and highlight the benefits of the technology. If necessary, you
and the business unit manager can illustrate the difference between the old and
the new by showing a sample business transaction that takes advantage of the
technology.

During this step, alsotry to identify the most efficient and effective means of
achieving ongoing support for the technology. When peopleinstalled PCs for the
first time on awide scale, they were surprised by the quantity and persistenceof
the end-user computing support required. New users needed not only initial train-
ing, but hand holding as well.

Many things can go wrong in technology projects. Hereis a sampleof some of
the potential pitfalls, gathered from experience, observation, and war stories.

¢ Midimplementation paralysis. I n this case the technology was successfully
installed the first time. However, due to the problems encountered it was
decided to eliminateor delay any further implementations. This means that
the economies of scaleof support for the technology on an ongoing basis
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are spread across a smaller number of users. Thisoccurred with some ap-
plicationsof database management systems.

* Niche technology. The systems group or business unit identifies a technol -
ogy that has very limited application. It is successful, but it consumestoo
many resourcesto do the implementation. This occurred with early imple-
mentationsof image technology.

« Failurewithout backup. One company tried to use digital camerasto cap-
ture photosand then transfer them over the Internet. The quality of the pic-
tures was not acceptableand the cameradid not hold enough pictures. The
company dropped the project, wasting both money and agood idea. The
company might have gone back to using standard 35-mm cameras with
scanning but did not consider it.

* Business unit isdifficult to work with. Information technology findsthat the
business unit staff lack interest in the technology and thereforefade from
the project. Instead of facing this problem head on, IT pushes ahead toim-
plement the technology, based on the belief that when the users seethe
technology installed, they will likeit. Thisis unlikely, however, given the
userswere not involved.

* Too many technologiesin one project. Many early client-server projects
failed becausetheir scopeincluded middleware, client, server, and host in-
terface development. The project was too ambitious.

* Thetechnology has just appeared. Theearly personal digital assistants
(PDAs) were often failuresdue to their limited recognition ability and pro-
cessing power. Applications based on thesefailed. You want to select tech-
nologies that are sufficiently mature for industrial strength use. How do you
know when thisis the case? When other companies have applied them.
Don't be a pioneer. You can end up with arrowsin your back.

* First application requires extensive integration with legacy systems and
data. This project will turn into onethat is 90% legacy system program-
ming and 10% new technology. Many early effortsat work-flow software
and client-server systems have suffered this fate.

* Implementation gets out of control. Theinitial application of the technology
was extremely successful. Rather than measure the resultsand regroup the
resources, the team is forced into alarge project. The team encounterstoo
many problems. The project is stopped and termed afailure. Thisoccurs
when alimited pilot projectis followed by adesperate desireto implement
fully.

* Selected technology is undergoing rapid change. In the early 1990s, network
technology and operating systems were undergoing change. This accelerated
in the mid-1990s. As a result, some companiesthat plungedin to get a net-
work operationa ended up having to redo the project based on the latest
technology. Select technology that will be stable over some payback period.
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EXAMPLES

Electroniccommerceis arapidly growing area of businessfor retailersas well
as distributors. It sounds so simple. Get some el ectroniccommerce software with
some hardwareand you arein business. Thisisamyth. Hereare someof theques-
tions that you must answer when embarking on an electronic commerce project:

* What are the benefits to el ectronic commerce? How much will salesin-
crease or costs decline?

* Who will be your initial partnersin using electroniccommerce?

« What will be your strategy in terms of the expanding use of electronic
commerce?

« Electroniccommercetypicaly requiresthat you develop and implement
new on-lineinterfaces between systems. How will this be handled in the
short term given the effort to interface with legacy systems?

« How will internal business processes be affected by el ectroniccommerce?
Will you haveto establish parallel processesfor electronicand nonelec-
tronic means?

Many people use groupware. The more peoplethat you can link together, the
more successful groupware will be. Groupware also has many possible applica-
tions. Itisfairly easy to useand applications can be developed quickly. So why do
groupwareimplementationsrun into trouble? Here are some typical issues:

* Groupwareproducts often lack a database management system structure.
Thistendsto limit the applications that are possiblein terms of program-
ming businessrules.

* Interfacesto host systems are often not possiblewith mgor programming
effort.

* Many peopleresist groupware. They would rather continue with what they
are using and "what worksfor them." This may be telephone, fax, memo,
or electronic mail. A major challengein groupwareis to establish a suffi-
cient mass of applications to encourage use based on self-interest.

¢ How do you measuresuccess? If people use groupware, what did it re-
place? Because groupwareoften consistsof alargegroup or set of applica
tionsof occasional use, measurementis a challengeand may be addressed
early in the project.
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A mgor communications company implemented groupware across Latin
Americafor its operations. It only took three months to install the system, train
users, and develop applications. The company sat back and waited to see what
would happen. Therewas very little use. Management eventual ly mandated group-
ware use and banned faxing and paper. This ensured success. Thus, it isimportant
to determinethe policiesthat will be necessary to accompany the technology.

INTRANET/INTERNET

A number of theissuesthat companies are struggling with impact the projects
that use Internet technology:

* Towhat extent will employeeshave accessto the Internet? What are the
benefitsfrom such access?
« How will the Internet use be measured and cost ustified?

* If thereisto be an internal intranet, what types of applications will be

* Whenwill an application beimplemented using intranet versus a client-
server system?

* What isthe order of business applications?Should there be many applica-
tionsfor a smaller group of users, or should there be fewer applicationsfor
many users?

* How will users be supported?

* What istheimpact of anintranet on the PC softwarethat users have and
how will it affect their training?

* Who will set up and maintain Web pages?\Who will maintain Web content?
If pages are not updated, what will be the criteriafor killing off pages?
How will usage be measured?If Web pages are employed, then will infor-
mation still be availablein traditional forms?

E-BUSINESS LESSONS LEARNED

Technology implementationis a key component to e-businessimplementation
and support. You have to upgradethe network, provide additional computing ca-
pacity and servers, providefor backup and recovery, support testing and quality
assurance, and moveto a 24-hour -a-dayl 7-days-a-weeksupport environment. K eep
in mind that the technology must be scalable. The spread between high and low
levels can be hundredsof percentagepointsover thelow level.



232 Chapter 12

GUIDELINES

* Astechnology changes, you might be tempted to undertake many technol-
ogy projectsto keep up to date. Thisis the opposite extremeto doing noth-
ing. Too much technological changeis disruptiveand counterproductive.
Moreover, it drainsresourcesfrom other projectsand halts projectswhile
the technology is being put into place.

 Considerthe long-term use and potentia application of any new technol-
ogy. Thiswill aid in determining your strategy for the technology.

» Many organizations underestimate the cost and effort of gettingrid of an
existing technology when implementingthe new one. It is not just conver-
sion, but also training, interfaces, and an extensivetesting and shakedown
effort that are required.

* If your legacy system depends on obsolete hardwareor software, then you
must consider replacing the legacy system asyou replacethe hardwareand
software.

* Magjor costsof obsolescenceliein ongoing maintenanceaswell asin the
declining staff morae that can arise when people are surrounded by di-
nosaur products.

WHAT TO DO NEXT

1. Answer the following questionsabout your current systems and technol-

ogy architecture.

* Do you have a defined architecturethat employees are aware of ?

* |sthereaformal approach for evaluating and selecting new technology?

* What cost-benefit analysisis performed for a new technology?

* Aretechnology projectstreated and managed differently than software
projects?

2. Based on your knowledge of your organization and its technology, identify
areas where the architecturemust be modernized. What are the tangible
benefitsof modernization? In implementing the technology, what inter-
facesare necessary?

3. Find some technology that has been in limited use but that had been pro-
jected to be used on awider scale. Why wasn't its use expanded?What are
the ongoing support costs and issues associated with the technology being
limited to afew users? How does this technology lock its particul ar users
into limited future change?Isit better to continue using the technology, or
should it be replaced?



SUMMARY

Your systems and technology architecture is a dynamic structure that requires
you to spend time periodicaly to consider improvements and upgrades. If your
technology becomes obsolescent, then you will havelikely been blocked from ac-
quiring new software packagesand carrying out much new software devel opment.
In other words, a poor architecture dampensyour ability to improveyour business
processes. Moreover, the more you fall behind, the more expensive and time con-
suming it will be to catch up. Technology projects have long-term structural goals
for the architecture aswell as near-term goalsto support the organization.
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Bugsness | ssues

INTRODUCTION

Thischapter, and the othersin this part of the book, beginsby introducing each
issue. Thisintroductionisfollowed by a discussion of factorsthat giveriseto the
issue, theimpact of theissueif not treated, how to prevent the issue from occur-
ring, and what to do if the issue arises. The chaptersare arranged dightly differ-
ently from other chaptersin that the examples and guidelinesare included within
the discussion of individual issues. How can you use this material? The first an-
swer isobvious—employ it when theissue arises. A second answeristo createa
checkligt.

As systems organizationsdirect their resourcestoward client-server, intranet,
extranet, data warehousing, and other applications that closely touch the business,
the number and extent of businessissueswill continueto rise. Unlikepersonnel or
technical issues, businessissues force the project leader to move outside of the
project team and deal with managers and employees in various departments. To
head off problems here, it islikely that the project leader will spend even more
time with the businessissues and away from technical areas of the project.

ISSUES

Thisisone of the most common complaints voiced by systems managers and
staff. It has been so for the past 30 years and is not likely to disappear soon.
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How ThisOccurs

Arethe requirementsreally changing?If the requirementsare based on trans-
actionsin a business process, in nianagement, or with external forces, then re-
guirements have changed. If the source of the changeis what a middle manager
might like, then it may relateto style or politicsrather than substance. A manager
can even seek changefor political gain or to delay the project —these are sinister,
but possiblesources of the change. There can also be a lack of understanding of
systems and technology.

Potential Impact

A changeto the requirementsis often viewed with alarm by the project team.
Team members see their work being undone and, in the worse case, fear having to
start over. This can be frustrating and demoralizing. This situation is made more
severe if people have experienced requirements changes repeatedly on multiple
projects. They may just becomeresigned to having it happen again.

How to Prevent the Problem

To prevent this from happening, the systems group must become more proac-
tiveat the start of the project. The scope of the project must be negotiated. Thisis
important becauseit is one of the leading areaswhererequirement changes occur.
The second step is to base requirements on the definition of a new business
process. Requirements based on detailed business transactionsand rules are less
likely to change. Any changein requirementscan affect the business process. The
businessunit staff must be heavily involved in defining, understanding, agreeing,
and carrying out requirements.

How to Addressthe Problem
If arequirementschange occurs, answer thefollowing questions:

* Why did the change appear now?

* What istheimpact if the changeis not addressed?

* What is theimpact of the change on the underlying process?

 Can the requirement be met through procedureor policy changerather than
a systems change?

Consider reopening dl requirements and specificationswith the business unit.
Additiona requirementscan beidentified now to minimizeimpact on devel opment.



Businessunits today do not have a surplus of people. Many departmentshave
downsized. As aconseguence, only afew people havein-depth knowledge of the
businessrules and transactions. Othersmay know what to do, but they do not un-
derstand why they are handling the transactionsin that way.

How ThisOccurs

When asked to provide someonefor a project, a business manager cannot &f-
ford to rel ease the most experienced person. The department might really suffer.
In addition, the manager may |ack confidencein the project and might not want to
risk good peopleon the project. Managers are often likely to provideindividuals
whose loss might have the least impact. They may have had poor project experi-
encesin the past. Timing may be bad—the change might be conflicting with the
year-end closing, other projects, or a peak work time of the year.

Potential Impact

If you assumethat the business peopleprovided to the project can speak for the
department, you are likely to be sorely disappointed. Getting information from
them without validation and checking on completenesscan be a problem. The
team might carry out work that will later have to be redone.

How to Prevent the Problem

Ask for someoneon your team whoisjunior in the businessdepartment and re-
quest only their part-time involvement. Assume that the person has a limited
knowledge of what goeson in the department. Request that a group be appointed
toreview thework for vaidity. If thisis not done, then find other peopleto review
thework. You are picking a junior person becausethat person's absencewill least
impact the business and because you really do not know what you need yet. This
has the side benefit of gaining broader participation in the project from the busi-
ness unit. You know that you understand the unit's limitations.

How to Addressthe Problem

If the business unit provides no one, then question the project. If the business
unitisuncooperativeat the start of the project, then thingswill likely go downhill
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from there. Meet with the business manager to indicate your minimal known re-
quirementsand your sensitivityto hisor her staffing problems. Also, point out that
because the project is just starting, you really do not know who and how much of
the person's timewill be required.

IssUE: THE BUSINESSUNIT IS UNWILLING
TO CHANGE THE BUSINESS PROCESS

How ThisOccurs

Members of the business unit can become convincedthat the way that they are
handling their work isthe best and only way. After all, it has been proved through
years of use. They may also fear change and the impact and disruptionlikely to
follow. They may feel that any change will make matters worse. They were
promised much by information systems and may feel that they received little.
Middle managers may resist becausethey fear alossof jobs and power.

Potential Impact

Resistancecan be open or subtle. Delays in making decisionsare one sign of
problems. Changeof mind and indecision are other signs. The project now suffers
dueto alack of defined specifications. The business unit employees may keep try-
ing to bring the project back to the current system.

How to Prevent the Problem

What was said in earlier chapters applies here. The scope of involvement and
roleof the businessunit haveto be nailed down in the definitionof the project con-
cept. Thishasto be reinforced as the project proceeds. Not only must the benefits
be stressed, but the problemsmust be stressed d soif thecurrent process continues.

How to Addressthe Problem

If the businessunit wantsanew system and a sowishesto maintainthe current
process, then you must answer some fundamental questions:

¢ What isthe benefit of the system if the processis unchanged?

¢ How will exceptions not handled by the current system be addressed by the
new system operating with the old process?

* If the businessunit won't changethe process, what signistherethat itiseven
willing to accept anew system?Won't the business unit want the new system
to bejust like the old one becauseit fits well with the current process?
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Show how the new system failsto mesh with the current process— creating more
problems.

Major systems projects with substantial benefits often cross multiple depart-
ments or divisions, making thisissue more common.

How ThisOccurs

Many departments have never redly worked together on a systems project.
Each brings its own history, opinions, and preferencesinto the project. Each de-
partment's relative power structureaso comes along. This makesfor an impossi-
blesituationif the project manager is naive. The same can be said of projectsthat
involve multiple offices spread across different parts of the country or the globe.

Potential Impact

The project can become paradyzed because no decisionscan be reached. Any
decisionsthat are achieved may be undermined by departmentswhofeel that they
lose power if the decisionappearsto go against them. If hogtility continuestorise,
it may be impossibleto continuethe project without major and ongoing involve-
ment of upper management.

How to Prevent the Problem

Try to understand the politics of each department at the start of the project.
Meet with business managers and identify the potential problem of generating
consensus. Seek agreement on a method to resolve problemsin advance. Identify
potential conflicts with the project team at the start. Show how the approach and
solution fit within each department's self-interest.

How to Addressthe Problem

If a problem arises that is due to disagreement, then work with each depart-
ment individually to get opinions and concerns. Don't addressthisin the group at
firg—it will likely solidify positions. Develop a solution and interpret it from the
perspectiveof each department's self-interest. Follow thisup with additional sales
efforts. Take this problem serioudly. Such issues can appear trivia to an outsider,
but they are not to the peoplein the trenches.
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Y ou thought you had resolved an issue, but each time you turn around, the sit-
uationischanged and is till unresolved.

How ThisOccurs

Indecision may be due to lack of understanding of the issue and its conse-
guences. Peoplein the unit may not be prepared to make decisions. Alternatively,
there may be a power struggle with different factions within the department. A
fourth possibility isthat peoplein the unit do not know their own business process
in sufficient detail. The situation can be made more complex if thereis lack of
communi cationsbetween levelsof the organization.

Potential Impact

The project may becomefrozen. The systems people may throw up their hands
and state that they will await the find decision. Morde in the team may drop. If
the decisionisforced, the possihility of it resurfacingremains.

How to Prevent the Problem

Issues must be analyzed in termsof the basic business process, which is more
likely toyield truth than opinion. Any resolution based on the processis more apt
to stick. However, you will then have to providea political slant on the decision
for each department. Don't wait for the department to point out the problems. Be
proactive. Each new issueisto be reviewed in termsof what has aready been re-
solved to seeif itisavariation.

How to Addressthe Problem

Let's assume that you get conflicting signals. Consider the issue again along
with al outstandingissues. Use this as an opportunity to review the rolesand re-
sponsibilitiesof the department as well.

How This Occurs

On the surface, this sounds absurd. However, today, with downsizing and
change, it is true more often. The peoplewho possessed the deep business knowl-
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edge may have retired or disappeared. Although individuals know pieces of a
business process, no one knows the whole. In addition, people do not know why
they perform the work the way they do. There may be a difference between the
way peoplethink that the processis being done and the how it is actually being
performed. Knowledge may be fragmented through the group. There was once a
soldier who appeared next to abench and guarded the benchfrom 11:00 AM. until
2 PM. When asked why hedid this, the soldier replied that hedidn't know, but that
it had been going on for years. When a probewasinitiated, it wasfound that four
years before, the bench was painted. An officer who failed to notice got wet paint
on his uniform and then ordered someone to guard the bench while it was wet.
The order was never rescinded.

Potential Impact

You cannot assumethat business knowledge or informationis completeor ac-
curate. Thiscan also lead to problemsin specificationsand design. When thereis
alack of information, thereisthe danger of a process being inventedfrom atech-
nology view without businessinvolvement.

How to Prevent the Problem

It is best to observethe businessdirectly and seethesituationfirst hand. Ask to
be trained as if you were a new employee. How many people does this process
take? Are theinstructionsincompleteor contradictory?How often do you haveto
ask for assistance?Doing this will provideyou with contacts as well asinforma-
tion on the state of documentation, the extent of staff knowledge, and the exis-
tence of formal procedures.

How to Addressthe Problem

Requirements may be provided by managers and staff. However, they may be
incomplete and fail to address exceptions. As you are provided with these re-
quirements, verify them with the business process directly.

A business process can deterioratelike a system over time. Morework may be
handled informally outside of the process. The error rate may be high. Transac-
tionsmay haveto wait for a specific person to handlethem due to overspeciadiza-
tion. The supervisors may be handling a substantial percentage of the work
themselves. The department may be using homegrown PC-based solutions that
areincompatiblewith the major systems.



How ThisOccurs

Deterioration in a process often sets in because people take the process for
granted and fail to giveit any attention. No one thinksto put money in the budget
to fix the process. After all, processesfix themselves right? Once the situation
worsens, managers may be reluctant to address the problem especidly if the
process works at some minimal level. They fear upsetting the department and
making the situation worse.

Potential |mpact

Any system linked to a deteriorated process may suffer from faulty data, dis-
use, or abuse. The system may not be employed asintended. A new system hasa
small chance of successif the process problemsare not addressed. You cannot as-
sumethat the new system will fix the problemsof the business process.

How to Prevent the Problem

Investigatethe state of the business processas part of theinitial work toward a
new system. Include the process within the scopeof the project. Measureand doc-
ument the condition of the process at the start. Separate out what can be handled
in asystem rather than the process.

How to Addressthe Problem

If work has begun on a new system without an in-depth review of the process,
your project isin trouble. Vdidate the design against the process. This will draw
attention to the condition of the process.

How ThisOccurs

Who is threatened by the new system? People who work with the current
process and system may betemfied, but they havelittle to fear. Transactionswill
till be processed—only with a new system. More directly threatened are man-
agers above the immediate supervisors of employees who perform work in the
process. If not brought into the project and without a future role being defined,
they can become resentful and disruptive.
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Potential Impact

Lack of cooperationby mid-level managers can create problems at lower lev-
els. It will take longer to gain support and reach decisions. Project progress will
dow down.

How to Prevent the Problem

Planning ahead, you will want to work with upper management in the business
unit to gain support and to ease any fears of change. If some managers are to be
released later, then the project team can be guided around these people. When
asked, the team can indicatethat the scopeof the project includes the process and
system, but not the organization. It is best if upper managersidentify their future
rolesto gain their participation.

How to Addressthe Problem

If you encounter resistance from mid-level managers, then you can take sev-
eral courses of action. Oneis to sympathize and indicate the project scope. An-
other isto minimize contact so as to prevent confrontation. In the most serious
cases, you can contact upper management in the business unit. Push for role def-
inition. Do this rarely as you don't want to be labeled as someone who " cries
wolf."

How ThisOccurs

Business managers who realize the importance of systems in relation to the
business process may seek to dominate the project. Thisisdue to adesireto craft
the new process and tofix errors. It may also be a defensivemove to retain con-
trol. They may alsofear the project resultsif they release control.

Potential Impact

Althoughtheinitial impact may be positive to give more support to the project,
thelonger-term effect may be more changesin the project dueto meddling. There
can be an attempt to retain the current process.



246 Chapter 13

How to Prevent the Problem

The situation may be prevented by defining the business role at the start. This
can befollowed up by having the businessunitinvolvedin resolvingissuesrel ated
to the project. Once implementation has begun, the business unit will, after al,
play the major role. This might make the business manager hold off from over-
involvement.

How to Addressthe Problem

If domination occurs, don't discourage it. Try to channel it toward issue reso-
[ution. Definerolesby assigning areas of tasks to the business unit.

IssuE: THE BUsSINESS UNIT VIEwW DoEs NOT FIT wWiITH
THAT oF UPPER MANAGEMENT OR THE INDUSTRY

How ThisOccurs

You have approval for the project. Management sees the project as critical for
successin competition. Yet the business unit takesalocal view for its own inter-
ests. The two views are dramatically different and opposed. This is not unex-
pected given the mission and charter of the business unit. The business unit may
also be out of touch with trendsand practicesin theindustry today.

Potential Impact

Left unaddressed, the clash in purpose and scope can harm the project. Rela-
tions between the business unit and management may deteriorate. Upper man-
agement may not want to take on the department so that the project is either
warped or flounders. Alternatively, there may be no surface conflict, yet conflict
doesexist.

How to Prevent the Problem

Theissues of purposeand scope must be handled in the project concept. This
will give management a forum to direct the business toward a wider goa. An ef-
fort must be made to relate the wider goa to the operation of the business unit.

How to Addressthe Problem

Resistanceto alarger project can still emanate from lower levels of the busi-
ness unit. The project team acts as a marketing ar mof management to reinforce



|ssues 247

the wider project view and to show how new work processesand systems support
both the department and management views.

No one expects business managers and staff to be programmers or analysts.
However, lack of knowledge of basic technology concepts can impact a project
becauseit makes thefit between the system and process more difficult.

How ThisOccurs

Individuals can go to school and then work in a department for many years
using technology. However, they may lack awareness of its potential and may not
be up-to-date with the technology. Thisis not a surprisebecausethetechnical staff
memberslack knowledgeof the business department. In such situationsmany de-
partmentsjust accept the technology with which they are provided. The business
unit staff members may not see how their jobs might benefit from trainingin the
technology.

Potential Impact

Though thereis acceptance, employeesmay be reluctant or lack the creativity
to develop new ideas for systems improvements. When systems staff ask about
new requirements, they may be met with blank stares. Employees may not com-
prehend how the system will provide benefits.

How to Prevent the Problem

You are not expected to train everyonein technology. What you can do is ex-
plain new technology in termsof theinformationon the business processthat you
have collected. Staff membersare more likely to be interested becauseit isrele-
vant to them. This can stimulatetheir creative thinking as they respond. You can
treat the technology as a'*black box."

How to Addressthe Problem

When you encounter resistanceto technology, it may be due to ignoranceand
fear. Do not assume hogtility. Taketime to explain the technology in termsof how
gaff memberscan useit and what its benefits might be. Don't explain the details.
Show that it performssimilar functionsonly better.
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| ssm: BUSINESSUNIT MANAGEMENT |S REPLACED

How ThisOccurs

In any project with an extended life span, it is possiblethat key business unit
managers who provided support to the project may be promotedor leave. Change
can occur through reorgani zation, mergers, and so on as well.

Potential Impact

Theimpact of management changeis often viewed negatively. Peoplewant to
put the brakes on the project until things settle down. Thiscan causethe projectto
stall. By putting a positive spin on the impact, you create an opportunity for new
support and fresh idess.

How to Prevent the Problem

If your project lastsa year or more, then anticipate management change. Mar-
ket the project concept to as wide a group of managersas possible. Keep themin-
formed and involved. The negativeimpact caused by the departurecf one manager
is minimized. Within the businessunit build project support at thegrassroots. This
will come in handy in deding with new managers. Make sure that you work
quickly to bring new managerson board. Get them involved in issues that are not
time sensitive so that they can adapt to the project and adopt it astheir own.

How to Addressthe Problem

If you encounter sudden management change, establish communicationswith
the new manager. Don't wait for the manager to cometo you. Point to the progress
and benefitsas well as the manager's rolein the remainder of the project. Involve
managersin issues.

I ssm: THE BusiINEsSSUNIT HAS NO
INTEREST IN THE PROJECT

How ThisOccurs

Even if somethingisin your best interest, you may not have the time or en-
ergy todevotetoit. It isthat way for financia groupsduring the annual year-end
closing of the accounting books. It is the same with shipping and distribution
firms during peak periods. Alternatively, people in the business unit may be
keeping their eyes on their immediate issues and fail to see the benefit of the
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project even though company management wants to see the project completed
for overall benefit.

Potential Impact

Lack of interest can spell doomor delay for a project. If you attempt to reversebut
you fail, the project can be cancell ed. Upper management supportfor the project can
be countered by tactical arguments, such asthat thereistoo much work that is more
important than the project. This leaves upper managers with few options—they
will delay the project. To understand the impact, you must understand the cause.

How to Prevent the Problem

Duringtheinitia definition of the project, point out the project benefits. Doing
so will appeal to the self-interest of the business unit. If the senior management of
the business unit does not show interest, move down in the organizationto obtain
support. If thereis little benefit to the business unit directly, then discussthe po-
tential problem with upper management to get ideas of how to addressthe issue
beforealack of interest arises. You seek to establish supportfor the project at the
top and the bottom.

How to Addressthe Problem

Suppose that athough members of a department do not show interest, there
till are project benefits. Consider involving the departmentsthat will benefit, and
get them to help you bring the reluctant department along.

Management interest in the project may also wane over time. This might be
due to problems in the project or in the perception that the benefitswill be less
than anticipated. Revisitthe project concept and determineif you really wanttogo
ahead or changethe project.

Issuge: OTHER WORK OR PrROJECTS HAVE
HIGHER PRIORITY FOR THE BUSINESSUNIT
THAN YOUR ProJECT DOES

How ThisOccurs

Your project is underway. People assigned by the business unit are reassigned
to other work. They disappear. Prioritiescan change. Problems can arisein thede-
partment that require the specialized skills of the team members. Remember that
in many casesin business units, the expertiseof all of the trained staff isrequired
toaddressd| of the exceptions.
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Potential Impact

Without any notice, the project can be stranded in a vacuum. Questions will
soon arise that require answers from the business unit. If you hassle the people
who returned to the department, they may resent the additiona work and may not
want to returnto the project. Although partsof the project can proceed at aslower
pace, therewill be a noticeableeffect as work is deferred waiting for answers.

How to Prevent the Problem

At thestart of the project, never ask for peoplefrom the business unit to be as-
signed to the project on afull-timebasis. Try toinvolveanumber of peopleso that
you are not overly dependent on one or two. Keep in contact with the business
unit manager so that you know what pressures the unit is working under. If you
sense that the team members are required back in the department, work with the
business unit directly to plan on how to cover the gap. In a project that will last
from six to nine months, plan on work of higher priority arising and attempt to
scheduleit in the project.

How to Addressthe Problem

If thereisa sudden crisisand departure, expand your network of contactsin the
business unit. Develop a contingency plan to keep the project going prior to con-
tacting the business manager about the problem. While indicating the impact,
sympathize with the manager.

IssUE: THE BUSINESSUNIT HAS EXISTING TECHNOLOGY
THAT CONFLICTSWITH THAT OF THE PROJECT

How ThisOccurs

Thereis probably technology in your home with which you feel very comfort-
able and that you don't want to replace. It isthe samein business. A department
may likeits procedures, policies, and systems. Peoplein the department don't see
a need for change. They may have created PC solutions that they don't want to
lose.

Potential Impact

Not only can the project be derailed, but you can encounter long-term, deep-
seated resistance. You may fight aconstant uphill battleas the business staff mem-
bers find numerous holes and gaps created by the new system replacing the old.



Summary

How to Prevent the Problem

When you begin the project, be sensitiveto peopl€'s feelings. Indicatethat any
new system or technology can build on the experienceand knowledge associated
with the existing system. Also, show them that many proceduresand policies can
be reused. The new system is then an evolution from the current system. Rein-
forcethis benefit by focusing on the additional featuresand capabilitiesof the new
technology and system that are lacking in the current system. Show how thefunc-
tions performed by PC and other systems are addressed in the new system.

How to Addressthe Problem

If you sense resistance, then expand your contactsin the business department.
Take more time to understand how the current system and process work. Ferret
out the PC systems. Lower the profile of the project to avoid being a target. Dis-
seminate information about the new system to show how the new system is better
than the current one.

WHAT TO DO NEXT

1 Withyour list of issuesin hand, separateout the business-related issues.
Look for patternsin theissues. Review your relationshipwith dl levels of
the business unit to identify potential actionsyou can take.

2. Taking awider perspective, review the history of the project to assess how
business-related i ssues were handled. Add this analysisto the results of
item 1.

SUMMARY

Congtantly monitor the relationshipbetween the project and the business units
involved in project. Thisis not only to detect potential problems, but also toiden-
tify opportunitiesfor increasingthe involvement by the businessunit aswell asits
participationin addressing issues. The importanceof the business unit contribu-
tion to the project can be highlighted by indicating results from the involvement.
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Human Resource | ssues

INTRODUCTION

Personnel issuesin projectswere of concern in ancient history, prior to thefor-
mal definition of projectsand project management. Attention and concerns have
grown due to a number of factors:

Downsizing has forced companies to do projectswith fewer peopleso that
the performancedf the staff on the project becomescritical.

Deadlines for systems and technology projectsare tighter along with bud-
gets as management realizesthe role of systemsin competitionand busi-
ness operations.

Business processesdepend on systems more than ever —raising the level of
theimportanceof projects.

Peopl e are shared among projects, creating moreissuesand tensionin man-
aging human resources.

Itis moredifficult to attract and retain good people.

Human resource.issuesfocus on the project team. The project team may in-
clude staff from businessunits as well asinternal systems staff.

= HE | SSUES

project that spansayear or more. In addition, it is sometimesfavorablethat certain

Let's begin by acknowledgingthat some gtaff turnover is expectedin a systems
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individua sleavethe project team. Thus, turnoveris not bad in general. When a per-
sonleavesthe project on scheduleand as planned, then it is not counted as turnover.
However, if theextent of turnoveris great, or if critica peopleleave, thenthereisa
problem. Note that the approach of having a smal core team with many part-time
peopleor playershel ps mitigate the turnover problem, except within the core team.

How ThisOccurs

Individuals can get tired of the project or begin to feel that their work is not ap-
preciated. There may be many issuesin the project. People may feel that because
the project is in jeopardy, their jobs are at risk. Team conflicts and personality
clashes can be another cause. Because many systems people are often quiet and
not outspoken, it is sometimesdifficult to detect problems among them until it is
toolate. The team member then seeks to return to the line organization and be as-
signed other work.

An alternativereason for turnover is that a person (including even the project
leader) gets an attractive offer either internally from another department or exter-
nally from another firm. The individual may discussit with hisor her line man-
ager. It may not even be brought up to the project leader if the leader and the
employeelack acloserelationship. If the project leader is not in regular and con-
stant contact with the project team members, then many timesthe situation cannot
be turned around. The person leaves.

Potential | mpact

Damage occursif the project manager is caught off guard. Then theleader does
not look like a leader. Faced with such a problem, you must scramblearound to
find someone el se and to carry out damagecontrol within the team and with man-
agement. The problemis compounded if the team member involves the line man-
ager. Theline manager may question the project |eader and theleadershipitself. It
will obvioudy be moredifficult to attract a replacementinto the project.

If the personis hired from outside, then another set of problemsemerges. The
remaining team members may feel that they can do better outside. The departure
of one person may lead to arout. Thisis often precipitated by headhuntersand
search firms who attempt to systematically raid an organization of its technical tal-
ent. Thisresultsin more pressureon the team.

How to Prevent the Problem

The project manager must perform several important activities. One is to
stay in close contact with team members. The project leader must establish suf-
ficient rapport so that the team member will alert the manager to problems and
to headhunter activities. Asa project leader, you must keep such information to
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yourself. You cannot attribute it to the particular individual; otherwise, you af -
fect the communications. The person may not take you into his or her confi-
dence again.

Ask if the team member has any concernsor problems with the project or the
team on aregular basis. You can do thisin a positiveway by asking if the person
has any ideas that might improve the project. The ideas you solicit may lead you
to the problem (reverseengineering).

On the recruitment and headhunter front, bring this up in a project meeting at
the start of the project. Point it out asa possibility, as the team membersarein de-
mand. Indicate that you expect them to contact you before they take any action.
Remain vague as to what action you will take.

How to Addressthe Problem

What do you do when the problem occurs? First, determinewhat is going on.
Why isthe person thinking of leaving?Do not plungein, in an attempt to savethe
person for the project. This shows desperation and may raise more panic among
the team members. Embark on several paralel tasks:

 Find out what the team member's reasonsare for leaving.

» Work with the team member to define what must be done before the person
leaves.

* Analyzethe project plan to see how the project can be restructuredto keep
momentum.

Thisinformationcan help you determinewhether you must make the effort to
retain the person on the team. You may need to meet with the person's line man-
ager to discusstheissue and to planfor atransition. Concentrateyour attentionon
the project and not on the person. Some project managers neglect the project and
focus on keeping the person on board. For you as a project leader, the project
comesfird. In project planning, seeif you can reassigntasks and restructurework
so that theimpact of thelossof the personis minimal. Turnover is an opportunity
to shake up the project and team, if that is required.

What do you do with the project team? Contact each person and answer any in-
dividual questions. Be honest and tell them why the person is leaving. Indicate
what you are going to do as the project leader. Be positive. The person leavingis
goingfor a new opportunity. Thiswould not have been possiblewithout the proj-
ect. The situation alows the remaining team to be involved in restructuring the
work and having a say in determining the type and characteristicsof the replace-
ment person. If you sense other people are thinking of leaving, then hold off on a
project meeting. Instead, follow up as was discussed earlier. Prior to the project
meeting, make an effort at restructuringthe project based on input: Also, start the
process of finding a replacement. At the project meeting, review the situation and
discuss what is going to happen next.



256 Chapter14

Commitment to a project involves attitude and feelings. The benefit of com-
mitmentis difficult to quantify. You have seen projectsin which thelack of com-
mitment among the project team meant failureof the project. The team members
just could not resolve some problem or issue. Thereis evidence that commitment
can spur greater effortin a project at a critical time. Commitmentis also affected
by time. At the start of the project, people often feel tentatively committedto the
project. Duringthe project theirlevel of commitment or dedicationcanrise or fall.
At the end of the project everyonefeels committed becauseit is near the end and
they want to see the project completed.

How ThisOccurs

Lack of commitment can be dueto lack of interest. Thisis most often the case
among part-time team memberswho areinvolved in many other projects. They do
not havethetimeor dedication to be committedto only one of these projects. For-
tunately, less commitment is often required among these team members. Where
commitment matters most is among the core team members. These people often
have to spend extrahours and rescheduletheir lives to accommodate the project.

Individuals can lose their sense of commitment for a variety of reasons. Their
commitment may have been very high at the start, but they got burned out in the
project. The project leader may not have recognizedtheir efforts. Management be-
ginsto assumethat they can devote 100 percent of their livesto the project. People
then get burned out and seek to leave the project. A project that must function
under thislevel of burnout is referred to in some companies as the ' death march
project.” Eventsin the project can also lead team membersto becomediscouraged.

Potential Impact

Lack of commitmentis not felt in the everyday and routine tasks in a systems
project. The crisis occurs during integration, final testing, and debugging, when
extraeffortis required. If one person lacks commitment, the attitude can rub off
on others, affecting the entire project. Lack of commitment then trandates into
lack of effort. The schedule beginsto dlip.

How to Prevent the Problem

Y ou, asthe project leader, must seek toinvolvetheteam membersin all aspects
of the project and project management. By handling issues, actively updating in-
dividuals about the project, and reviewing each other's work, involvement in-
creases. Positiveinvolvement and progress naturally lead to commitment.
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How to Addressthe Problem

You may be ableto sensealack of commitment among some team members
by their jokes and comments about the project and their work. When you notice
this, you first want to determinewhat underlying problems haveled to this situa-
tion. What you do dependson the project state and status. If thereis no crisisor
schedul e push, then you havetimeto get to theroot causes. If thereisacrisis, then
work with each team member to define a work schedulethat will accomplish the
project goas while at the same time not exhausting the team member.

Project |eaders often make the mistake of assuming that certain team members
have specificlevelsaf technical knowledgeor that they haveextensiveknowledge
of the business process. Then theleader is surprisedto find out that the knowledge
islacking. This has become more commonplace due to the wide range of techni-
cal and business knowledge that a project requirestoday. A project manager may
expect gaps and holes in the team's knowledge.

How ThisOccurs

The demandsof the project for detailed knowledge have been cited asone rea-
son why lack of knowedge occurs. Another factor is that people naturally do not
like to reveal what they do not know. Thisis especialy true for individuals who
are hired into acompany to work on a specific project. They may overstate the ex-
tent of their experience. If the project leader fail sto assessthe skills and knowledge
of the team membersin advance, there are likely to be many unpleasant surprises
intermsof knowledgegaps.

Potential Impact

Lack of knowledge often does not surface until the project and tasks have been
activefor some time. Individuals, on their own, may try to hide the gap or work
aroundit. Thefirst impact is thedlippageof thetask involved. If the knowledgeis
critical, the project leader may have to find new resourcesto fill in—adding to
both expense and duration. There are also socia impacts. The other members of
the team may no longer trust the team member. Conflict among the project team
members can be created. The person may feel depressed from finaly having to
admit that he or she lacked the necessary skills.

How to Prevent the Problem

Thefirst stepis to carefully definewhat skills are needed. Most project leaders
provide only vague descriptionsinstead of detailed skill requirements. The next
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problem occurs when the candidates for the project team are interviewed. The
project leader may fail to identify questionsthat test their knowledge and skills.
This can cause the wrong people to be hired.

Another situation is that the manager is so desperatethat he or she conductsonly
acursory evaduation of skills. The manager just wants to fill up the project team.
This occurs often when companieswant to hire people with scarce skillsthat arein
demand (for example, people skilled with client-server, extranet, or ERP systems).

| dentify team members and others who have the proper technical background
to evaluateindividual sfor the team. Have them devel op specific questionsand re-
view them with you. These questionsare often best if they present a situationto
which the person can respond.

An individual who lacks certain knowledge or skills may still be suitablefor
theproject. Thisis especidly truefor business unit staff who may not know d| of
the detailed stepsin processing exception transactions. The project leader encour-
ages peopleto identify gapsor lack of knowledge. Then the two of them can work
on identifying alternative solutionsto addressthe issue. Thisis a more proactive
and positiveapproach.

How to Addressthe Problem

If ateam member lacksthe knowledge to do the work, then you first must con-
sider the schedule. Is there time to alow the person to accumulate this knowl-
edge?If thereis, then you can send the person to training. If thereis not, then you
must help identify additional resourcesthat can fill the gap. Your god is to find
someone who can work with the team member and transfer knowledge as the
tasks are performed. Thiswill provide guidanceto the team member and make the
person more self-confident.

How ThisOccurs

Flexibility is a vague word. You can beflexiblein the use of a method or tool,
but locked into only those methods and tools. Inflexibility is not uncommon in
systems. Becausepeopleput agreat ded of time and effortinto learningthe tech-
nology, they are reluctant to discardit. Thereis psychologica commitment to the
method as well. Legacy systems are often sustained by individualswho employ
the same tools and methods for years. As a side note, you can easily see that a
major barrier to new technology is the speed with which people are willing to
adopt and support it. When a technology is new, thereis even more reluctancebe-
causethey don't know if the technology will last.
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Potential mpact

Inflexibility may impact the quality of work through the continued use of old
methods. It aso may mean resistanceand disagreementswithin the project team
between groupswho favor the old and new. Having multiple approachescan dis-
rupt the project.

Inflexibility may not be obvious; impacts may only appear later. A COBOL
programmer, for example, can be trained in C++ and object-oriented methods.
Then when he or she starts programming, the code may resemble COBOL and is
not object oriented. The impact of inflexibility can be poor quality work in the
project. Different individualsmay adopt differentstylesand methodsfor using the
sametools. Thus, the project may finish, but maintenancemay be a nightmare. A
more severeimpact may be that your seasoned legacy system programmersresist
learning client-server systlems—resulting in staffing problems.

How to Prevent the Problem

Anticipate that many people will have limited flexibility. With technology
changeflexibility i s difficult to achieve over time. Appeal to an individual's self-
interestin learning the technology. Carry out the following steps:

* Bring the people up to date on the technology and explain why itis
important for them.

» Review with them why specific products, methods, and tools were
selected.

* Indicate how you will supportthem in learning and using the technology.

* |dentify sourcesfor support and additional information that will be
available.

* Clearlyindicatethe goals and expectations that you have for them with
respect to the technology and why these are reasonable.

* Specify the benefits that will accrueto themin termsof their own
careers.

How to Addressthe Problem

If you encounter people who are inflexible and who resist the technology, do
not attack them head on. Instead, visit them and €licit their concerns. Do not ad-
dress thesefears at this time. Go back to your office and identify steps that you
can take to dlay their fears and concerns. Now revisit each concern with them
along with what can and will be done. A further stepis to meet with the team and
indicate what is available. This reinforcesyour support of the technology in the
presenceof the team.
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How ThisOccurs

Many creative people have been abused by project leaders and project man-
agement. They may have been hounded to death about statusevery day by a proj-
ect leader who lacked both manageria skillsand technical knowledge. It is not a
surprisethat they are turned off to you.

Potential Impact

Team members who resist project management may rub off on other team
members. It will likely become more difficult to run the project. Dealing with
project issueswill become more complex.

How to Prevent the Problem

At the start of the project, discuss how the project will be managed. Follow the
earlier suggestions and lay out a role for the team members by identifying their
own tasks, updatingtheir tasks, and identifyingand hel pingto resolveissues. Fol-
low this up with actionsthat reinforcethis. Establishpatternsof behavior early in
the project before these are major problems.

How to Addressthe Problem

If you sense resistance, ask the person privately about past projects. Sympa-
thize with the person and show how your approach is different. Reinforce the
methodsdescribed earlier. It is possiblethat the resistanceto project management
masks other underlying concernsabout the person's work.

A teamiscomposed of individual sworking together. Many systems managers at-
tempt to manage by emphasizingindividual work over teamwork to minimize con-
flict. This often leads to other coordination problemsrelated to integration issues.

How ThisOccurs

How can conflict arisein ateam? Peopl e can clash regarding which methodsor
toolsto use, how best to employ the technology, personality conflicts, and what
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constitutes acceptable quality —just to mention a few. The conflict may not be
noticeable at firgt. It may surface over an issue at a critical point in the project.
Conflictscan arise between junior and senior staff or between technical and non-
technical people.

Potential Impact

Some team conflict is natural, unavoidable, and positivedue to various possi-
ble technical solutions as well as different experience. If not directed toward res-
olution, then the problems can affect the schedule and productivity can suffer.
Hostility can later resurface and affect decisionsin the project.

How to Prevent the Problem

Indicate at the start of the project that conflictis almost inevitable. Resolving
the conflictswill be done for the good of the project. There are no winners or
losers. When you sense aconflict, makeit impartial and deal with the underlying
issue.

How to Addressthe Problem

Try to separateout the symptoms of the conflict, theissueitself, and potential
solutions. Depersonalize the conflict as soon as possible. Attempt to address sev-
eral issuesat onetime.

Issue: TEAM M EMBERS SPEND TOO MUCH
TIME ON THE WRONG TASKS

Any individual has work preferences. On the weekend, you probably like to
work on some things more than others. It is not surprisingthat thisoccursin sys-
tems projectsin which peoplehave to work on a variety of widely different tasks.

How ThisOccurs

Given people's preferencesand alack of leadership, it can be understood why
people gravitateto the tasks that they prefer. They feel that they can accomplish
somethingeven though it isfor tasksof lesser importance. Certain tasks are more
interesting than others to them. The project leader may treat al of their tasks as
equal, sending out the wrong message.
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Potential Impact

If the project leader does not address thisissue, the progress on the project can
continue, but the actual work on the critical tasks will suffer. The overall project
schedule may later dip.

How to Prevent the Problem

To head this off, asthe project leader, clearly identify what tasks are most im-
portant and why they areimportant. Cut the team member some dack and indicate
that it is okay to work on other tasks as long as critical tasks are addressed. En-
courageamultitaskingwork environment,in which peoplework on several things
a onetime. This gives variety and can be narrowed to one critical task and then
reopened to several.

How to Addressthe Problem

Assumingthat you are awarethat an individual is not working on critical tasks,
what do you do? Experienceshowsthat aninitia carrot and stick approach can be
successful. Indicatehow -important the critical tasksare, but al so allow team mem-
bers time for other work. Follow this up by visiting team members to monitor
what they are doing.

There are many projects as well as regular work such as operations support,
maintenance, and so on. People today are spread thin. Individuaswith critical
skillsand knowledge are spread even thinner.

How ThisOccurs

In traditional project management, overcommitment is more likely and theim-
pacts are more severe. Many project leadersare trained to treat all team members
asfully committedto their projects. They may then sometimesharass team mem-
bers to work on their project.

Potential Impact

With multiple commitmentsa person may feel too much pressure. Then work
might suffer. In extreme cases, the person might leave the project.
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How to Prevent the Problem

To avert problems associated with overcommitment,becomeinformed of all of
the person’'s commitments. Then you can identify realistic minimal expectations
for the time that you require. Monitor the person's time and, when possible, en-
courage team membersto do their other work. If thereis aconflict, be reasonable
and consider what additional time you can alow.

How to Addressthe Problem

When thereis a problem in the project work, approach the individual and re-
view al of hisor her commitments. If necessary, approach other managersthat are
involved and work out a compromise schedule.

How This Occurs

You thought that you had everything covered, but you find that some people
lack certain skills. Or as the project progresses you determinethat new skillsare
required.

Potential Impact

Tasksinvolving the missing skillsdlip. Evenif you attempt to work around the
problem, the impact remains. If it continues unaddressed, the work of other team
members will suffer.

How to Prevent the Problem

Yau can mitigate the problem by assessing the skill levels of the team. Have
other team members or outsidersto the project conduct skill interviews. You can
also establishand maintain alist of consultantsor contractors.

How to Addressthe Problem

Intheevent of agap or hole, consider helpfrominsideand outsidethefirm. Go
over the optionswith the team members so that they areinvolved. Have them par-
ticipate in the evaluation. Plan ahead as to how you are going to bring the new
people onto the project with minimal disruption.
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How ThisOccurs

Individualsmay establish friendshipswith other team members. They may feel
securein being on the team. Thisis aknown factor for them as opposed to an un-
known. They may be reluctant to move to a new, unknown situation where they
have to form new relationships.

Potential Impact

The productivity of the team may suffer as these people hang on. Your credi-
bility as a project manager may suffer along with your budget. The team wonders,
"Why isn't something being done?

How to Prevent the Problem

Clearly identify the end point of each team member's services to the proj-
ect. In addition, as the work of individual team members winds up, help them
reestablish their ties to their home line organization. This will make the transi-
tion easier.

How to Addressthe Problem

If you sense that someoneis attempting to hang on, schedule a meeting with
the person’'s manager. Don't hint at problems. Indicatethat it isin everyone's in-
terest to establish and carry out a transition.

How ThisOccurs

Sometimes a subgroup of the team enjoys socializing too much. These team
memberstakeup project meeting time with their personal lives, stories, and so on.
In addition, they spend considerabl etime meeting among themselves. It is natural
that thiswill occur on long projects, in which people may bond through acommon
experience.
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Potential Impact

Although some communicationsis fine, excessive time may be consumed. In
addition, other team members may feel shut out from the project —they sense a
clique. Internal team conflicts may expand.

How to Prevent the Problem

Indicateafter the start of the project that some communi cationsis essential, but
that friendshipsand other relationships should be carried on outsideof the project.
Make surethat all team meetingsaddress issues.

How to Addressthe Problem

It is better to redirect the communicationsto the project each time personal
itemsare brought up. Reinforcethis behavior constantly. You may haveto reorga-
nize tasks to head off having any subgroupof team members becomeaclique.

New technology emergesat a continuing pace. Since ancient times peoplehave
resisted change. They feel that the skills that they use today are still valid and will
continueto bein demand in thefuture. Changingthisattitudeis very difficult and
becomesmore so as people gain more experienceand seniority in their positions.
The point can be made that this issue must be treated by the line organization in
which the person is based. However, it is typicaly the project that uses the new
technology. The line organization only requires the older skills and technology.
This can create even more pressurefor the person to leave the project or to turn
down the opportunity to jointhe project.

How ThisOccurs

When the project leader indicatesthat the team members will be ableto learn
new techniques or technologies, he or she thinksthat thisis a mgor benefit from
serving on the project. After all, the team is getting paid to be trained, to gain ex-
pertise, and to use the technology. This raisesthe team members skill levelsand
makes them more salable in the market. Sounds good, eh? The argument will
work with many on the project team. However, there will be some holdouts. To
some, a new technology representsa seriesof threats.
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* Some peoplemay feel that their current knowledge and experiencewill be
worthless. They can beginto feel obsolete.

* They may feel overwhelmed. Perhaps, they have not learned new technol -
ogy for a number of years.

* They may believethat the existing technology is better than the new
technology.

» Business unit staff may feel that their current processisjust fine and has
served them for decades without new technology.

* Some peopleprefer stability to change. They resist new technologiesin
general.

When personal computers first emerged, mainframe programmers were some
of the last to adopt this technology. In ancient Rome adoption of new technology
virtually halted in the second century AD. An example was the failure of the
Roman Empire to adopt stirrupsfor horses. Stirrups provide stability, thereby al-
lowing the rider to fire arrows more accurately. The enemies of Rome used stir-
rups, Roman armies paid the price. The problemin systemsi stypically most acute
among programmers. Some COBOL programmers who learn a new language
such as C++ continueto design and code programs with a COBOL mentality.

Potential mpact

It sounds simple. If a person resists, you can replacethat person and find some-
oneelse. Or you can place pressure on the person. It is much more complex. Re-
sistance may not be open. It may not even be evident until after the person has
been trained in the new technology. Unfortunately, the person who is reluctant
may often possesscritical knowledge about the legacy systems and their business
rules. The person cannot be replaced and will be needed. You may now have to
hire additional staff.

If abusiness unit employee resiststhe new technology, there can be additional
problems. The employee may return to the business unit and criticize the new
technology. This may create, in turn, problems at the management level. People
not familiar with working with technology may feel intimidated. They may feel
that they are under too much pressure.

How to Prevent the Problem

As a project manager, anticipatethat this will occur. You can take the follow-
ing stepsto pave the way for the new technology:

* Discussthe potential benefit of the technology and what other organiza-
tionsand companies are doing with it.
* Point out the demands that exist for knowledge of the technology.
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* Carefully indicatewhat improved skillseach person will gain.
Next, turn to the learning process.

¢ Indicatethe stepsin learning and training and explain that help will be
provided.

» Defineyour expectationsfor what the people will be ableto do in the early
stages of the use of the technology.

 Encouragethem to voicetheir questionsand concerns.

Theitem that project managersseem to missor pass over lightly is that of the
expectations. Somehow some project managers think that individual team mem-
bers can ascertain expectationsthrough osmosis.

How to Addressthe Problem

When thisissueis detected, go directly to the person and solicit hisor her con-
cerns. Do not respond defensively about the technology. Show that you are open
minded so that the team member will voice all concerns. Also, do not attempt to
addressthese concernsnow. Visit other team membersand seeif they share some
of the same concerns. Do not openly ask; instead, get their reaction to how the
project isdoing in general. Seeif they then volunteer information.

How ThisOccurs

Team members can leave a project team regardless of project duration. There
can be many causes. They may find work that is more interestingelsewhere. They
may not get along with the people on the team. They may not be performingwell.
Beon top of the situation to sense problems before they are announced.

Potential Impact

Much has been written about the crises that arise when peopleleave a project.
In systems, there may be a gap, but not necessarily a crisis. The damage depends
on the expertiseand knowledge of the person leaving.

How to Prevent the Problem

If you stick to the approach of just-in-timearrival of team membersand their
release as soon as possible, the problem can be minimized. For critical team
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members you must consider backup and cross-trainingfrom the start. If you im-
plement thislater when thereis a problem, you can provokeacrisis.

How to Addressthe Problem

When someoneleaves, view it as an opportunity. Meet with other team mem-
bers to determinea way to reformulateand reassign work. Then you can identify
theremaininggap and fill it in.

What is quality? Who defines what is acceptablequality? Are team members
supposed to assume some standard that is not stated? Quality can mean different
thingsto different people. Let's assume that the work of ateam member is not ac-
ceptable. It may be that it has to be redone. It may mean that the end product
failed. Important hereis not only the work, but the impact on the project. If there
isamajor impact in terms of cost, resources, or schedule, then the project man-
ager will have a different courseof action thanif thereis no effect.

How ThisOccurs

Poor work quality can result from a misunderstanding of the requirements. The
work is measured against a standard different from what the person knew about.
Many quality problemsresult from such miscommunications. They can resultfrom
communications problems between team members or from poor individual work.

Potential Impact

At a minimum, poor quality can mean time spent reworking and correcting
problems. From an interpersona view in the project, it can mean that the team
membersbegin to lose confidence in the person's work.

How to Prevent the Problem

Atthestart of the project, indicatewhat isexpected in termsof quality and how
work productswill bereviewed. Also, point out what actionsare possiblein terms
of working with the personto improvequality.

The second step is to monitor the work early in the project to establish a pat-
tern. Peer review isa useful way of handling eval uations. During the projectwatch
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for signsdf potential problems. One common sign is that the work is lagging be-
hind schedule. To make up thetime, people sometimessacrifice compl etenessand
quality. Another possibility is that team members are having a mgjor technical
problem and have not made this known to others.

How to Addressthe Problem

Let's assume that you encounter a quality issue. First, determine the team
member's own assessment of hisor her work. If the personthirks that he or sheis
doing agood job, then there may be atraining problem. If the person admits con-
cerns, then you both can work to identify what can be done. Volunteer to get as-
sistance for these team members, even if they do not admit problems. If you
confront them, you risk making the situation worse.

| SSUE THERE | s CONFLICT BETWEEN
JUNIOR AND SENIOR STAFFE

How ThisOccurs

Senior IT gaff members often havethe knowledge and wisdom that comefrom
working with the same software, languages, and tools over many years. Mainte-
nance and support are so important that management does not encouragethemto
actively learn new methods. Thus, part of the conflict stemsfrom different meth-
ods and tools. Junior staff see benefit in the new technology; senior staff may see
comfortin the existing technology.

Potential Impact

The potential impactis serious. It can lead to open conflict and an unwilling-
ness to work together to resolveissuesor perform tasks. In someinstanceswe ob-
served, the work was delayed by over a month dueto this conflict.

How to Prevent the Problem

You must assume that therewill be conflict. This especialy occurswith newer
staff in e-business situationswho may view older programmers as cavemen. To
the older programmersthe younger ones appear like pseudo programmers. To pre-
vent the problem, acknowledge that it might happen. Encouragejoint tasks from
the start to reducethe problems|ater.
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How to Addressthe Problem

When the problem arises, our approach is to tackle it head on. That is, we
would focus oninterfacesand integrationto get the peopleto work together. Point
out that these joint tasks, while unpleasant, are essential to the project. Indicate
that team members can return to their separate taskslater. Actively monitor these
joint tasks.

How ThisOccurs

In any team, a new member might not fit in. Thisoccursin both businessunits
and IT. In business units, the lack of fit may be caused by personality or proce-
duresand palicies. In IT it can involve methods and tools as well as persondity.
InIT the problemstend to be more striking since the individuals have a closer re-
lationship to methods and tools. A number of IT staff members also may have
strong technical skills, but they may lack personal and behavioral skills.

Potential Impact

Oneimpact isthat thereis alack of communications. Thiscan cause problems
in work quality as well as schedule. Another problem that may ariseis that work
dows down for many people because they are disturbed by the unpleasant work
environment.

How to Prevent the Problem

The key hereis how you recruit and bring on new team members. Beyond the
normal interviewingand evaluation of skills, you should assess how they work on
solving problems and issues and how they work together in joint tasks. After the
person is on board, schedule a project meeting where the new member meets
other members of the team and where they can talk about lessons learned from
previous projects. These stepscan help to prevent the problems as well as provide
an early warning system that such problems exist.

How to Addressthe Problem

If you find that the new team member is not fitting in, then you should not ig-
noreit. Instead, you must faceit. After talking with individual team members to
discover the source of theissue, you can work on theissue and take some actions.
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Potential useful actionsare to encourageand lay out joint tasks. This will support
abehaviora change early in the project.

WHAT TO DO NEXT

1. Thefollowing table can serve as achecklistfor you to usein the project
for detecting the symptoms of problems.

Symptom | Date | Incident | Description | Impact

2. Thefollowing summary table can be created manually or from theissues
database.

Human Resour cel ssues

Issue | Priority | Date, age | Assignedto | Decision
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Management Issues

INTRODUCTION

In the past management gave less attentionto IT projects, which were treated
as peripheral to the business. In the past decadethe situation changed as manage-
ment realized that systems and technology could not only reduce costs, but could
also provide competitive advantage and increase revenue. Process improvement
and e-business are two factors that have further increased management interest
and involvementin IT. Whilethiswas greeted by some asfavorable, it hasbeen a
mixed blessing. Many managerslack knowledgeof IT and the time and complex-
ity to implement new systems and technology. Vendor promises, advertisements
by manufacturers, and success stories have fueled both involvement and prob-
lems. A basic point hereis that experience showsthat trying to teach IT to many
traditional managersis not aways productive. A better approach is to work with
managers on IT-related issues. Managers are used to solving problems, so ad-
dressing issuesin a businessway is useful.

ISSUES

How ThisOccurs

Duetointerna business needs, changesin departments, shifting priorities, and
other reasons, management can change the direction of the project. One possibility
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is that management did not understand the project at the start. Thisis especialy
trueif there was no project concept defined so that additional ideas later might
create more changesand problems.

Potential | mpact

The impact on the project team is to dow down or halt work while people at-
tempt to determinewhat to do in response. While a project can withstand one or
two of theseimpacts, any more than that and people on the team begin not to take
the project serioudly.

How to Prevent the Problem

The best prevention is to recognizethat management's directionmight change
and to address this possibility at the start, when the project concept isfirst defined
and discussed. In fact, most of theissuesin this chapter can be added to your ini-
tial list of issues.

How to Addressthe Problem

When changesoccur, go to the business unit managerswho areinvolved in the
project and attempt to assesswhat the change means. Do not make changes until
both you and the business manager discuss them with upper management. Other-
wise, there could be misinterpretation.

How ThisOccurs

Some managers show interestin aproject at the start. Then astime passes, they
loseinterest. Thiscan happen for a variety of reasons. First, the project may have
been adiversion, and oncethey havereturned to their other work they really don't
havetimeto deal with it anymore. A second reasonis that you have not kept them
informed so they just assumed that things were okay. A third reason is that they
sensethat the project isin trouble and they don't want to get involved.

Potential I mpact

Theimpact may at first seemto be negative, but lossof interest will let you and
the team get down to work without as much interference. The real 1oss comesif
you need to have an issue addressed that requires managers support and you are
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unable to get to see them. Issues then takelonger to resolve and the solution may
not be to your liking.

How to Prevent the Problem

K eep managementinformed from the beginning. However, you do not want to
run to management with many issues. If you do, then the managers may perceive
that the projectisin trouble. Focus on informal communications.

How to Addressthe Problem

Youwill becomeawarethat managers havelost interestif you find that they do
not have time for you or if they do not express any concern. Keep them updated
and surface an issue every now and then to keep them involved.

How ThisOccurs

There are severa versions of this issue. One is that the manager leaves the
company. Another isthat he or sheistransferred. A third isthat the manager loses
power and so can no longer support the project.

Potential Impact

If the project doesnot haveachampion,it will bedifficultto find peopleto take
issues to. Other managers may associatethe project with that person and may not
see any self-interest or organization interestin the project.

How to Prevent the Problem

The solution is to have more than one champion on the project. At thestart, in-
dicate to them that it isin their own best interests to have several managers sup-
porting the project. You are in essence building an informal steering committee.

How to Addressthe Problem

Contact the manager and get ideasfor who could be a replacement. Also, con-
tact the business unit manager. After all, he or sheisthe onewhois most involved
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in the project and who will receive the benefits of it. The business unit manager
should be the one who finds support for the project.

How ThisOccurs

Likeother issuesin this chapter, this can be due to external or internal factors.
If the project was not defined during its conception, then the scope of the project
is not clear to all of the managers. Each person may have a different idea of what
the project isto accomplish. Thisis acommon causefor scope creep.

Potential Impact

Expanding the scope is often not accompanied by either more money, people,
or time. Whatever you deliver then will possibly be unacceptable. The project
may be viewed asafailureeven if it did achievetheinitial goalswithinthe origi-
nal scope.

How to Prevent the Problem

During the project concept, hammer away at getting a common view of the
scope of the project. Make scope creep an issue. Indicatewhat factorsare outside
of the scope of the project. Also, show what happensif thereis scope creep.

How to Addressthe Problem

One way to address scope creep is to review the entire project concept again.
M eet with managers and business units to redefineand review the scope. Another
dternativeis to seeif you can divide the project into phases so that the added
scopeitemsareincluded in alater phase.

How ThisOccurs

You received approval for the project. You think thisis great. Later, you find
that managementis unwilling to go to the IT manager or the business unit man-
ager and redirect resourcesto the project. Thereare other priorities. Moreover, if
the manager orderstheredirection, theremay be resi stanceand complaining about
operational needs not being met.
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Potential | mpact

Theimpact is that peopleare assuming that the projectis going ahead sinceit
was approved. The project is delayed since you cannot obtain the resources. The
scheduledips.

How to Prevent the Problem

To prevent thisfrom happening, raisetheresourceissue at the start of the proj-
ect. Work with line managersand I T managersto line up resources. Make an ef-
fort to show how the projectisin their own best interests. This should al be done
before you get formal approval.

How to Addressthe Problem

If the problemoccurs, then you can return to the manager to seek support. This,
however, is an extreme step and puts the manager in an awkward position. It is
better to work withthelineand IT managersto get the resourcesneeded to get the
project going. Once you show some initia results, then you can return to these
peopleto request additional resources.

How ThisOccurs

Here management cannot seem to make decisions at the individual manager
level. There is a fear of making decisions without involving other managers.
Therefore, no decisionis made.

Potential Impact

Thedirectimpact isthat decisionson issues or prioritiesare delayed. The bur-
denfallson the project leader to line up support with different managers. Thisde-
lays the project and divertsthe project leader from dealing with the other project
issuesand tasks.

How to Prevent the Problem

Prevention of this problem begins with an assessment of management and its
style in decision making. If you detect that ruling by concensus may become a
problem, then you should bring it up with the business unit managers. Enlist their
support in working with senior management.
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How to Addressthe Problem

If the problem occurs, then you should go to the business unit manager and
work out ajoint approach. You should also make contingency plans for dealing
with the situationin thefuture.

How ThisOccurs

Whatever the topic, management can seem to lock onto a specific project be-
causeit involves something that the managersareinterestedin. It may not even be
critical to the busness—just somethingthat caught their fancy.

Potential Impact

Theresult may be that managers are now showing interest in the detailsof the
project. They want to attend meetingsand be involved. While attentionis nice, it
is likely to be counterproductiveand get in the way of work. Peoplein the mest-
ings will not talk openly in front of the manager. You then have to hold additional
meetingswithout the manager present.

How to Prevent the Problem

Try to make the project seem mundane while it is important. Play down the
new technology and other factors that are attractiveto the manager. Instead, you
should involve the manager in some issues so that she or he understands more
about the project.

How to Addressthe Problem

If the problem arises, then you might want to discussthe issue generally with
the manager. Your approach is to suggest that the manager might want to be in-
volved in issuesrather than the detailsof the project.

|ssUE: MANAGEMENT ADOPTS A SPECIFIC PACKAGE
AND JAMSIT DOWN EVERYONE'S THROAT

How This Occurs

This has happened frequently with Enterprise Resource Planning (ERP) sys-
tems. Managersat the corporatelevel decided on the package and everyonehad to
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get in line to install it. This sometimes also happens because of the industry. If
everyoneis buying a particular package, then thereis substantial pressure to buy
and install the same package. Vendors apply pressure as well. Managers are then
atracted by thelure of the software's benefits.

Potential Impact

Theimpact can be devadtating—not just to IT, but to the business units. Imple-
menting a complex package requires the preciousfew experienced and knowl-
edgeable users. Taking these people away from their everyday work can wreak
havoc on the departments. In IT the impact may cause resourcesto be diverted
from important maintenance and enhancements. Systems staff members are
forced to juggle between the demands of the package and their normal work—
hurting both.

How to Prevent the Problem

The important thing hereis not to head off the acquisition of the software. It
may be the best decision. Rather, the emphasisshould be on ensuring that every-
one understands the effort that will be required to implement the software from
both the business unit and IT perspectives.

How to Addressthe Problem

When you receivethe mandate for a software package, quickly identify imple-
mentation issues related to interfaces, changes to the business processes, and the
time and effort required to set up the softwareto meet the needs of the business.
Preparealist of issuesas well as a plan. |dentify situationswhere staff will have
to split their time to support the package. You never want to say no, but you do
want peopleto realizethe scheduleimpacts.

| SSUE: MANAGEMENT LISTENS
TooMucH TO CONSULTANTS

How ThisOccurs

Consultants are a regular feature of the corporatelandscape. Assumethat it is
natural that these people will want to establish and build ties with management.
After dll, they are seeking morework later. They hopeto getit by aligning them-
selveswith senior managers. They also are trying to protect their positions. Man-
agersas a result sometimesoverly rely on these consultants.



280 Chapter 15

Potential Impact

It is not that the consultantsare malicious or trying to cause problems. Often
their adviceand counsel are misinterpreted. The impact may be the appearanceof
a change in direction or focus. It can aso mean that the project is given much
more scrutiny. Either way, it is going to take more effort now to deal with this
issue—time that could be spent on the project.

How to Prevent the Problem

One agpproach is to maintain contact with both management and the consul-
tants. Encouragethe consultantsto expressany of the concernsto you first. Don't
try to stop them from contacting managers. This won't work and placesyouin a
defensiveposition. Instead, try to make them feel part of the team.

How to Addressthe Problem

When a problem arises, you will probably hear about it from the manager.
Often the manager will not credit the source, but will just identify theissue or sit-
uation. You should beready for thispossibility and if it occurs, then you will work
to provideanswers to the manager. Yau should also keep the consultant informed.
Perhaps, the consultant will begin to realize the situation that he or she created.
You should also assume that you will be given partial information and that you
will haveto investigatefurther.

How ThisOccurs

Managers are besieged with informationrelated to e-business. They hear about
new industry trends, new products, and what the competitionisdoing. Thisin turn
generates requests for changes and for additional work. Examples might be tar-
geting new audiencesor stressing new or different products and services.

Potential Impact

Changing minor requirementsis one thing. Changingdirection, schedules, and
other factorsin the middle of e-businessimplementationcreates many problems
and opportunities. The impact in some companies has been that e-businessimple-
mentation was delayed months as direction shifted.
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While the problem cannot be prevented since you do not control management,
there are some thingsthat you can do. Firgt, base your work in implementation on
businessprocesses rather than on an analysis of customer behavior on the Web or
elsewhere. Thisis more stable. Second, keep in frequent contact with managers.
Get them involvedin issues. If you do this, then you will likely find that they gain
abetter understanding of what it takesto get e-businessoperationsup and running.

How to Addressthe Problem

When changesof directionoccur, don't immediately changedirection. Instead,
try to understand the source of the change and the reasoning and logic behind it.
There are many different ways to accommodate changesin direction. Don't pick
the most difficult. Another commentis to use thischange as an opportunity to de-
terminewhat other changes there might belater. Thischangein directionmight be
the tip of theiceberg.

Issue: MARKETING DEFINES NEW E-BUSINESS
INITIATIVESWITH MANAGEMENT SUPPORT

How ThisOccurs

In e-businessand even standard business, marketing strategy plays a critica
rolein determining the direction of the company. Marketing attemptsto be cre-
ative to beat the competition. In e-business there are many opportunitiesfor cre-
aivity in promotionsand discounts.

Potential Impact

Handling traditional requests usually has meant tight, but reasonabl edeadlines.
In e-businessthisisnot the case. Thereis pressureto get the changesmade to both
the systems and processes so that the new marketing campaign can get going. In
the print mediathereis a substantia lead time for publication. For the Web it is
much faster and moreimmediate.

How to Prevent the Problem

Actudlly, the problem cannot be entirely prevented. The best approachisto de-
termine the range of potential marketing programs so that you can anticipate po-
tential requestsbefore they occur. Thiswill help in shorteningthe work | ater after
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the request is made. Doing this also helpsto structurethe marketing organization.
However, it is not guaranteed since creative promotions arisie every day.

How to Addressthe Problem

When a request comes up, you are put into a reactive mode of operation. 1T
and the business units are placed on the defensive. To head this off, you should
make a major effort to keep in regular contact with marketing staff and managers
to see what ideas they are working on. Making this an ongoing effort will prevent
surprises. When you do receive a request, consider meeting with the marketing
department and the business units affected to determine the best approach. Al-
ways consider nonsystems sol utionsand approaches.

WHAT TO DO NEXT

1. Identify management issues associated with your current and past projects.
Then addressthe following questions.
¢ What was the state and condition of communications with manage-
ment—both formal and informal ?

* What wasthe el apsed time to resolveissues?

 Did management bring issuesto you or did you present and update man-
agement on issues?

» After issueswere resolved, what was the rel ationshi p between manage-
ment and the project?

2. Prepareatable of theissues presented here as rows and the projects as
columns. In the entry of the table indicateto what extent the issue ap-
peared in the project.

3. Looking back on managementissuesthat you encountered, identify what
could have been different.

SUMMARY

Management issueswill not go away. History showsthat many of the sameis-
sues recur repeatedly. Anticipate that these and other issues will arise with the
same and new or different managers. Lessons learned from solving management
issues and communicating more effectively with management are keys here.
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Technica Issues

INTRODUCTION

When you think of technical issues, you often think of those that relateto pro-
gramming, hardware, or networks. Technology and systems are much more com-
plex today. There are more interfaces and integration between systems. Staffing
resources are limited, creating more competition for scarce technical resources.
Technical issues thus become moreintricateand complex.

ISSUES

ISSUE: LEGACY SYSTEM SUPPORT
IST 00 RESOURCE INTENSIVE

Legacy systems will not disappear soon. They have, in many cases, been cus-
tomized to the specific business environment and business rules. They have
adapted to the business. They can only be replaced through custom devel opment
or by adapting the businessto the software packages. Yet when new client-server,
data warehousing, or intranet systems are developed, they often must interface
with the legacy systems.

How ThisOccurs

Legacy systems typically depend on afew key programmers who have lived
with them for many years. They provide maintenance, enhancement, and produc-
tion support. Each person often has unique knowledge and experience with the
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systems. These peopleface a backlog of work as well as demands of continuing,
day-to-day support. On top of this, thereare demandsfor interfaces. Effortsto use
productivity aids and new tools achievelimited success due to the old technology
embeddedin thelegacy systems. Training new staff in thelegacy systemsis often
not possibledue to limited resourcesand the difficulty in finding and training new
gaff in a systemthat |acks documentation.

Potential Impact

Users are often frustrated at their inability to advance their capabilitiesdue to
these limitations. It is a catch-22 Stuation—there are not enough resources, yet
additional resourcescannot be added. The situationbecomesmoredifficult toim-
prove. Eventually, of course, al legacy systems will be replaced. However, the
major question is when resourceswill be made available to do this.

How to Prevent the Problem

Develop a strategy for front- and back-end systems to connect to the legacy
system with modem intranet or client-server systems. This will alow business
rulesand additional functionsto be supplied without modifying (only interfacing)
thelegacy system. Thisextendsthelife of thelegacy system. You can add a strat-
egy for replacement of the legacy system, if that is possible. You can aso define
small changes to reduce support as well as take a harder line on enhancements.

How to Addressthe Problem

Review the backlog of requestsfor thelegacy systemand cut it, if possible. Go
through the maintenance and enhancement requeststo seeif they can be addressed
in some other system or eliminated. Give the support requirementsand limitations
of the legacy systems more visibility in terms of their impact and resource con-
sumption so that management is aware of their cost, restrictiveness, and impact.

How ThisOccurs

New technology createstraining requirementsfor the technology itself as well
as interfaces. When a new technology first becomesavailable, trainingis limited
and thereis alack of expertise. Employees must learn the technology through
some form of training. However, their schedules, the training schedule, and the
timing of projectsusing the technology dl restrict availability.
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Potential Impact

If trainingis conducted too early, knowledge can belost before the technology
isused. If itistoo late, then training is rushed and staff must learnit on their own
inthe midst of the project. Lack of training will slow the project and likely create
rework later.

How to Prevent the Problem

When evaluating any new technology, determine your training requirements
and schedule as well as the availability and quality of training. Scheduletraining
aspart of the project plan. Try to find classesthat offer tips and lessonslearned as
well asinstructions.

How to Address the Problem

If training is not sufficient, then consider having a consultant do in-housetrain-
ing and provideexperienceand knowledge in the project to shorten thelearning
curve. However, ensure that you establish a cutoff time to make the staff self-
sufficient.

How ThisOccurs

To employ new technology, such asthat related to software or networks, you
must gain understanding and then advance to some level of proficiency. One of
the reasons for the failure of early client-server projects was that there was an
unexpectedly long learning curve for dealing with the client, server, and mid-
dleware. Learning a technology also may require that you unlearn old habits that
proved useful in the past. This is particularly true in object-oriented program-
ming versustraditional programming. Management may also divert peoplefrom
learning the new technology by encouraging them to maintain the old technol-
ogy. This showsthe staff that management placesa greater valueon the existing
technology than on the new technology.

Potential Impact

If you underestimatethe learning curve and do not alow timefor peopleto gain
proficiency, the project will likely dip. The new technology typically must be sup-
ported by training and education, consulting, and support. Additional softwaretools
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schedulesuffers. Not only can the schedulesuffer, but the quality of work can suf-
fer aswell. Thiscan occur if peopletry to gain their knowledge through work on
the project —often resultingin substantial rework.

How to Prevent the Problem

Consult with the vendors and existing users of the technology to gain insight
into what ingredients are needed for successful implementation and use of the
technology along with the estimated timefor the learning curve. Develop an ap-
proach for measuring how peopleare doing toward gaining expertise.

How to Addressthe Problem

If this problem arises, dividethe tasksin the scheduleand attempt to spread the
learning curve among multiple staff members. In addition, work with employees
to determineif any other assistance might be beneficial. Hold meetingsto share
lessonslearned related to the technology.

IssuUE: THERE | s A LACK OF EXPERIENCE
AND KNOWLEDGE OF THE TECHNOLOGY

How This Occurs

If the technology is very new, available experiencewill be lacking. There are
likely to be bugs, missing features, and other problems. Alternatively, the technol -
ogy might have been out in the market for some time, but has attracted few users.
Why does anyone want this technology?One reason is that people are desperate
to fix problems so they want to useit right awvay. Another reason isthat the tech-
nology fills an existing gap in the architecture. Perhaps no competing product is
on the market.

Potential Impact

One obviousrisk is that you are going to be a pioneer in using the technol -
ogy —that is, the project that depends on this technology will move from one
problem or issue to another. It will be more time consuming to get around prob-
lems because the vendor will have to be contacted more frequently. The situa-
tion can also occur when you are the first to integrate a particular combination
of technologies.
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How to Prevent the Problem

Make sure that learning the technology is planned within the project. Gather
lessons learned from the vendor and any other users. Involvethe vendor staff in
the project if possible. You also must identify and pay much more attention to
areasof uncertainty involvingthe technology.

How to Addressthe Problem

If you begin to run into a succession of problems, consider stopping to gain
moreknowledgeof the technology. Pressure the vendor for additional assistance.
Slow the project down and give higher priority to training and learning.

How ThisOccurs

Not working can mean many things. The technology may not work at all, it
may not work theway you requireit to, or it may fail due to the specific configu-
ration—such asit was undersized. Whatever the cause, the technology is not per-
forming as desired. This may occur due to underestimating the requirements,
misunderstanding of the technology, and vendor error.

Potential Impact

You arefortunateif thisissue can be resolved by throwing money at the prob-
lem and increasing capacity or capabilities. Examples are adding memory, disks,
or upgrading the CPU to increase performance. However, if you are dealing with
critical software, then you probably have a real problem. In the worst case, the
software may actualy have to be dropped and a substitutefound. If you retain the
software, you may have to work around the technology.

How to Prevent the Problem

| dentify the minimal acceptableworking level for thetechnology. Get the ven-
dor to commit to this level. In some cases, you can prevent the problem by
putting in additional capacity at the start. You can aso attempt to test the tech-
nology prior to acquisition or right after installation. However, the problem may
surfaceininterfaces. Thus, you must test interfaces as soon as possible. Concen-
trateresourcesthere.
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How to Addressthe Problem

If you encounter an interface problem when the technology isfailing, consider
creating a new project plan that includesonly theinterfaces. Manageit with much
more attention. Involve vendorswhose products are used in the interfaces.

How ThisOccurs

Delays can be due to your internal purchasing process, the vendor not having
the product ready, or politics or geography, such as when the technology is
shipped internationally and is beset by government red tape. Many project man-
agers do not consider the purchasing and acquisition process. They discover too
late that they should have begun on this at start of the project. Delaysdueto prob-
lems in negotiations can also occur. People can take the mundane process of or-
dering and delivery for granted. Some technology projects may require specific
manufacturing or customization with substantial lead times.

Potential Impact

The technology is not available. The scheduleis at first not impacted. People
work on other tasks. Time passes. Then the problem becomesmore acute. The di-
rect impact of slippage occurs. Morale might be affected if people begin to feel
that if the project were important, the components or technology would be on
hand. In one manufacturing situation test equipment was delayed, seriously af-
fecting production.

How to Prevent the Problem

As a project leader, set aside time at the start of the project to concentrate on
the procurement process. Understand how this process works. Volunteer to work
with peoplein purchasing to expeditethe tasks. Remember that if you show how
urgent it is to acquireequipment on time, your effort will likely be met by a sim-
ilar effort. Follow up in negotiation, shipment, delivery, and verification. Work
with the vendorsto expeditetheir efforts.

How to Addressthe Problem

If you are faced with delays, do two things. First, devote the time to follow up
on problems. Second, contact the vendor and seeif a duplicate component can be
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shipped immediately. You canlater return thefaulty componentyou first received.
If thereare purchasing delays (approval cycles, freezes, and so on), then show the
impact of the delay to management in tangibleterms within the schedule.

How ThisOccurs

Technology changes quickly. New releases of some products occur at three-
month intervals. For some software, these include fixes of known problems
as well as new features, functions, and performance improvements. The situa-
tion is compounded because the typical systems organization faces the issue
of upgrading across multiple products from a range of different sources. The
basic question is, ""When should you moveto the new version? The more gen-
eral question is, "What is your genera strategy for upgrading many different
products?

Potential Impact

New versions can create problems with interfaces and integration. Addi-
tional errors may surface. New versions can have latent errors that were not de-
tected during testing. If you jump too soon, you risk becoming a pioneer. If you
wait, you might missimportant benefits. If you wait too long, you can risk ob-
solescence. You may face additional complexity if you made changes when
you installed the last version and did not keep a record of what changes were
made.

How to Prevent the Problem

Begin with an overal strategy for upgrading the technology. Which compo-
nents link together and so must be upgraded together? Where do the most prob-
lems lie? What are your problems and how do theseimpact priorities? Consider
creating aformal upgrading project plan.

How to Addressthe Problem

If you adopt new versionson an ad hoc, unplanned basis, then you can face a-
most nonstop disruption—Ilike having the street in the front of your housetom up
dl of thetime. If you encounter severa potential upgrades at one time, create a
small group of systems staff to consider what to do in termsof a strategy.
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How ThisOccurs

With increased networking and integration among productsfrom a variety of
vendors, it is not a surprise that many problems exist in the areas of interfaces.
Thisis complex because you and your staff must learn the technology on both
sides of the interface as well as how to glueit together effectively. The vendors
will likely only have limited knowledge of each other's technology products.

Potential I mpact

If you fail to give interfaces a high priority, you risk the schedule and plan.
Everything can be completeexcept for one critical interface. Without it the proj-
ect canfail or at least be put on hold.

How to Prevent the Problem

Interfacesare soimportant that you must plan the project around the interfaces
and integration effort. Establish tasks that address interface testing. Ensure that
test dataand suites are prepared that thoroughly test the interfaces.

How to Addressthe Problem

If you encounter an interface problem that is likely to affect the project, con-
sider setting up a subplan for the interface. Make yoursdlf the project leader and
devote your time to coordinating the tasks. Coordinationof the interfacesis both
complex and time consuming.

Issuk: THERE Is A GAPIN THE TECHNOLOGY

How ThisOccurs

Each time a new technology is implemented, gaps are created between it and
the existing technologies. This even occurs with standard interfaces because the
new technology adds content or performanceto interfaces. For example, a new
network operating system createsgapsin network management. Featuresfoundin
network management softwaremay beincludedin the operating system. Informa-
tion formatsmay be different. Many products are affected by a steady evolution of
the overall architecture as new versions of current technology as well as new
technology are added.
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Potential Impact

What happensif agap is not addressed?You may not be able to use the tech-
nology at al. Itis more often the case that you will not be ableto use new capa-
bilitiesuntil the gapsare addressed. The staff must also learn the technical details
of the new technology in order to deal with thegaps. Thistakesvaluable resources
away from other work.

How to Prevent the Problem

I dentify existinggapsin your current technology architecture. Develop a strat-
egy for dealing with thesefirst. Next, includethe gap issuein the evaluation and
sdlection of new technology. When people suggest new technology, make sure
they are awareof the potential problems.

How to AddresstheProblem

When you encounter a gap, have staff understand the details of what hasto be
done. Then contact the vendors to see what help you can get. Make gap andysis
and contingency planning part of the projectsinvolving new technology. In ad-
dressing the gap, make sure that you establish many small milestones so that you
can track progress.

|sSSUE: THE PILOT RESULTSFROM
THE TECHNOLOGY VWERE NOT SUCCESSFUL

How ThisOccurs

Everyone expects success in pilot projects using new technology. After
al, newer is better, right? Why do pilot projectsfail? There are many possible
factors:

* The objectivesand scopedf the pilot project were not clearly identified.
* The pilot did not address specific technical issues.

» Resourcesto perform and evaluatethe pilot test werelacking.

» Timeto do the pilot wasinsufficient, so the pilot was rushed.

Thus, success hingeson much more than the technology itself. A mgjor airline
conducted a pilot project for anew airplanerestroom. It was placed in the middle
of an openfloor of offices. No one used the pilot. However, becausetherewere no
measurements or complaints, the airline assumed that the pilot was successful.
When the unit was installed in planes, people got stuck in the toilet and the unit
had to be removed—a pilot project with aflush?
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Potential Impact

What do you do after the pilot?How do you interpret the results?Can you pro-
ceed with the project, should you run another pilot, or should you stop the project?
Thisdilemma can hang up a project for sometime. If you attempt to fix the prob-
lems in the pilot during finishing of the system, then you risk having additional
problemssurface.

How to Prevent the Problem

A pilot project has specific goals and scope. The process or system must be
measured prior to the pilot as well as after the pilot. Criteriafor success of the
pilot are established at the start of the pilot. These criteria cannot be weakened
after the pilot to force acceptanceunless al arein agreement.

How to Addressthe Problem

If you are faced with problems from the pilot, consider the following dterna-
tive coursesof action:

 Continuewith the project and make adjustmentslater.

Changethe purposeand scope of the project to fit the results of the pilot
project.

Rerun the pilot based on revised assumptions and setting.

Stop the project and return to the previous stagein the project.
Substituteother technology and either continueor run a new pilot.

To evauate these alternatives, you must review the costs and benefits of the new
project.

How ThisOccurs

In a broad sense, technology performance can involve workload, response
time, security, reliability, throughput, utilization, productivity, cost, benefits, and
other measures. The values of these measures depend on the work submitted to
and performed by the systems and technology. If the actual workload is substan-
tially higher than what was estimated, then performance problems are likely to
arise. Performancemay al so not be acceptabl ebecause business unitsor informa-
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tion systemsraised the standardsof performance. Even with theincreased perfor-
mance of new technology, there are still performanceissues because people ex-
pect moreout of the technology than ever before.

Potential Impact

Performancemay not be satisfactory, but it might be minimally acceptable. In
some cases, you can continue using the technology while the problem is being
fixed. If performanceistotaly unacceptable, then it may be necessary to halt use
of the technology and have the businessunit fall back to anther system. This hap-
pened in the early daysof point-of-salesystems.

How to Prevent the Problem

Idedlly, you should test the technology to find thelimitsof performanceand de-
termine at what point problems occur. Also, perform analysisto determine what
upgrades are possible when performance suffers. In fact, for every new critical
technology that involves potential performanceproblems, itis agood ideato de-
finea migration path for improvement.

How to Addressthe Problem

What is the source of the performance problem? Can it be addressed through
upgrades?If so, whoisliablefor the cost? Will the vendor contributeto the cost?
If the problem isfixed, will other performanceproblems surface?You may facea
seriesof problems. Develop a plan for addressing the problem. Make sure that it
includes measurement and that adequateresourcesare applied.

How ThisOccurs

Consider software. You carefully eval uated the software package or tool. You
verified features by interviewing the vendor. You received demonstrations.
However, upon delivery you find that some of the features are missing or are
only partially implemented. The source of this problem can be either the vendor
or the customer who misinterpreted what was said. You also might have as-
sumed that a feature was present (to support an interface, for example) even
though it was not.
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Potential Impact

The project can be delayed or at least may have to be changed to adapt to the
situation. The question of impact revolves around which featuresare missing and
how dependent the project is on thesefeatures. In some casesfor software pack-
ages, the system may not be able to handle your unique financia, accounting, or
manufacturing situation.

How to Prevent the Problem

How do you verify that the technology will do what you desire? The answeris
obvioudly by testing the work through the system. However, setting up for such
testing can be very expensive. For softwareit may involveestablishing many dif-
ferent tables. This requires extensive anaysis, training, and even more testing.
You can talk to references provided by the vendor.

How to Addressthe Problem

If the missing features are important, you may wish to consider changing the
businessprocessto fit the technology asit stands. You can wait until the features
are added, but that might take years. You can aso implement a procedure for
working around the problems.

How ThisOccurs

Every businessand household containstechnology that is obsolete. For example,
new technology may have comeaong that could have replaced what you have. Why
didn't you replace the technology?Becauseyour current technology still worksthe
way you want. You don't see any reason to replaceit. Another reasonisthat it is not
very important to you and is not used much. You may also determinethat the new
technology involves more problemsand hassle than replacement is worth.

Potential Impact

For stand-alone technology, this is less of an issue. You are probably more
likely to continueto useit and avoid replacement. The problemscrop up in tech-
nology that requires support or is integrated with other technology. For example,
let's supposethat you are using an older network operating systemthat has served
you well. Now you want to purchase a software package. However, the package
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doesnot run on thecurrent network operatingsystem. In order to usethe new soft-
ware package, you may beforced to upgrade hardware, replacethe network oper-
ating system, and train or hire staff.

How to Prevent the Problem

Dedling with obsolescenceis one of the reasonsto define a systems and tech-
nology architecture. The architecture can provideyou with the informati on about
integration and aging of the technology. The second step is to devise a replace-
ment strategy. Such a strategy identifies the following:

« Which components are to be replaced?
¢ How they might be replaced?
* What trigger events are required to initiatethe replacement?

How to Addressthe Problem

You face the need to replacethe obsol escent technology. Thisisagood timeto
review all of the technology and plan an overall replacement strategy. Manage-
ment will be more supportiveof an overall plan that addresses obsolescenceas a
whole. When marketing and selling the changes to obtain funding, focus on the
downsde—that is, address what will happen if thereis no replacement. Here are
some potential impacts:

The support effort will be increased.

Thefirmwill be prohibited from implementing new systems.

* The business units will be denied systemsthat might have mgjor potential
benefits.

The likelihood of failurewill be higher.

It will be moredifficult to obtain support.

How ThisOccurs

Undersizing of hardwareand network componentsfor e-businessisfairly com-
mon. Neither management nor IT anticipated the workload imposed by Web traf-
fic. Moreover, they did not anticipatethe high peak load and the fluctuationin the
workload. Another reason is that inappropriatecomponents were selected to save
money or time.
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Potential Impact

Theimpact can be dow responsetime or even abreakdown. Thissituation then
leavesto customer or supplier complaintsfor e-businesstraffic.

How to Prevent the Problem

Preventionof the problem comesfromfront-end anaysisand gatheringlessons
learned from similar organi zationsto determinewhat their range of workload was.

How to Addressthe Problem

If this problem occurs, attention must be given not only to fixing it now, but
also developing a long-term approach that involves measurement, capacity plan-
ning, and acquiring and using systems softwaretools.

How ThisOccurs

Often the wrong directionis taken becauseof the past. The most comfortable
approach is to just use upgraded products from your current vendors. Thesetend
to be backward compatibleso that they are easier toinstall and use. Thereismuch
lesstraining. If you takethisapproach onetime, itiseasier each timethereisade-
cison. The end result can be that you have taken a tangent off of the main tech-
nology track.

Potential Impact

The potential effect is that you may be stuck with obsoleteor inadequatetech-
nology. Thiswill mean that you will likely have moreturnover of staff as people
leave to work on mainstream, up-to-datetechnology. It a so happensthat mainte-
nance and operationssupport will be moretime consuming and difficult.

How to Prevent the Problem

One approach to prevention is to assesstechnology on a regular basis. In that
way, you will at least know where you stand. Another approach is to give atten-
tion and priority to technology-based issues. This can keep the heat and focus on
fixing these problems as well as showing in graphic detail the problems and im-
pacts that the current technology has.



How to Addressthe Problem

If you find that there are significant technology i ssuesand problems, do not just
deal with theseone at atime. Instead, you should consider sitting back and defin-
ing what a more suitabletechnol ogy architecturemight be. Then you can build on
thisas aroad map for the future.

WHAT TO DO NEXT

1 If you have not done so already, developalist of technology issues associ-
ated with the current architecture. Theseincludethe gaps, problems, and
opportunitiesthat exist. Thisisthefirst step toward improvements.

2. Again, consider the architecturefrom the standpoint of obsolescence. De-
finea new architecturethat is desirable. Identify both the benefitsand the
problems addressed by the new architecture.

3. Review your vendor relationsin terms of the support provided and the
quality of the products and services. Consider implementinga regular
measurement process of the technology performance.

SUMMARY

Technical issuesinvolve requirements, performance, support, vendor products,
integration, and interfaces. Today, the situationis too complex and the businessis
too dependent on the technology to risk taking a reactive, ad hoc approach. You
must be proactivenot only in addressing problems, but also in defining the future
direction.
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Vendor and Consultant Issues

INTRODUCTION

Dependence on vendors, contractors, and consultants is not new in systems
projects. It occurred when there was alimited number of programmersfor asmall
number of mainframesin the 1960s. Also, many firmsoutsourced dl of their com-
puting to service bureaus. Times have changed, as have the nature and extent of
the dependence.

* Thereisagreater reliance on vendor-supplied application software.

* The usedof softwaretoolshasincreased. Thesetools are supplied by differ-
ent vendors but used by the same people.

* Specific systems activitieshave been outsourced, making the company
more dependent because the outsourcer has much of the knowledge of the
systems.

In fact, if you consider your own company, you would probably find that it
is dependent on multiple vendors for key systems and business processes. With
downsizing and limited resources, it is both infeasibleand impractical to consider
having all of thesefunctionsperformed by internal support. The goal must be to
better manage, coordinate, and direct external support. Thiswill be the themein
the issues addressedin this chapter.

ISSUES

IssUE: THERE Is A LACK OF SUPPORT FROM THE VENDOR

Lack of support here means that the vendor is not providing sufficient re-
sources to handle the work or that the resources provided cannot address the re-
quirements. This can occur during normal or crisistimes.



Chapter 17

How ThisOccurs

The vendor may takeyou for granted as acustomer. The vendor may have sup-
plied support in previous cases, but was not adequately compensatedin the ven-
dor's opinion. There may be no forma understanding related to support or how
the support will be coordinated. It can aso occur that the vendor's staff is
stretchedthinin that it does not includemany senior technical people. The vendor
may be concentratingits top peopleon getting new work and generating propos-
als. For technology you may be using aversion of the product that i s being phased
out, limiting support.

Potential mpact

Minor problemscan fester for sometime and lead to amajor problem. Thishas
happened with wide area networks, applicationssoftware, and operationssupport.
Typicaly, many facetsof the problemswith the vendor surface asthesituationde-
teriorates. The effectscan spill over to other projectsand other vendors. Relations
with business units may suffer. People may question the vendor's product and
even want to seek a substitute. If not resolved quickly, both you and the vendor
may paint yourselvesinto opposing corners.

How to Prevent the Problem

It seems obviousthat the problem might be prevented by defining support re-
quirementsand the rules for managing support in the contract. However, people
comeand go and the oneswho may have establishedsuch ruleson both sidesmay
be gone—Ilong gone. It is important to review and reinforcethe rules and guide-
lines for support each time there is a change, as well as periodically. Important
hereis the escalation process for problems.

How to Addressthe Problem

If you detect a pronounced lack of support, sit down and determine when the
problem worsened and how it worsened. Did your gtaff hold upits endin termsof
providing information and so on? What eventsand factorsled to the current situ-
ation? Go back to the vendor's management and work on the rulesfor support as
well as the current incident. The stepsin determining support regquirements, pro-
viding a vendor with the necessary information, and getting support must be put
into procedures. You will also want to institutea logging processfor al incidents
and problems, if you do not have one aready.



| ssues

Issue: THE VENDOR ATTEMPTS
TO TAKE OVER THE PROJECT

This phenomenon is most common in consulting and development projects
wherein the vendor seesan opportunity to expand the business and rel ationshipby
filling any gapsin project management. Thisis not all bad, if managed properly,
because you do want such vendors to jointly manage the project with you. Also,
you may not have the people to address additional tasks that arise.

How ThisOccurs

Frequently, the situation arises as additional, new tasks surface that require
near-term attention. The vendor may volunteer to take on these tasks. If you do
not resist, then a pattern may be established. From lessons learned, the most fre-
guent cause of the problemis thelack of adefinedrolefor the vendor and insuf-
ficient monitoring of the boundaries between the vendor and the internal staff.

Potential Impact

In some cases, having the vendor take over some tasks can result in excellent
work. You arein essence contracting out the additional work aswell as some con-
trol of the project. A basic questioniis, ""Whoisliableif something goeswrong?
This question must be answered early before problems surface.

A more difficult situation occurs when the vendor takes over the project and
guidesthe selection of technology and consultants. Thisis why it is difficult for
hardwaretechnology vendorsto be project managers. The impact of an expanded
role for the consultant can demoralizethe internal staff. They may even begin to
wonder who they are working for.

How to Prevent the Problem

Clear definitionsof rolesof the vendorsaswell asthe processfor handling new
work arerequired at the start of the project. Whoisin chargemust be spelled out.
In addition, proceduresfor handling new situationsmust be establishedbeforethe
vendor assumes responsibility. These proceduresmust be reinforced by the inter-
nal project manager.

How to Addressthe Problem

The internal staff and project manager are the first to detect any effort at a
takeover. Try to handlethis at the project leader level. Look for the causein terms
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of a gap in management. Then you can escalate it upward in the organization.
However, if not addressed, upper management should becomeinvolved.

IssuE: THE VENDOR DELIVERSSOMETHING
DIFFERENT FROM WHAT WAS PROMISED

Thisisthe case with an application development effort. It can a so happenwith
systemsor utility softwarewhere featuresdeliveredfail to match promises.

How ThisOccurs

Thisissue can have several sources. The vendor staff doing the programming
are removed from the people who are gathering requirementsand specifications.
Miscommuni cations results—you lose. Technical specifications can be misinter-
preted. In addition, there can be severa alternative means of implementing the
same feature—some of which you don't like. What was promised?This may not
be clear. Requirements may have changed, but the contract was not updated.

Potential | mpact

It is easy to say that you can reject the software or product and send it back.
That may delay the project. If what you do receive is workable, you will be
tempted to use it if the vendor promises fixes. That may entail developing
workarounds (software or proceduresthat get around the missing feature). You
may be waiting a long time for fixes. In one case, a development editor and de-
bugger lacked features related to testing. Another software tool had to be pur-
chased to cover the testing—raising project cost and lengthening the learning
curve. Moreeffort isrequired to convert work between tools.

How to Prevent the Problem

For development projectstry to get through the vendor salespeopleand ana
lysts to the programmers. Incorporateas much detail into your specifications as
you can. Carry out frequent work reviews. Implement a strenuous testing pro-
gram. Insist on early delivery of design productsfor evaluation. Conduct the eval-
uationsas soon as you receivethem. Thisshowsthe vendor that you areinvolved.

How to Addressthe Problem

Thiswill depend on the nature of the project. In general, you arefaced with the
following questions:
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 Should you accept the product and attempt to useit asis?
* What isthe minimum that must be fixed or changed for acceptance?
* How do you work around the shortcomingsin the interim?

Develop an approach jointly with the vendor for dealing with deliverables prior to
problems.

Whether your focusis operations, network support, devel opment, or consulting,
the vendor is providing peopleto your organization to perform work. Even if the
peopleare quaified, therecan be personality clashesand other problems. The staff
provided may not get aong with each other.

How ThisOccurs

The situation may arise because the company did not implement a review
processfor the vendor staff. There was an assumption that the company was being
provided with highly qualified people. Some consultingfirms put in a mixture of
senior and junior people. Then they may pull out the senior staff. You areleft with
the remains. Also, the contractors may not be internally monitored.

Potential Impact

Productivity can suffer long with work quality. If the project leader is not on
top of the situation, management can wake up too late and the scheduleand bud-
get may suffer. Moreover, the credibility of the vendor is at stake. Costs escalate
aswell due to delays and potential additions to staff.

How to Prevent the Problem

Requirements and qualifications must be in place and reviewed. There must
also be an escalation process for replacing vendor staff along with a regular re-
view process with vendor management. Access to the most highly quaified
peoplemust be a condition. Thisisespecially true with applicationsoftware pack-
ages. Monitor who is working on the project.

How to Addressthe Problem

All work by the vendor staff must be halted by the project leader. The vendor
provided the wrong people. The project leader draws up alist of the problemsand
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concerns along with a list of possible solutions and meets with vendor manage-
ment. Don't resort to the power of the purse—holding money back until you at-
tempt to solvethe problemat thislevel and even with upper management.

Vendors are independent companies who set their direction based on their
goas and management, their perspective of the marketplace, and competition.
Thereis nothing to prevent them from changing direction. They may, for example,
stop supportingdifferent hardwareor softwareenvironments. They may stop pro-
viding interface support for specific networks.

How ThisOccurs

Although the vendor can be blamed or singled out for criticism, it can also be
the fault of your organization. If you fail to keep pace with technology, then you
are using workable, but obsol ete products. To you thisisfine becausethe products
work. For vendorsit is a nightmare because they cannot continue to support all
interfaces.

Potential | mpact

One potentia impact is that you have to switch vendors and products to con-
tinue operation and growth. A second impact is that you, like the vendor, must
al so changedirection. In either case, there can beimpacts acrossmultiple projects.
In oneinstance, a company was forced to quickly change network operating sys-
tems. This change was disruptive. Not only was devel opmentimpacted, but elec-
tronic mail and network management software also had to change, requiring
extensivetraining. It was amajor upheaval lasting six months.

How to Prevent the Problem

Key to the situation is defining and implementing an architecture that employs
mainstreamtechnology. You arelesslikely tor un into vendor problems. Maintain reg-
ular contact with vendorsto sensetheir directionand | earn about their new products.

How to Addressthe Problem

If you are caught napping, then you must moveto quickly redefine your archi-
tecture and technology direction—with and without the vendor. Consider the a-
ternative of continued use versus replacement.
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| ssue: THE VENDOR'S STAFF MEMBERS ARE ABSENT FROM
THE PrROJECT TOO MUCH

Absencecan meanlack of physical presence. It can also mean that thevendor's
staff membersare there, but they are not working very hard.

How ThisOccurs
Here are some possible causes:

* You havesdlected a"hot™* softwarepackagethat is in demand. The vendor's
staff membersare thereforea so in demand and are spread too thin.

* The vendor's staff members are not being properly managed and so are not
as productiveas they can be.

* The work environment has such pressurethat the vendor's staff members
are burned out or are absent.

» There may be management conflicts or payment problems.

Potential Impact

Lack of productivity is one impact. Perhaps, more serious is that issues that
can be resolved remain festering because of thelack of attention by the vendor's
staff. If you were highly dependent on the vendor's staff, then your staff may not
be abletofill the gaps.

How to Prevent the Problem

Lay out rules for when and where people work. If you are paying for end
products and not time and materials, then insist on intermediate deliverables. If
you are paying on atime and materials basis, then you must follow up with fre-
quent reviews.

How to Addressthe Problem

The project leader is responsible for tracking the vendor's staff members
and their work. When a problem occurs, the project leader contacts the ven-
dor's manager and informs internal management. If the project is being man-
aged jointly with the vendor, then both can track the people. The vendor should
make up for the absence. Here the project leader again evaluates new people
assigned to the project. By being the loudest complainer you are more likely to
receive attention in the short run. In the long run you must establish the rules
for vendor staff involvement.
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Quiality problems can result in failure to function. It can also mean that there
are many marginal problems. Thereis aso the question of what constitutes ac-
ceptablequdity —and if the vendor agreesabout this.

How ThisOccurs

Quality isarelativeterm that may mean different things to the vendor and cus-
tomer. Quality standards may not have been spelled out and agreed to at the start.
There may also be ambiguity asto what quality appliesto.

For example, the vendor's product may not adequately support a network in-
terface. Theremay be problemswith softwareinterfaces. The actual software may
have bugs or lack code to process specific transactions. It may not be the con-
sciousfault of the vendor. You may bethe pioneer user of the particular combina-
tion of technology in the specific environment.

Potential Impact

Quality issuesmay impact performance, cost, or functionality. Theissueisthe
extent to which quality problems affect the business and project. It may mean that
the softwareis unusable until the problemis repaired.

How to Prevent the Problem

Define what quality means for your setting. This may mean setting testing
termsfor throughput, responsetime, range of transactions, and error rates. These
should be included in the contract. Implement testing and evaluation as soon as
you receivethe product.

How to Addressthe Problem

Y ou must quickly determinethe impact of aqudity program. Without the ven-
dor you must decide on potential coursesof action. Then you caninvolve the ven-
dors to see what stepsthey can take. Consider the most severe option of stopping
part of the project until the problem is repaired.

Skills are not restricted to training in a technology. Skills mean proficiency to
copewith problemsas well asemploying lessonslearned to use the technol ogy ef-
fectively. Skills also mean that the vendor staff can function asateam.
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How ThisOccurs

The vendor deliverspeopleto work on a project. You assume, based on vendor
representations,that these peopleare qualified. Later you find out that they areju-
nior staff membersand lack sufficient experience. The vendor may have misun-
derstood the project requirements.

Potential | mpact

You relied on the vendor staff membersand they let you down. Project lead-
ers typicaly find out about this at the worse time—when they cannot solve a
problem. Relations with the vendor can deteriorate quickly. More problems can
emerge, and progress on the project will be affected.

How to Prevent the Problem

Whomever the vendor provides must be tested in terms of experienceas well
asknowledge. The project leader designsan initial task that coversthistesting in
addition to conducting technical interviews. Areas where the vendor staff lack ex-
pertise must be identified.

How to Addressthe Problem

When a problem or gap appears, contact the vendor's manager to set the situa-
tion right. The vendor must not only address the immediate problem, but also
come up with alonger-term staffing solution that can be monitored.

Issug: THE VENDOR'S STAFF MEMBERS SEEM
TO REMAIN ON THE PROJECT FOREVER

Projectsin systems and technology can drag out dueto additional requirements
or dippage. Work can comein peaksand troughs. The vendor's staff membersre-
main through al of this. They may stay on duringimplementationafter their work
has been compl eted.

How ThisOccurs

Why do vendorsremain on the project? Because they are needed. Also, they
can stay on becauseof the desire to continuethe relationship with the customer.
The project may have been poorly planned so that they have substantial downtime
or lapsesin activity. They may be retained becauseof their knowledge and asin-
surance against future problems.
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Potential |mpact

Costs rise. Internal morale can sink. People begin to ask, “Why are they till
here? Confidencein the project leader can drop. Unnecessary taskscan be created.

How to Prevent the Problem

Astheproject leader, ask when people can leavethe project. Thisincludes both
the vendor's staff and internal employees. Identify the fina vendor milestone at
the start of the project. Don't mentionit too often after that, asit can sour the re-
lationship. Keep the vendor focused on near-term tasks, but dways remember the
final milestone.

How to Addressthe Problem

If thereisagap in the work or if the vendor's staff members seem to be hang-
ing on, then definefinal end products and apply the pressure. Begin to phasethem
out of the project meetings.

|ssue: THERE ISNO COMMITTED
SCHEDUL E FROM THE VENDOR

At the start of the project there may be contractual datesfor the vendor. These
are different from a schedule. The schedule must back up the contractual dates
and provide more detail along with interim milestones.

How ThisOccurs

Committed contractual dates may not be updated due to project changes—af-
fecting thecredibility of datesand schedule. The vendor may not have been asked
to preparea plan for work. Or if therewasa plan, it was never updated. Also, the
vendor's plan may not have been combined or meshed with your plan.

Potential | mpact

Problems or disagreementsare almost inevitablein larger projects. The ven-
dor's g&ff is focusing on near-term tasks. No one is watching the overall sched-
ule. Thereis now substantia dlippage.
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How to Prevent the Problem

Createan overall schedulethat includesthe vendor's work at a summary level.
Next, have the vendor's manager define detailedtasksto fit under these summary
tasks. Review the tasks and their meaningswith the vendor. The next stepis to
havethe vendor assignresources, durations, and start and end dates. Review these.
Each week have the vendor's staff members update their part of the schedule.

How to Addressthe Problem

Let's assumethat the project has started without a vendor schedule. Don't wait
for problems. Insist that the vendor developsa plan to beincluded in your sched-
ule. Make sure that this plan is updated on aregular basis.

Just asit can occur within your organization, the vendor can experienceturn-
over of staff. Because the vendor may have no extraor spare resources, this can
have a mgjor impact.

How ThisOccurs

People who work for the vendor may desire more stability and steady work.
They may not like the pressure or being moved between organizationsand may
seek a position with higher pay from a user of the technology. They may be at-
tracted by one of the vendor's competitors.

Potential Impact

When a person leaves a project, you not only lose the set of hands, you also
lose that person's mind, experience, knowledge, and expertise. This can create a
problem with internal staff. With the vendor's staff there may be warning. The
people may just stop showing up or the pace of their work dackens. It has hap-
pened. You as the customer may be the last to know. You may be left with vague
assurances that the problems will be handled.

How to Prevent the Problem

As project leader, track the mood and temperament of vendor's steff. If you
sense dissatisfaction, you have several options. You can consider hiring these
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workers yourself. However, you may be precluded from doing this by contract.
You may want to talk to the vendor's management. However, this can make the
situationworse. You may continueto track the problem and work with the person
to transfer hisor her knowledge to your staff.

How to Addressthe Problem

Assume that turnover will occur. When it happens unexpectedly, assess the
damage interndly. Carefully identify what you expect from the vendors. Then
contact the vendor and follow up. Strive for as continuous coverage as possible.

Thereisaproblem in the project with the vendor's product. It may requirein-
depth technical support or afix. The project can be held up.

How ThisOccurs

The vendor's staff may be stretched thin. They may feel that your problemis
unique and so they assign it alower priority becauseit does not affect other cus-
tomers. They may a solack theexpertiseto deal withit. The problemmay involve
productsof other vendors. The vendor could haveeven contracted out that area of
the technology. All of these can producea nonresponse.

Potential Impact

The project teamisforced now to work only on tasksthat are not affected by
the problem. These may not be the most important tasks. The schedule can dlip
like sand through your fingers.

How to Prevent the Problem

Design a problem-handling process at the start of the project with the vendor.
Try to find out how the vendor's internal problem-resolution process works and
what methods are used. The more you know, the easier it will be for you to navi-
gatewithin the vendor's organization.

How to Addressthe Problem

When a problem occurs, get right on top of it. Don't let up for a minute.
Otherwise, the vendor may think that you do not think the problem is impos-
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tant. Establish an escalation process within your organization before a problem
surfaces.

IssUE: THE VENDOR'S STAFF MEMBERS ARE LOCKED INTO
THEIR OWN METHODS, WHICH ARE INCOMPATIBLE WITH
THE PROJECT

This can occur with planning, reengineering, and other consulting types of
work. You thought that you were hiring experience, expertise, and knowledge. To
your chagrin you find that you are mainly getting a method and not the experi-
enced staff.

How ThisOccurs

Vendors often train their staff in their own methods. This has a number of ad-
vantages. First, they present a standard front to any problem. Second, the vendor's
staff members appear moreinterchangeable. Moreimportant, they believethat the
method providesa competitiveedge. When you select them for the project, you
may fail to understand how they are dependent on their method and how it fitsinto
the project.

Potential Impact

The result can be alack of fit between the method of the vendor firm and the
situation at the customer fi rmThis can yield continuous conflict. Either the proj-
ect is restructured around the method, or the method is dropped or modified. The
project team membersfrom the customer firm must taketime out from the project
to learn the method and then educate others as well. The method and consultant
may be dropped becausethe project received afal se start.

How to Prevent the Problem

Spend time understanding the method. See how it meshes with your culture
and environment. Work with the vendor on the project scheduleto see what the
impact is of learning the method on the schedule. The method as well as the ven-
dor are evaluated during the proposal stage.

How to Addressthe Problem

The method turnsout to be a problem. It seems that the vendor is forcefitting
the project situation into the method. The reverseis the right course. Your staff
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lacks both experience and confidence in the method. What should you do? Con-
sider killing the use of the method before more damageis done.

Dependenceon the vendor can befor the vendor's products or knowledge and
expertise. It is a necessity for software, hardware, and network components.

How ThisOccurs

Y ou become overdependent when you cannot make project decisionsand must
rely on the vendor for tactical and strategic direction. This can arise becausethe
internal staff members are not adequately trained in the technology. It can also
happen because you outsourced the technical support.

Potential Impact

You can lose control of the schedule and the project. Confusion can reign
among your own gtaff while the vendor calls the shots.

How to Prevent the Problem

Definevendor dependenciesas well asthe vendor's role at thestart of the proj-
ect. Review these roles with your team. Make the role part of the agreement.
Thi nk about a backup approach. Solicit the team's support in monitoring the ven-
dor's work.

How to Addressthe Problem

If a problem arises, you must meet with the vendor's manager to review roles
and responsibilities. You may want to define a plan for transitioning some duties
from the vendor to internal staff. Y ou may al so wishtoinvolvemorethan oneven-
dor to obtain backup support.

How ThisOccurs

More IT projectsinvolve several vendors, consultants, or contractors. ERP,
e-business, and process improvement projects are examples. Each vendor typi-
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cally looks out after itsown interests. A vendor may not have estimated or taken
into account working with other vendorsin the project. Thus, vendorsmay be re-
luctant to cooperatewith each other.

Potential Impact

The potential problems can sow the project down and create political prob-
lems within the team and with management and business units. In some severe
cases, the projects have actually been cancelled.

How to Prevent the Problem

Defineat the start beforethe vendorsare brought on board the project what you
expectin termsof them workingtogether. But thisis not enough. You also haveto
have them work on issues and common tasks together. Try toidentify theseissues
and tasks early and then have the vendorswork together. Monitor their work and
how they get aong. You are attempting to instill a successful pattern of working
together.

How to Addressthe Problem

If the problemarises, you should identify specific issuesand instancesof prob-
lems and then work on these. Don't try to address the problem generdly —this-
method probably will not work because of the generality. By addressing and
solving specific issuesyou can work on building up the cooperativebehavior.

IssUE: VENDOR SUBCONTRACTSQUT
THE WORK AND THEN DISAPPEARS

How ThisOccurs

This occurswhen the main vendor lacksthe expertiseor staff and hasto bring
in a subcontractor. In such cases, the vendor manager may not set up how the sub-
contractor is to work with the client fi rmProblems begin to mount, and because
the vendor is not on the scene, the problems get worse.

Potential |mpact

The progress of work can dow down. Subcontractor staff members may
make promises and commitments that cannot be honored by the contractor.
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Misunderstandingswith businessunit managersand staff can arise. Sortingit out di-
rectly with the subcontractor will probably fail unlessyou get the vendor involved.

How to Prevent the Problem

Defineat the start whether and how any subcontracting will be done. Then de-
fine the method for managing and dealing with subcontractors. After the subcon-
tractorsarelined up, identify potential problemsin meetings with both the vendor
and subcontractors. Define how these problemswill be addressed. Monitor theini-
tial work of the subcontractors closely to head off problems.

How to Addressthe Problem

If the problem is detected, then you should immediately involve the main ven-
dor and implement the i ssues management approach discussed here and in previ-
ous chapters.

How ThisOccurs

Thismay occur in e-businesswhen the vendor takesthe analysisresultsor code
from your project and usesit to gain an advantage over other firms in bidding for
the next job. This next job could be with one of your competitors. People have,
after dl, a natural tendency to employ their experience as they move on to more
work.

Potential Impact

If competitiveinformation is involved, this is serious and may call for lega
remedies. In less severe situations, you may find that the staff members who
worked with you are goneand that when you require additional assistance, you re-
ceive resourcesthat lack the experience.

How to Prevent the Problem

To prevent the problem you should first assess the type of work that the vendor
is doing and what the risks are to your organization. If thereis no potential prob-
lem, then you can move on. If thereis a problem, you can beef up the contract. A
better step is to raisethis as an issue with the manager of the vendor firm and de-
terminehow it will be detected, prevented, and addressed.



What to Do Next

How to Addressthe Problem

Each situationfor thisissueis unique. While legal action may be needed, the
magjor leverage that you have over the vendor is future work and references. You
can employ theseto get some control over the situation.

How ThisOccurs

The vendor manager on your account may have assigned junior staff members
to your project and may not be reviewing their work closely. He or she may be
concentrating on marketing to other firms. It may be that their earlier work was
not carefully reviewed. Maybe the vendor thought that you redlly didn't care. An-
other possiblecauseis that the client firmhas no one on the staff who can techni-
cally evaluatethe work.

Potential Impact

Unacceptablework can mean later rework. This affectsboth the scheduleand

budget. It also creates management problems between the vendor and the client
firm.

How to Prevent the Problem

At the very start you should identify what constitutes acceptable work. You
should also define an evauation approach for assessing the work and review it
with the vendor. Then when the initial work comesin, you should evaluateit in
detail. Another tip isto employ a single consultant if you do not have the appro-
priate person on board.

How to Addressthe Problem

Raise the quality of work right away as an issue the first time you notice a
problem. In addition, take steps to implement areview process.

WHAT TO DO NEXT

1. For each mgjor vendor, develop alist of issuesthat you have addressed
or that are pending with the vendor. Review your approach for issue
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resolution with each vendor. Look for any patternsthat indicatewhere you
can improve your approach to dealing with vendors.

2. Assumethat critical vendor staff were to be reassigned or become unavail-
able. What would be your backup plan?

SUMMARY

Outsourcing in information technology can now constitutes 25% to over 50%
of the total systems budget. Once you outsource, you lose control while, perhaps,
gaining skills, flexibility, and technical support. However, success requires not
only careful planning at the start, but also constant monitoringand measurement.
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How to Implement Improved
Project M anagement

INTRODUCTION

A number of ideas and suggestions have been provided in the different chap-
ters. Rather than attemptingto use and implement these in a piecemeal way, con-
sider using a more systematic approach. Thisis the subject of thisfinal chapter.
There are threetime framesto consider. Thefirst consistsof near-term quick hits
that can be employed with littleeffort and hasse. The second consistsof interme-
diate stepsthat can be taken after the quick hits. These draw upon the quick hits.
Thethird category consistsof the longer-term changesthat completethe modern-
ization of your project management process. For each we discussthe benefitsand
givetipson gettingit started.

Implementing change of any significant kind is challenging. This can be even
more apparentin IT projectsthat are political. Thus, we have included points of
potential resistanceto change and suggestionson how to addressthese concerns.

APPROACH

* |dentify the projectsand nonpr oj ect work.
You need to identify all of thework that critical staff membersare doingin
order to alocate their time between regular work and projects. Attention
must be given to smaller projects as well. Start with the approved projects
and then identify the work performed by each staff member. This will pave
the way for general reporting on routine tasks that are not part of a project.
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Define and use the sandar dized pr oject binder.

Thetabsand contentsof the project binder wereidentified earlier in thisbook.
By standardizing on the binder you can retain project files for reuse and
lessonslearned. The project binder can either be in paper or el ectronicform.

Cusgtomizethe pr oj ect management softwar eand adopt standard
abbreviations.

Customization is necessary in order to be able to use the datain a database
typeform. Custom dataelementsfor i ssues, lessonslearned, and soforth can
then be employed to filter and analyze project data. Without customization
there is a lack of standardization and an inability to do multiple project
analysis using project management software.

Establish a resour ce poal.

A common resource pool is necessary for multiple project analysis just as
the customization aboveis. The pool contains both general and specific re-
sources. In IT projectsthese resourcesare peoplerelated. However, in other
applications you can identify calendar resourcesthat allow you to customize
the scheduledown to thelevel of a specific task.

Create templates.

Recall that the approach to creating templatesis to extract high-level tasks
and gain consensuson the template. Existing project plans can then be retro-
fitted into the templates. Templates support both lessons learned and mul-
tiple project analysis. Templates also generate collaborative effort and a
common understanding of tasks.

I dentify a checklist of issues.

Start with the checklist in the appendix. Then add your own issues by iden-
tifying those of the current projects. Use the issues checklist at the start of
each project in the project concept. As you find additiona issues, add them
tothechecklist. The checklistreinforcesthe analysisand emphasison issues.

M odify the approach to project meetings.

Several guiddinesfor project meetings were given. Meetings should focus
on either issues or lessons learned. Status should be gathered prior to the
meeting and summarized at the start of the meeting. Only team membersin-
volved in issues and lessons learned need to attend the meetings. Meetings
can be held at afrequency based on the state of the project so that if the proj-
ectisintrouble, thereare morefrequent meetingsto resolveissues. By adopt-
ing these and the other guidelines, your meetings will be more productive
and get better results.

Standar dizethereportingon projects.
A one-page project reporting summary was identified along with issues
analysisand varioustablesrelated to i ssues, projects, and business processes.
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Follow up on these. By using standardized reporting, management can focus
on the content of theinformation rather than spend time hying to understand
different formats.

Adopt templatesand outlinesfor documentationand presentations.
Start with your own projectsand develop outlinesfor all mgjor project doc-
umentsand presentations with the team. Presentationsshould include status,
budget, project concept, project plan, and issuesmeetings. Review the previ-
ous presentationsand documentsto see how they fit with the outlines and
templates.

Set up amodd project on the network.

Having a project to review and use asaguideis very useful. You should es-
tablish a project on the network. Theinformation should include the issues,
lessons learned, project plan, and key events in the project. Encourage
peopleto visit the site and provide comments.

Gather initial lessonslear ned from oneor two projects.

Usethe guidelinesin the book asideasfor you to gather lessonslearned. You
will normally identify experiencethat you gained. Then you will extract the
lessonslearned. Thiswill provide structurefor gatheringlessonslearned on
a routine basis. Also, you will gain experiencein establishing the lessons
learned database.

Deveop a project concept from an existing project.

Take a current project and identify the business purpose, technical purpose,
scope (business and technical), issues, roles, and benefits. Then review this
informationto see how the project has changed. Pay careful attentionto the
scope and how it changed over time during the project. Thiswill prepareyou
to devel op the project concept for future projects.

Evaluate your contactswith managersand usea forward planning
approach.

Many of usget caught upin the daily work of projectsand normal work. We
often do not taketime to assessour communi cationswith management. Each
week you should review what management contacts you had. You should
aso planfor contactsin the next week. Thiswill raiseyour level of aware-
ness and attention for management contacts.

Implement the proj ect scorecard.

Of the various scorecardspresented (project, process, vendor, businessunit),
the easiest one to start with is the scorecard for your project. On a monthly
basisevaluateyour project. You can use a spreadsheetin which therows are
thecriteriaand the columnsare the months. Y ou can then assesshow you are
doing and become more aware of measurement. You can see the forest
through the trees.
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e Createalig of bookmarksfor Web stesfor project management and
lessonslear ned.
Begin with the Web sites that have been included in this book. On aregular
basis add to these bookmarks. Print out the content and distribute these to
your team.

» Usngtheissuesinformation, create the issuesgraphsand tables.
Having begun to collect issues from projects, you can now construct the
graphsand tablesdevel oped in the book. Thisis good material for presenta
tion to management. It isalso useful to the project team to see the character-
istics and trends of issues. It also paves the way for issues analysis later
across projects.

¢ Implement the proj ect concept.
Having created a project concept out of a current project you can now im-
plement the project concept as a structured approach to review project idess.
Try this out on smaller projects such as network extensions and upgrades,
and enhancement requests.

« Createthelessonslearned databaseand relateit to thetasksin the
template.
Previoudy you gathered lessons learned and created a template. Now you
can implement the lessonslearned databaseand | i rk theselessonslearnedto
the template. Review the project regularly to seeif you can identify more
lessons|earned.

» Set up and conduct meetingson lessonslear ned.
You have already modified the approach on meetingsand are addressing is-
sues. Itistimetoraisethelevel of awarenessof lessonslearned. Haveteam
members give the resultsof their experiencein team meetings. This should
improve morale and facilitateinformation sharing.

» Implement a collabor ativeapproach in which team membersdefine
and update their own tasks.
With the template in place and the changesin project meetings, you are pre-
pared to have team members define their own tasks. Begin with a paper-
based approach. Then after everyoneis comfortablewith this you can move
on to updating the tasks by individual team members. Following this you can
implement on-linetask definition and updating by team members.

» Scan theliteratureand collect informationon project successesand
failures.
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Use the Web to gather lessons learned. We list this as an intermediate task
since you will have gained experience in collecting lessons learned. Use
magazines such as Information Wek, Ziff-Davis Publications, and others.
Circulatearticlesto the team members. Encouragethemto searchfor articles
aswell on theWeb and in print media

» Employ the processscorecard.
Previoudy you implemented the project scorecard. You can now assessthe
underlying business processesthat your projectsare supporting. Do thiswith
team memberscasudly asit will be politically sensitive. Thiswork helpsthe
team focuson tangiblebenefitsof systemsand technology and becomemore
aware and focused on the business process. Suggest to management that this
be implemented for new projects.

» Usethevendor scorecard.
Another project measurementis the vendor scorecard. Begin with an inter-
nal assessment of vendor performance. Shareit with the team and then with
the vendor, Use the scorecard for new projects.

» Formalizetheapproach of bringing new team membersonto the
project and gettingthem out of theteam.
Often new team members are brought onto the project team in a casual way.
Implement the structured approach that we have identified. Have them dis-
cuss their lessons learned from past projects with the team and assign joint
tasksfor them with other team members. Thiswill support collaboration.

* Review themethodsand toolsused in projectsto assesstheir effective-
nessand deter minewher e you have gaps.
Create a table of methods and tools. For each area identify the methods,
tools, expertsto call on, guidelines, and expectations. Also, identify relevant
lessonslearned. This will support standardization.

» Begin toaddressthegapsin methodsand toolsin projects.
Having identified the current methods and tools, you will uncover the gaps.
Work with theteamand othersin I T tofill the holes. By addressing thisissue
you will not only begin tofill in the holes, but you will encouragepeoplenot
to invent their own.

 Review projectsand nonpr oject work and eliminate thoset asks that do
not contributeto critical business processes.
Now that you have identified the work being performed, you can move to
eliminateor reducework that does not add to the performanceof the group.
This supportsfocusingon critical activities.
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Develop process plansto deter mine thelong-ter m future of processes
and usethesetoidentify candidatesfor new projects.

Recall that a process plan is an approach for understanding the future direc-
tion of abusiness process. By devel oping these process plans you can get the
users centered on the longer-term requirementsfor their business and awvay
from submitting marginal requests.

Edgtablish master scheduleson thenetwork for all projects.

With the templatesin place and people updating the schedules, you arein a
position to do multiple project analysisand create master schedules. Thisis
amgjor step toward affecting the strategic directionof IT.

Implement a weekly or other regularly scheduled meeting to evaluate
resource allocations.

With the templates and a collaborative approach, there is a sufficient basis
for holding meetingsto alocatecritical staff resourcesto project and non-
project work on aregular basis. Thiswill not only provide more consistent
directionto the staff, but will also yield performanceimprovements.

Begin to involve team member sin issuesresolution.

I ssues resol ution followsfrom the coll aborationin building and updating the
project plan. Team membersare now sharinglessonslearned. Therefore, itis
appropriateto get theminvolved in analyzing issues.

Develop a semiannual or annual report on businessprocesses.
Previoudly you implemented the process scorecard. Drawing on thisyou can
start to analyze business processes on a regular basis. This will help man-
agement, the business units, and IT to determine the most beneficial new
project opportunities.

Implement compar ativebusinessunit assessments.

Thisis the scorecard for business unit involvementin projects. Begin doing
the assessment and sharing it among IT managers. Then raise the level of
awareness among business units for new projectsby using the scorecard as-
sessment. Thisshould improvethe business unit participation in the projects.

Review thelist of issuesand seeif they can be iminated or handled
through lessonslear ned.

Now that you have been gathering and ng various issues and lessons
learned, it i stimeto consider seeing if some recurring issues can be headed
off or prevented using lessonslearned.

Develop an overall assessment of project effectiveness.

Taking into considerationthe various scorecards,issuesanaysis, and lessons
learned, you can begin to assesshow effective project management and proj-
ect performanceare.
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PoiNTS OF POTENTIAL RESISTANCE AND WHAT TO DO

Some potential areas of resistanceto changein general arelisted next. Whilethis
approach may appear negative, itis not. By reading thismaterial, you becomemore
aware of what argumentsyou may face and how to addressthem when they arise.

We haveno timeto learn and employ new methods.
People on projectsare very busy. Some may feel that they do not havetime
to consider new project management approaches. However, if they keep
doing the samethings, there will be noimprovement. Point thisout. Also, in-
dicate that the methods do not really take more time. Instead, they provide
structurefor what the team members are already doing.

Our dtuation isunique.

Thisargumentis employed to resist atemplate and standardization. The ap-
proach in this book is to apply standardizationat the higher levels of project
activitiesand flexibility in the detail. Team members can still be uniquein
the detail.

Yau cannot for ce the use of amethod or tool.

No one wants to force people to do things. It does not work. The methods
here support people's self-interest. They provideaframework for managing
projectsand doing project work.

Wetried somethingsimilar beforeand it did not work.

This may be true. However, you will note that the method is composed of
themes that are self-sustaining and supporting. Once you start using the
techniques, you will establish successful patternsof behavior.

Thereare not enough resour cesto implement the changes.
The approach can be implemented in small steps without any major change
or upheaval. No additional resourcesare required.

Implementing a collabor ativeapproach resultsin too many inter faces.
When you collaborate, you do interface with people. However, thereare no
moreinterfacesthan what you would face without these methods.

Thereisno benefit in the approach.
The approach has been successful in firms in many different industries,
countries, and cultural settings. Improved productivity, morale, and perfor-
mance are the most tangible benefits.

Themethod istoo complicated.
The approach uses common sense. Thereis no jargon. It is a step-by-step
approach.
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¢ Changewill dow me down.
By implementing the approach in small bite-sized parts, no one should be
sowed down. With time and experience, team members will become more
efficient and effective.

» Theapproach reduces the scopefor makingdecisions.
When structureis provided, some people may feel that they havelessroom to
make decisions. The approach provides a general framework to addressissues.

* Theapproachisnot how we do things.
In general, the method does not change how employees do their work. It pro-
vides aframework to support that allows them to do their work better.

» Themethod restrictscreativity.
Creativity liesin the detail not in genera activities. Creativity and flexibility
are both supported in the templates, issues, and lessons|earned.

« Changein project managementisthreatening.
Any changeis threstening to some people. Thisis understandable. Herewe mit-
igatethisresistanceby offering aphased method for implementingtheapproach.

* What's in it for me?
Thisis a key question and deserves some discussion. The approach frees
team members up to do more creative work. With the lessons learned, each
team member's work quality and skills should improve. It should take less
time to do moreroutine tasks. Knowing that the same issues have been re-
curring gives some afeeling of comfort that they are not aone.

SUMMARY

While technology changes and new business initiatives emerge, many charac-
teristics of IT projectsremain the same. The god is to gather and employ lessons
learned to reduce the overhead and increase the effectivenessin futuresystemsand
technology projects. You have seen how much IT projectsdiffer from regular proj-
ects. You have also seen thefollowing themes addressed throughout this book:

Using collaborativeeffort in defining, doing, and reviewing work.

M anaging multiple projectsand normal, nonproject work.

Addressing i ssues across projects.

Using the templates, i ssues and lessons|earned databases, and other tech-
niguesto reduce the workload and make the project |eader more effective
and efficient.

* Applying lessonslearned to improvefuture performance.

* Encouragingjoint ownership of project work by businessunts, IT, and vendors.
* Tracking and measuring work and incorporatingissues anaysis.
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www.fm.doe.gov/FM-20/lesson/
ara.informatik.gu.se/nuldenHTML/ECIS02.html
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COLLABORATION

Set up an intranet  intranets.com
Set up threaded messageboards  www.beseen.com,www.ser ver.com
insert message boards a your web siteregardless of server
Set up your own forms www.response-o-matic.com
Scheduling hotoffice.com, daytracker.com, webex.com, scheduleonline.com




Area Topic Pages
Develop the project plan Baselineplan 128-129
Develop project templates m
Develop the project budget 125-128
|ssues databases 116-118
Issues, lessonslearned, templates,and theplans 120
Lessons|earned databases 118
Methodsand tools 116-117
Risk management 124
Sell the project plan 129-130
Task definition 122-123
General Concepts 3-4
Differenceswith regular projects 5
E-Businessand I T projects 17
Guidelines for success 15-17
Myths 9-10
Why IT projectsfail 11-14
Multiple projects Assesscurrent projects 43-44
Interdependence 41-43
Project andysis 45-47
Resourceallocation 50-52
Typesof projects 48
Operations, maintenance, Departmenta systemsplans 184
enhancement Measure|T alocation 179-180
Planning 177-178
Slate of work 184-186
Strategicsystems plan 183-184
Project concept Alternative concepts 64-66
Comparativeanalysis 66-67
Content 60-61
Evaluate the businesssituation 61-62



Area
Project coordination

Project leader

Project management process

Project planning

Project team

Softwaredevelopment

Softwarepackages

Appendix I The Magic Cross Reference

Topic
Budget versus actual analysis
Informal communications
|ssues management
|ssues presentations
Lessonslearned
Management presentations
Measuring work
Milestone evaluation
Multiple projects
Project crisis
Project summary
Work evaluation
Capabilities
Duties
Evaluationand sdlection
Managing small and large projects
Measurement
Sourcesof failure
Success
Checklist for evaluation
Intermediate improvement steps
Long-termimprovement steps
Marketing
Project strategy
Quick-hit implementation steps
Resistanceto change
Transition
Management steering committee
Project concept
Project scope
Project selection
Changing team members
Consultants
Responsibilities
SKills
Team problems
Dataconversion
Design and devel opment
Documentation
Methods and tools
Requirements
Steps
Benefitsand risks
Costs/benefits
Critical selection factors
Implementation steps
Implementation tasks
Software/consultant evaluation

Pages
146-147
148
138-141
150-151
152-153
147-148
141-142
142
146-147
152
149-150
143-144
78-80
81-84
80-81
86-87
92
90-91
91-92
18
320-321
321-322
31-32
21-22
317-320
323-324
30-31
25
27-28
24-25
28
109-110
102-105
99
99-102
106-108
170-171
169-170
170
158-159
159
160-164
193-1%4
202
194-195
195fF
209
200-201
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Area | Topic
Technology projects Architecture
Costsand benfits
Strategy and products
Trends Business
Sysems

Technology
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Pages |

216-218
219-220
223-226

7-8
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| ssues Checklist
Area ‘ Issue
Busi ness The business unit changes requirementsfrequently

Human
I esour ces

The business unit does not provide good peoplefor the project

The business unit is unwilling to change the businessprocess

Several businessunitscannot agree among themselves

The business unit cannot consistently resolve issues

The businessunit staff membersdo not know the businessprocess

Theexisting businessprocessisin poor condition

Middle-level businessunit managersresistschange and the system

The business unit attempts to dominatethe project

The business unit view does not fit with that of upper
management or theindustry

Business unit managersand staff lack technical knowledge

Business unit managementis replaced

The business unit has nointerestin the project

Other work or projects have higher priority for the businessunit
than your project does

The business unit has existing technol ogy that conflictswith
that of the project

Turnover of project team members

Lack of commitment

Lack of knowledge

Team membersareinflexible

Team membersresist project management
Conflictswithin the team

Team members spend too much timeon the wrong tasks
Team membersare overcommitted to projects
Thereisa personnel gap--missingskills

A team member is reluctant to leave the project

Team membersspend too much timein communications
A team member resistslearning new skills

Does issue
apply?



’ Area

Human
resources
(cont’d)

Management

Technical

Vendor/
Consultant

|

Appendix 2  Issues Checklist

Doesissue
Issue apply?

A team member leaves, producing agap

The quality of ateam member's work isinadequate
Thereis conflict between junior and senior staff
The new team member does not fit

Management changes direction of the project

Managementloses interest

Key manager who supported the project leaves

Management expands scope

Thereisno will to allocate resources

Management rules by consensus

Management locks onto hot topics

Management adoptsa specific package and jamsit down
everyone's throat

Management listenstoo much to consultants

Management wantsto changee-businesspriorities

Marketing definesnew e-businessinitiatives with management
support

Legacy systemssupportistoo resourceintensive
Thereisalack of availabletraining for staff

Thetechnology requires alearning curvethat i stoolong
Thereisalack of experienceand knowledgeaf the technology
The technology does not work

Ordering and delivery of the technology are delayed

A new version of the technology will be availablesoon
Thereis alack of supportfor interfaces to existing technology
Thereisagap in the technology

The pilot resultsfrom the technol ogy were not successful

The performance of the technology is not satisfactory
Featuresaremissing

The technology in useis obsolete

The technology is not scalable to handle the workload

The wrong direction in technology was taken

Thereis alack of support from the vendor

The vendor attempts to take over the project

The vendor delivers something different from what was promised

The vendor providesthe wrong staff

The vendor takes a different businessdirection, leaving you adrift

The vendor's staff membersare absent from the project too much

The vendor's work isof poor quality

The vendor's skills are insufficient, producing a gap

The vendor's staff members seem to remain on the project forever

Thereis no committed schedule from the vendor

Thereis substantial turnover of vendor staff assigned to the
project




Area

Vendor/
Consaultant
(cont’d)

Isue

Thereare. delaysin vendor responsesto problems, affecting the
project

The vendor's staff membersarelocked into their own methods,
which areincompatiblewith the project

The project is overdependent on the vendor

Vendorsdon't cooperate among themselves

Vendor subcontractsout the work and then disappears

Vendor uses what they did on your project with their next client

Vendor turnsover work productsthat are not usable

Does issue
apply?
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