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INTRODUCTION

Looking back on my short (46-year) career in project management of systems and software development projects, it seems to me that achieving the objective of doing more with less has an inherently human dimension rather than being only a function of people, process, and technology.  I’ll elaborate on what the human dimension consists of in my comments.

Among the project management practices I commend are:

-
Provide strong and effective leadership.

-
Develop commitment collaboratively among all stakeholders.

-
Evolve the “real” requirements before starting other technical work.

-
Empower every member of the Project Team.

-
Develop strong teamwork among the members of the project team.

-
Manage the expectations of all stakeholders.

-
Foster good and proactive communication

-
Recognize and appreciate effort.

I suspect that most of us in the room have at times had the following experiences on a personal level and with respect to project impacts:



Personal Level




Project Impacts


Boredom





Poor productivity



Frustration





Conflict



Lack of fulfillment




Meager results

As noted previously, our Moderator, Bob Savelson of eDev Technologies (located here in Toronto), requested each panelist to develop a 10-minute talk describing a situation, the actions taken, and the results realized by adjusting a combination of people, process, or technology to achieve an outstanding difference of performance.

I reflected on the many projects that I have either led or supported, and I decided to create a fictional, hypothetical project that incorporated many of the factors that resulted in success.  I will be moving quickly in my comments, and rather than read or elaborate on each of the following pages, I will introduce each page and ask that you read it quickly; then we’ll move onto the next page, and in ten minutes we’ll be done!

“Teamwork works every time”

The Situation

-
I have been selected to be the Project Manager (PM) of the “Must Have Quick” (MHQ) project that is critical to my organization meeting its 2011 business objectives and results.

-
The anticipated peak staff size of the MHQ Project is 200 people.

-
Our organization has a “so-so” track record in completing projects successfully.

-
Average rework that is required for the projects in our organization is consistent with the industry average of 45%.

-
The people who staff our projects are, shall we say, only moderately skilled, trained, experienced, and motivated.

-
Our organization is not known for delivering high-quality projects or work products.

-
Our organization does not have a standard set of automated tools, techniques, practices, and trainings that are made available to our projects and PMs.

“Each of us has more power than we think we do”

Actions Taken – 1 of 3

Identify, Articulate, Share, Develop Commitment, and 

Communicate Goals for the MHQ Project

Statement of Goals for the MHQ Project:

1.
Complete the Project “successfully” on time and under budget.

2.
Plan the Project.

3.
Set high quality objectives.

4.
Identify all stakeholders and engage them throughout the Project.

5.
Evolve the “real” requirements.

6.
Collaboratively prioritize the real requirements, involving all stakeholders.

7.
Provide a vision for the Project.

8.
Excite the project staff

9.
Create a “Teamworks” environment on the Project.

10.
Minimize rework.

11.
Foster proactive communications.

12.
Recognize good efforts.

13.
Manage the expectations of all stakeholders.

Provide a “facilitated partnering session” involving all Project staff that results in a common vision, an understanding of the above stated goals, strong commitment on the part of each staff member, trust within and among the members of the Project Team, a definition of “Teamworks”, stated quality objectives for the Project, and clarification of the role and importance of each staff member.  One work product of this session should be a Project Charter that is signed by all members of the Project Team.

Neal Whitten: “Meet Minimum Requirements – Anything More is Too Much”

Actions Taken – 2 of 3

Initial Project Management Actions

-
Select staff (or take whom I’m given!)

-
With my senior staff, plan the project:

 Write a “Vision and Scope Document”

 Develop a “Product Breakdown Structure” (PBS)

 Develop a “Work Breakdown Structure” (WBS)

 Develop a Project Plan and Schedule

 Establish guidelines for execution of the Project Plan

 Write a Project Plan, Requirements Plan, Quality Plan, Risk Management Plan, and other plans as needed. These are “living documents” that will be updated and maintained throughout the project life cycle.

 Establish specific project objectives, which, when achieved, will satisfy stakeholder needs.

 Identify a set of automated tools, methods, techniques, and practices that we will train and use.

 Identify “measures” (AKA: metrics, TPMs, …) that are “forward-looking” -they enable the project staff to predict future defects and revise work processes and activities to meet the project’s quality objectives.

 Provide training concerning how to lead and how to perform peer reviews. 

 Meet weekly with “all hands”.  Encourage openness, honesty, candor, teamwork, and quality. 

-

“No one understands the health of the project better than those who are doing the work!”

Actions Taken – 3 of 3

Candidate Guidelines for Execution of the MHQ Project

1.
Meet with all hands at the very beginning of the Project to brainstorm and then multi-vote on a set of values the project staff deems important.

Examples of values:


Open communications


High quality work products


Commitment to each other

2.
Publish a poster throughout the project offices that highlights these jointly-developed values. Personally, vocally, and frequently reinforce these values!

3.
MBWA

 Recognize efforts

 Appreciate contributions

 Listen

 Appreciate contributions

 Take action on identified concerns and report on this at the next all hands.

 Appreciate contributions

4.
Figure out what people are good at and enjoy doing; channel efforts accordingly.

5.
Provide professional development activities targeted at the growth needs and opportunities of each member of the Project staff.

6.
Identify low performers; and challenge yourself to mentor, train, and enable them to become high performers.

“The things that are measured and tracked and are paid 

attention to by management are the ones that improve.”

Results Realized

Identified business results and objectives are met.

Customers are satisfied.

All stakeholders’ needs are addressed.

Project staff feel appreciated and fulfilled; during the course of the Project, they have learned additional leadership, inter-personal, and technical skills that make them even more valuable to the organization.

Performing the Project wasn’t a nightmare.  In retrospect, results that we initially thought would not be possible turned out to be readily achievable.

A standard set of automated tools, techniques, practices, and trainings was established and documented and can now be recommended for adoption organization-wide, available to all future projects for continuous improvement. Moreover, as more and more of the organization’s staff become familiar with this set, it will become increasingly easy to start new projects, work as a team, and be even more productive. 

A “Project Retrospective” was undertaken at the end of the Project.  All project staff participated and were encouraged to be candid and forthright.  The results of discussions about the project and analysis of a variety of areas were documented and are now available for use in future projects in the organization’s newly established electronic Process Asset Library (PAL).

The organization’s culture will mature: “This is how we 
perform our work in our organization”

Some Causes of Project Success

 Effective leadership.  Everyone is a leader.  Leaders make the difference.

 Well-defined goals, objectives, requirements, and measures.

 A common vision of the project, its objectives, the approach to be used, etc.

 Commitment.

 Teamwork.

 Communication – effective; proactive; open; honest.

 Expectation of high quality work products.

 Trust.

 Recognition.

 Mentoring and professional development tailored for each member of the project staff.

 Development and documentation of repeatable processes that are tailored and reused.

 Guidelines to avoid the need for rework.

“Strong, effective leadership is required to accomplish most anything of value”

Some Questions to Ponder

1.
What constitutes “effective leadership”?

2.
How does one get “vision”?

3.
What simple techniques can I utilize to recognize effort?

4.
How is “good communication” achieved?

5.
What are examples of “proactive communications”?

6.
What are some effective actions of “mentoring”?

7.
How is “good process” established?

Note: A process that is evolved by the people who will use it can be a critical factor in fostering continuous improvement and achieving success on a project and in an organization.

8.
What is the optimal amount of process to have on a project?

9.
Why do people criticize progress?

10.
How can we develop “commitment” among all stakeholders?

11.
How can we involve customers throughout our project?

12.
What is “good teamwork”? How can we create a “Teamworks” environment?

13.
What is a recommended set of automated tools, techniques, practices, and trainings that is conducive to project success?

14.
Why are some people poor performers, negative, and/or not highly motivated?

“Millions of dollars have been wasted in using ineffective 

Earned Value Management (EVM) practices.”

Resources for Additional Information

Effective Requirements Practices, Addison-Wesley

The Requirements Engineering Handbook, Artech House

Project Requirements: A Guide to Best Practices, Management Concepts

Performance-Based Earned Value, IEEE Computer Society and John Wiley

How to Save a Failing Project (one reviewer of this book observed that its title should have been How to Keep Your Project from Failing), Management Concepts

The 77 Deadly Sins of Project Management, Management Concepts

Be sure to digest:

“What is Senior Management Commitment?” available for downloading at www.ralphyoung.net
(There are examples of processes and many other work products available there for tailoring and reuse-reuse can be an invaluable time saver [time = money]).

“To thine own self be true. And it must follow, as the night the day, 

thou canst not then be false to any man.”



