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Identify Possible Causes

Delay during shipping caused lote amival

Vendor's new inventory system delays
arval

Purchase order delayed

Example 6-7: Problem Analysis—Maost Probable Cause

Evaluate Possible Causes
Dogs not explain. .

Why anly the desks were delayed and
not the refums?

Why anly the desks were delayed and
not the refurms?

Why only the desks were delayed

Explains only

shipping

Desks and re
separately

Desks invento

Separate purc

it

Desks were separated from the returns during

ims were shipped out
ied incorectly

hase ordsrs were processed for

and not the refurns? the desks and refurns

Decision fo buy desk and returns was
made ot different fimes

Purchase orders for desks were submitted
ater than purchass orders for retums

Why only the desks were delayed and ow procedures were followed for the desks
not the refums? and not the refums

e purchasing procedures
were Tollowed

ow shipping supervisor infercepted Why only the desks were delayed and Desks were specifically fargeted for delay

order and deloyed shipment of desks ot the returns? due 1o lack of funding
Determine Most Probable Cause Confirm True Cause
Purchase order delayed Ask Purchasing whether separate orders were

placed for each item (workstafion desks,
workstation refurs, cabinefs, hutches) and
when they were sent out

Review when the dedsion fo buy the desks
and refums wos made and communicated
to Purchasing

Ask vendor whether separate purchase orders
were received for each item and when
they were recelved
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oom as one work package, and hang framed pictures as the next work
package, you'll need to add lag time for the paint to dry. You could
include this lag time as part of the work package’s duration, or you could
build a gap between work packages. Either way, you need to have suffi-
cient time between when the actual paint work finishes and the work of
hanging the pictures starts to allow for drying time.

Using the above information, you'll be able to estimate the total dura-
ion of the project. There are several tools that will help improve your
accuracy in this calculation.

TOOLS: NETWORK DIAGRAMS

For small projects, relying on your precedence table and a simple
network diagram will be sufficient for demonstrating project flow and
calculating project duration.

Construct a network diagram based on your precedence table. A
network diagram is a common method of demonstrating the sequence of
work packages in a project plan. Using a combination of arrows =» and
nodes (), you can graphically depict the flow of the project from start to
inish.

Example 3-4; Activity-on-Node or Precedence Diagramming Method

Work Packages Precedents
1. System designed None
2. System purchased 1,6

3. Personnel trained 1. ° 0
(at vendor site) @ w

4. System installed 2
5. Systempilottested 3, 4. ‘ ° °
6. Region offices confucted  None

On the left side of the page, draw a “start” node, and on the right, a
“finish” node. Software frequently uses rectangles to represent nodes.
Represent each work package with a node, and use arrows to show the
elationship from one work package to another. In Example 3-4, work
package 4. (System installed) cannot be started until work package 2.
System purchased) has been completed, and work package 2. cannot
begin until both work packages 6. (Region offices contacted) and 1. (Sys-
em designed) are completed. Review your network to ensure that every
node, with the exception of the start and finish nodes, has at least one
entering and one exiting arrow. This representation of the precedence
able is called activity-on-node diagram. (You may also be asked to use
an activity-on-arrow diagram. See example 3-5, in which the arrows
represent work packages and the nodes represent starts and finishes,

CHAPTER THREE: PROJECT PLANNING
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desired Responses compare with the Consequences to the organization
for the same Responses. Finally, consider the influence of timing on the
Balance of Consequences. Are Consequences experienced immediately

after the

Cons

behavior, or are they delayed?

equences that exert the strongest influence on behavior are those

that are specific and personal to the Performer and that occur within the
time frame of performance.

Understanding what the Consequences are for both the Performer

and the organization is critical to understanding the Balance of Conse-

quences.

The general question for assessing the influence of Consequences

within the Performance System is:

> How

Ad
Conseq

> Are
Resp

well do the Consequences encourage the expected performance?

itional binary questions pinpoint potential deficiencies in

€NCes:

he Consequences immediate enough to encourage the desired
onse?

> Are appropriate Consequences provided consistently?

> Are

he Consequences significant to the Performer?

> Onbalance, do the Consequences encourage the desired performance?

Whi
quences

e it may not always be possible to ensure only positive Conse-
for desired performance, you can usually influence performance

by adjusting, adding, or aligning Consequences. The goal is to provide

Conseq

ences that are relevant to an individual or a group of Performers.

The reaction to Consequences will certainly be influenced by the

Performer’s preferred communication sty

ceive ab

B

FEEDBACK

Feedback is the performance-based information that Performers re-

out progress toward a goal that guides them in maintaining or

modifying behavior. Feedback is one of the most critical components in
the performance system, because it compares actual performance with

expectat
of the fir:

i

ions. Developing effective Feedback mechanisms should be one
st steps in influencing performance, since improvement will only

be sustained if the Performer is able to detect progress. An inadequate

Feedbac

k mechanism is one of the most frequent causes of deteriorating

job performance, but deficiencies are relatively easy to correct, frequently
requiring only redirection of existing information.

i

> The

> The

[here are four major sources of Feedback, given here with examples:

job itself: Noise, gauges, meters, charts, peer and customer reac-

tions

Performer: The person checking work against some standard or

model

CHapTer Five: PeopLE IN ProJECTS

Ay Pittall

When giving Feadback, pay particular
atenion o the fong of your voice and
your choics of words. Both can have
a significant fmpact on how o mes-
sage is received and inferpreted.
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Helping You
Develop Objectives

Human Resources

Hotivation and afffudes

Skills and abiliy

Performance and productivity
Development and growh

Health and safety

Equelrights and opportunties

Fucilties and Equipment
Space

Fexibility and adaptabiliy

Locati

Compatiily
Organization

functions, individudls
Discussions

Formal ond informal
organization
Coordition

Information systems

Relationships amang units,

Respansibility and delegation

THE MORE YOU KNOW...

In some cases, you may find it effective to split project objectives into
two different categories. The first category represents primary results and
restrictions that will be directly addressed by the project. Designate these
under the heading, “At the end of the project we will have....” The sec-
ond category represents indirect benefits and less important restrictions.
These can be designated under the heading, “Other project objectives

»

arc.i i

It's possible that some project objectives absolutely must be met,
while others can be satisfied to varying degrees. The absolute require-
ments are called Must objectives. These objectives should be manda-
tory, have a set limit that must be met, and be realistic to accomplish.

Project objectives are criical fo a successful project outcome becouse they establish the crieria that you'l
use fo make decisions about the project and quids the project team.

IF you're struggling to compils a complafe lst of bjectives, or if you want to brainstorm additional objec-
fives to make sure you have thought of everything, use the lst below o stimulate your thinking. For each
thought starter, ask yourself, “How should (thought starter) influence my choice?”

Thought Starters
Material Money Time
Sources and avalabilty Capitl or fived costs ife span of project
Qualiy and expenses ife span of output
Grade Support, maintenance, and Time fo first refum
Handling and storage lfe cycle costs
Price (ustomers
External Influences Margin orproi arketing
Economic tends Refurn Sales
Compefition Support
Vendors and contactors Ideas and Process Location
Company image, positioning Security, proprietary position
Low and government Knowledge capture and Personal
Environment refiey Gocls and plons
Community Researc Family
Technalogy Canabiliies Strengths and weaknesses
etworks Inferests
Quput Values and beliefs
Quality Strategy
Quantity Compefitive advontage
Pace and fiming Torget market
Distrbution Product platforms and mix
ket size
rket share

Key shategic indicators

PROJECT MANAGEMENT: A GUIDE TO THE KEPNER-TREGOE METHOD
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SCHEDULE RESOURCES

This is the project management activity during which you'll confirm

and finalize the scheduling of

esources. In Assign Responsibility, you

linked work packages with specific individuals and resources. Now you'll
ensure these individuals (and their managers) are committed to provid-

completing their work on sche

sociated with each project reso
on-task, and slack time for each

ing necessary resources (materials, facilities, etc.) and are available for

uled dates.

Your first step in Schedule Resources is to review your project sched-
le and Responsibility Assignment Matrix. Record the calendar dates as-

ree, Include start and finish dates, time-
work package that is the responsibility of

the resource. Remember to include individuals who will do the work and

also obtain or release other resources (like cash, equipment, storage space,

etc.) that you'll need.

Next, revisit the initial work negotiation with each resource manager

to reconfirm their commitment

of people and materials and to let them

know the exact time frame the resources will be needed. If the resource
is unavailable at the time you require, consider the following alternatives:

> Alter the schedule to accommodate originally assigned resources if
the person or resource is not replaceable. However, it may be pos-
sible to use slack time, overtime, and other creative approaches to
change the schedule without a significant impact on quality or over-
all project completion (although they could impact costs). One of the

most helpful tools for this is

a resource leveling diagram. Go to the

“Tools: Resource Loading and Leveling” section for more informa-

tion. (See pages 50-52.)

> Select another resource to

perform the function. This may require

you to renegotiate with resource managers for another human re-
source, or to seftle for a different type of facility, equipment, material,

or special resource,

> Qutsource the work pac
outsourcing may seem like
remember that outsourcing

kage to an external resource. While
he easy way out of a resource quagmire,
could boost costs and demand that you

closely manage the quality of the work. It can also compromise your

ability to develop skills an

organizational capability.

After you've scheduled resources for each work package, audit the
use of resources in the project plan by asking the following questions:

> How many activities is any given resource working on simultaneously?

Is this too many?

> On which dates is any give

n resource not scheduled to do work?

> Are any resources scheduled to work more than 100 percent of their time?

Your answers to these ques
loading or resource leveling

CHAPTER THREE: PROJECT PLANNING

ions might compel you to use resource
ools.

A, Pitfall

in lafe Noven
wil cost sign

atch for another i
obfaining i
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For exampl
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you decide that project confiibutors
Ust meet o more aggressive sched:
s, sk them forinput. Involving them

will help build their commitment o the

hedule,

1 Tip

aate o project staff diectory thot
cludes names, addresses (efmail and

location), phone and fax numbers of

I project tsam membes and confrbu-

fors. Also include any other informe-

fi

N the team decides is relevant,
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different impac
tions:

on the choice of leader behavior. Ask the following ques-

> Superior solution: Does it make a big difference which course of
action is adopted?

b

tion equipme

Information: Do you now have adequate information to analyze this

situation?

Structure: Do you

know exactly what information is missing, how to

get it, and how to analyze it?

Commitment; Is t]
tion, or creativity,

he commitment of others, either for judgment, ac-

critical to effective implementation?

Commitment without participation: Will others commit to a conclu-

sion made by yo

Goal agreement:

S tl

without their active participation?

£

ere general agreement about goals between the

group and the organization in this situation?

Conflict about alternatives: Is there likely to be conflict about alterna-

tives within the group?

For example, if you're asked to purchase a critical piece of produc-

nt and you don't have a good understanding of the produc-

tion process, you would answer “Yes, it does make a big difference which

course of acti
find the supe

on I adopt,” and “No, I don't have enough information to
rior solution.” The leader behaviors you would use are ei-

ther A2, C1, C2, or G2. You would not use Al because that leader behav-

ior would no

Select the Bebavior

By combining the

give you the information you require.

variables, you can determine which leader behav-

iors are likely to succeed. The seven variables combine to form a diagram

called the Leadership Tree.

skills and geograp

To use the Leadership Tree, start at the left and ask the question for
the superior solution variable. Follow either the “yes” or “no” branch for
the superior solution variable, then follow either the “yes” or “no” branch
for the next variable and so on until you reach the recommended leader
behaviors. The Leadership Tree usually indicates more than one leader
behavior. Any one of
success. The one you
ment needs of indivi

To select an appro

hic constraints,

he recommended behaviors has the potential for
se will depend on the time available, the develop-
uals and work teams, and other factors such as

priate leader behavior first use the Leadership Tree

to consider all combinations of the seven variables. Then consider time

constraints and ot
ment. Finally, ask

her objectives relating to individual or team develop-
yourself what could go wrong or better than expected

if you use the behavior you've selected, and how you could avoid poten-

tial problems or e

nhance potential opportunities?

CHapTer Five: PeopLE IN ProJECTS

Pitfall

Do not fall info the trap of thinking
that every situation requires o sups:
fior solution. Often, the second best
solution is good enough and hes the
added advantage of being quicker to
implemert.
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The Guess Work in Estimating

Identifying resource requirements requires you fo esfimate how much of those resources you will
need. The three gensrally accepted estimating methods for project management are;

v Analagous—you establish a totcl cost based on the typical cost of similar projects, and
on assign o percentage of the costs across the major deliverables. This estimate is
sveloped fo fest the avalabl ;
v Defailed—you establish the tofal cost by adding the cost of all the work pockages.
v Parametric—you use accepted noms for incremental pricing to obtain the estimate,
For example, it will cost 5.20 per square foot to carpet your office.

There are clso three different types of estimates you can produce. The type you chooss should
dapend first on how rigorous you need to be to satisfy project stakeholders, and then on how
rigorous you need fo be for planming purposes.

v Ordsrofmagnitude—sprmarily used for determining project feasibility
accurate from -25% fo +75%). This is colculated af the major deliverable level.
v Budget—tely on previous project data and benchmarking, and s used for general
i Budgets are calculated the

bedelivercble level.

B
plarning and budgefing (accurate from -10% to +25%).
$
D

v

=

. and used fo
niive estimate is

efinifive—based on the detailed work plans and resource cha
anage project performance (accurate fiom -5% fo +10%). A
coleulated af the work package leve.

=1
o
==

> Human resources identifies specific professional and technical skills,
and the knowledge and experience the work package will require

1= Tip

U_Se poject Teqm membe_rs ond cor > Tacilities refers to the specific type of location, space, or work area
fitbutors to brainstorm alist of ll the required (physical plant)

resnutcesjou'l eed o complete i > Equipment represents the tools, machines, or systems needed (elec-

pioject. Then, idenﬁfy wWhich resources trical or mechanical and reusable)
will e required for each work package.

> Materials and supplies are the raw materials, purchased goods, patts,
sub-assemblies, supplies, books, or documents required (consumables)

> Special resources refer to anything that might not be commonly avail-
able in your organization and that could require special effort to
obtain, For example, if a compact disc manufacturer needed gold to
complete a project, it might be considered a special resource since
it’s not something the organization uses regularly.

Not all of these resources will come from within your organization. If
pp. 29-30 you need to explore outside vendors, it's important to know more about

contracts. (See Contracts for Survival on pages 29-30.)

Once you've identified the type of resources you'll need to complete
each work package, you can determine the amount of each resource the
work package will require. For example, look at work package 3.1 in
Example 2-4. For knowledge and skills, the project team determined it

PROJECT MANAGEMENT: A GUIDE TO THE KEPNER-TREGOE METHOD
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Record contingent actions in the fourth column of the table and make
sure you add a trigger (part of step 5) for each one in the fifth column.
A trigger warns you the potential problem has occurred, and if necessary,
initiates the contingent action. For example, if you are launching a new
oot powder product, and you identify your potential problem as “Aller-
gic reaction by customers causes negative product publicity,” one contin-
gent action might be “‘Submit test results to the media, demonstrating
product safety.” Your trigger might be “100 customers call our customer
service line to report allergic reaction” or “Media representative calls us
or our comment on allergic reaction to the product.”

=

It is also possible to have several triggers for the same potential prob-
em. In this case, each trigger would start different contingent actions,
depending on the actual timing and severity of the problem. For ex-
ample, being two days behind schedule three weeks into the project
might trigger a different response than being one week behind schedule
with only one week prior to the scheduled finish date.

The final step of PPA is just as important as the previous five—trans-
forming your thinking into action. Modify your project plan (step 6) by
adding preventive actions, contingent actions, and triggers as work pack-
ages. Treat them as you would any other work package, including the
primary resources responsible, a start and finish date, and performance
expectations, If necessary, change work breakdown structure and re-
source requirements to reflect the additional work. If this increases the
overall budget, it must be justified in terms of reduced risk and agreed to
by the customer and/or stakeholders.

Preventing problems, and being ready to fight them if they do occur,
gives you a better chance to complete your project on time, within bud-
get, and with acceptable performance,

JOIN TOGETHER

The two most valuable groups of people to involve in protecting
your plan against risk and adverse consequences are 1) those who have
managed or contributed to similar projects in the past, and 2) those who
are completely new to this type of project. Experienced individuals bring
a well-honed knowledge of the “usual suspects’—those problems that
seem to happen every time. Novices supply a fresh perspective. Their
thinking is not hindered by ideas of “the way things should be” or “this is
what always happens.”

THE MORE YOU KNOW...

It’s not always necessary to conduct a full PPA, carefully carrying out
and documenting all six steps. Depending on the nature of your project,
you can use a full PPA (complex, high impact projects) or short-version
PPA thinking (simple, less important projects). Use enough Potential Prob-

CHAPTER THREE: PROJECT PLANNING

= Tip

Spectficty is essential whe
about the damage that could be
used by a potental problem. Being

z
P=3

Pitfall

Once the danger of the potential prob-
lem has passed, remove e preparc-
fions you've mads for the contingent
action. Keaping these actions in place
when they are no longer required may
Iead to unnecessary cost or addifonal
pioblems.

=

—
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,.

[here is more than one method for calculating the critical path an,
communicating it to your project team, Use the forward and backward
pass to calculate the critical path. Review Example 3-13. This table shows
the work packages, their duration, and the earliest and latest start any
finish times. To calculate the earliest start and finish times using the for-
ward pass, do the following;

> Assume that each work package begins immediately after the relate
preceding work package is completed.

> Determine the earliest finish time using a simple formula: Earlies
start time + duration = earliest finish time.

> Begin at the start node of your project and make a forward pass

hrough the project plan by determining the earliest point in time
each work package can begin and end.

> Start at zero. The earliest start time for the work package that begins
at the first node is zero.

ext, calculate the latest finish time and latest start time for each
work package using the backward pass. Follow these steps:

> Determine the latest start time using a simple formula: Latest finish —
duration = latest start time,

> Begin at the finish node, using the earliest finish time of the last work
package as the starting point. Then, make a backward pass through
he project plan by determining the latest time each work package
can begin and end and still complete the project by the earliest finish
ime.

ow compare the earliest finish and latest finish times. If they are no
he same, then that work package has slack time and is off the critical
path. (You can also use this formula: Latest start (or finish) time - earlies
start (or finish) time = slack time.) Once again, review Example 3-13.
Work packages 1.1.1, 1.1.2, and 1.2 (among others) do not have slack
ime and therefore are on the critical path. The path through the projec
network that determines the shortest time within which the project can
be completed (zero slack time for all tasks on that path) is the critica
path. Example 3-13 displays a table that includes a column labeled “criti-
cal path.” Check that column to see which work packages are on the
critical path,

MORE ABOUT PERT

PERT (Program Evaluation and Review Technique) uses a statistical
approach to arrive at the project’s duration. PERT is a variation of the
critical path method. Like the critical path method, it is developed along
network diagram principles. The critical path method, however, bases its
time estimates on historical data, and work package durations are gener-
ally the average time that it has taken to complete similar work packages
in the past. Sometimes, though, you will not have historical data to go by
and you will have to rely on experience and good judgment to figure out

CHAPTER THREE: PROJECT PLANNING
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MODIFY THE PROJECT

Projects aren't perfect. Even though you invested a significant amount
of time and effort in Definition and Planning, you still might be forced to
make minor adjustments or wholesale changes as you implement the

project.

As you and your project team monitor the project, issues and

concerns will surface that need to be resolved. A concern can be a
problem you need to solve, a decision that you must make, potential

=

p

oblems or opportunities you need to address, or additional actions you

need to take. Modify the Project requires you to answer three questions
about these concerns:

1. What is the data telling you about this concern?

You first need to clarify exactly what the concern means. To do this,
ask the appropriate project participants the following questions:

» How was this concern surfaced?

hen is

Y VY Y Y

this...?

W
W
What exactly is...?
W

the eatliest point in the plan it becomes a concern?

hat is meant by...(name the concern)?

hat evidence do we have about...?

What different problems, decisions, or actions are part of

> What else concerns you about...?

Your answers to

hese questions will help you to separate and clarify

concerns so that you are able to take action to resolve them. See
Situation Appraisal on page 119-120 for more information on how to

separate and cla

ify concerns.

2. What should you do about ihe concern?

You've captured

and clarified concerns. Now you'll need to decide

how to handle them. Does the concern require you to make a deci-
sion or solve a problem? If so, who will need to be involved, and

when? Or does

should take the action?

the concern require that an action be taken? Who

In some cases, you'll struggle to decide which concerns should be
resolved immediately and which can be delayed until a later time.
The Situation Appraisal method on pages 118-121 offers a process
for prioritizing your concerns by considering their current impact,
future impact, and time frame.

Once you've clarified and prioritized your concerns, decide what
actions to take to resolve them.
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Handling unsatisfactory answers

Sometimes an answer is confusing or doesn’t match the
asked. This could be because the person you asked interpreted

question
the ques-

tion incorrectly or because your intent was not clear. For example, you

ask, “Have you seen Robert today?” The person, guessing a

want to know, answers, “He hasn't submitted his report yet.” To get the
information you need, clarify the intent of your question, then ask it
again. You respond, ‘I have to speak to Robert about the problem with

Line #6. Have you seen him today?”

At other times, an answer may raise doubts about how the person

you asked got his or her facts. For example, you ask, “Whe
schedule delay start?” The person answers, “They said it starte
day.” To be confident that this information is factual, and to i

what you

n did the
last Tues-
entify the

credibility of the information, you should ask, “Who said tha
“How do they know that?”

7 and/or

Incomplete answers may also cause problems. For example, you ask,
“What are your objectives in choosing the computer?” and the person

answers, “Processing speed.” If you suspect there could be ot
tives, use questioning to the void techniques to ask, “What ot
tives do you have?”

Finally, the answer you receive may be too general. For
you ask, “Why haven't you completed the report?” The informati

her objec-
her objec-

example,
on source

answers, ‘I haven't had the time.” This answer does not satisfy you, so

you ask a turnaround question—‘Why haven't you had the
get a more specific and useful answer.

CHapTer Five: PeopLE IN ProJECTS
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CHAPTER FOUR

Project Implementation

The plan is now in hand, and the project team members re-
view it one last time. They reveal additional potential problems
and add preventive and contingent actions to the plan. They are
now ready to get to work.

The profect starts smoothly, in part due to Tim Dwight's expe-
rience. During Planning, be focused part of the Potential Problem
Analysis on the start-up activities. However, the team faces a slew
of conflicts as implementation continues. The Facilities Manager
submits ber resignation to the company, so the team loses a criti-
cal resource. Vice president of Corporate Customer Services Peter
Baldwin, who is responsible for the project funds, intends to keep
an eagle eye fixed on each piece of the profect to make sure the
budget is adbered to. Other personmel changes and scope changes
pop up, and the team is forced to alter the plan along the way.

Are you ready to do the work?

After defining the reasons for doing the project and planning how it
will be accomplished, you should be ready to move into Implementation.
This is where “sweating the Definition and Planning” helps you minimize
“bleeding the Implementation.” It's now time to do the work. Guide

that will fulfill the project statement and objectives.

questions:

>
>

During Implementation, you and your project team will answer

How will work start?

How will the project team and contributors communicate duting im

o produce?

CHAPTER FOUR: PROJECT | MPLEMENTATION

by

project plan, you'll use project resources to produce the deliverables

ive

ple-

mentation, and what kinds of documentation will they be expected
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aged separately is often necessary if you
project on time and within budget. Subpr

organization, or completely delegated to an outside vendor or contractor.

manage activities that are similar in nature

ing, or have constraints that require they be done together.

Here’s a list of questions to help you
project into two or mote subprojects:

> s the overall project too large or co
manage effectively? If so, consider sep:

Complex or lengthy projects often require subprojects to group or

want to complete the overall
ojects can be done within an

, share resources, share fund-

decide whether to split yo

=

mplex for a single person to
arating it.

> Does work for one part of the project require specialized knowledge?

Specialized or technical work may req
skills or knowledge in that area.

ire a subproject manager with

> Should resources be managed differently for part of the project? It's

often best to manage work together i
resources or special cost accounting,

it requires the same type of

> s someone needed to sponsor a patt of the project? Grouping work
together that shares a need for the same special influence can help

expedite the process.

Once you've sliced off a subproject, treat it like a “mini-project.” As-
sign a separate subproject manager; develop a statement, objectives, and
work breakdown structure; review the resource requirements; then, fol-
low the remaining steps and activities in this book. Remember to keep
the project objectives for the subproject consistent with the overall project
objectives. It may require additional or different monitoring, and the sub-

project manager may choose to add more

detail to the work breakdown

structure, responsibility assignments, and schedule.

CONTRACTS FOR SURVIVAL

f you decide to use an outside vendor to provide a resource or

handle a work package or subproject, first study the types of contracts

available:

> Firm Fixed Price (FFP)—the vendor will only receive the agreed price,

> Firm Price Incentive Fee (FPIF)—the ve

Y

plus a bonus for on-time or early completion

egardless of any unanticipated cost or schedule overruns

ndor receives the agreed price

Cost Plus Incentive Fee (CPIF}—the vendor receives actual costs to pro-

vide the goods or services plus a bonus for on-time or early completion

A

Cost Plus Fixed Fee (CPFF)—the vendor receives actual costs plus a

guaranteed fee, even if the project is not completed

A

Cost PlusAward Fee (CPAF)}—the vendor receives actual costs plus an

award based on performance against some quality indicator(s)

CHapTeR Two: PROJECT DEFINITION
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s early start wil
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st st

ays (i.e., company ho
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he duration and set the sequence of each work
the approximate length of
o link work packages with actual start and finish calendar

he entire project.

precedence and duration work you did in Sequence Deliv-
eps:

idays, weekends,

aints that were surfaced during objectives-

e a start and end date for each work package and record
on a time line or calendar

ing your project:
soon as possible, If you
e, all work packages will

time that a work package

work packages immedi-

to deal with a predeter-
ate the lease expires on
In such cases, find out the
art by “moving” backward

from the completion date until you arrive at the start date. This will
help you determine whether you can complete the project on time,
and whether you need to start immediately or add additional re-

sources,
> As you
examp
ary 14

will nof

e, one of your

cannot start unti
be completed until close of business on January 5. Since this

schedule your project, you could uncover slack time.

work packages thaf
January 6 becau

work package will require three days to fi

is January 11. You have
time for a specific work package, calculate the

(To uncover the slack

difference between the
start and finish time. To

five days of slack

earliest start an
learn how to do ]

For
must be finished by Janu-
se the work it depends on

nish, the latest you can start
ime for this work package.

finish time and the latest
his, see More About Critical

Path on pages 60-61.) Use slack time to help match resources with

work packages.
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=" Tip

Don't assign aggressive start and fin-
ish dates withour sound reasoning. A-
though it's usually better to pursue a
schedule that completes the project
quickly, compare the benefits of speed
withitsrisks and potential adverse con-
sequences.

= Tip
Toke into account non-working days

(Iks holidays and weekends) when
you schedule deliverables.

. 60-61
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CLOSEOUT AND EVALUATE

The p

To determine how the
irst. After all, the objec
should meet.
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ives? If they
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well you, the project team,
manage the projec
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Then, compare them to the
your project. Di
id, congratulations to you and the project
he most important

about the exte

ual performance of team mem

Acquisition of new capabilities or skill

project performed, ¢

the project

part of the project.
one about it.

nal success for a

an

. To conduct a review of the internal
, examine the following areas:

e (on time or delayed?)
he resource estimates

ernal obstacles that impeded project work

@

well and should be re

On the opposite page is a closeout checklist

can use to evaluate your

Sometimes, problems
can cause a failu
information is captured.
tives, but experienced inte
captured as lessons learne

=

t seems obvious, bui
more than a mere, “We're
need to close ou
your project resources to ot
you should contact project
ers to let them know the p

commu.

project.

e to meet objectives. If this is t
t's also quite possible t

tnal problems and su

. Record these as well.

one, folks!” To shut

oject is finished, but is your work done? Not yet. Closing out a
project involves several activities to review and evaluate the external and
internal success of the project.

onsult your objectives

ives represent the goals you said that the project
completed deliverables—the
eliverables satisfy the objec-

team; you ac-

If'you fell short, record

second. Focus on how

project contributors worked together to

functioning of

of resource availability or shortages on the project
accuracy of reporting by the team
accuracy of feedback provided to the team

bers and contributors

peated

particularly badly and shouldn’t be repeated

and questions that you

in the way the project team worked together

he case, make sure the
hat you met the objec-
ccesses that should be

nicating the end of a project involves

own the project, you'll

any financial reporting you've maintained and release

her projects and day-to-day work. In addition,

team members, contr

ibutors, and stakehold-

oject is complete (see Example 4-7).
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funded, and resourced. You've done your homework; yo
assumptions around budget and time estimates, an

Potenti:

the project

What e
succeed?

How about actively managing the

tributors? No matter how well define

PEOPLE AND YOUR PROJECT

Your project has top management suppott; it is well-defined, planned,

al P

se can you do to increase

've tested your
conducted thorough

oblem and Potential Opportunity Analyses. You will manage
using the latest tools that technology has to offer.

he likelihood that this project will

performance of the project con-
your project is and how e-savvy

your project management tools are, there’s no avoiding the people as-

pect of
people

and within b
manage people.

But don
managet/wo

)

mistake managing people in projects
ker (superiot/subordinate) relationship.

projects. After all, at its core project management comes down to
getting “things” done. If you expect
dget, you'll need to mainta;

o deliver the project on time
n relationships and effectively

or the traditional
anaging people

in a project environment means that you understand and create tempo-

rary co

that you
project—
team membe

custom

In the Join Together sections of this book are the firs
creating an e

mo

ers).

nditions that allow for successful human performance. It means
ivate and guide the actions of everyone involved in the
rom those who repott to yo

(such as contributors and project

s) to those whom you answer to (such as stakeholders and

steps towards

fective performance system. It gives project contributors

a framework that describes how the work will be done. The rest of what
you need is contained in the application of the performance system model

to you

project. Described in more detail in the

ollowing pages, the

performance system model is the result of years of behavioral science

researc
project
nents:

> Sit

> Perl

> Response—The behavio

former—The individua

org

h (initiated by B.F. Skinner) that has been validated in numerous
and work environments. The model is separated into five compo-

ation—The immediate environment or setting in which the per-
son works.

oup.

or actions of the performer,

> Consequences—Events that follow the response and increase or de-

crease the probability
same situation,

ha

the

behavior will occur again, given the

> Feedback—The information that performers receive about progress
towards their goals that gu

ides

heir behavior.
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Are you willing to handle the ris
tive? If your answer is no, consider t
examine

ks to get the benefits of this alterna-
he next alternative. Now that you've

both the results and the risks, make your decision.

Look at the alternatives in Example 6-4. Contract resource scored the
highest at 462, but before making a selection, the decision makers viewed
some of the risks and adverse consequences for the highest performers.

The
associate

ecision makers examined

he risks and adverse consequences

with selecting the product development associate and the con-

tract resource (see Example 6-5). After determining they would be able to
manage the risks, they selected the product development associate to

lead the work package.

Record the actions you need to take to implement the decision. Make

sure you include any actions you ne
the risks and adverse consequences.

Example 6-5: Decision Analysis—Risks

Risks and Adverse Consequences

Alternative: Product Development Associate

ed to take to prevent or prepare for

Risk Probability Adverse Consequence Seriousness
It she confinues to be involved in major projects M Then conflicing interests may prevent her from H

for other dlients, devoting suffcient fime to leading this work package

If assigned responsibility for other work L Then she may be distracted from leading this M
packages on this project, work package

Alternative: Confract Resource

Risk Probability Adverse Consequence Seriousness
It he finds other more attracfive (higher paying, H Then he may not want fo or be able fo play i
longerterm) contract work, the leadership role as expected

If the schedule sips and we are unable o provide L Then he may not be available when the H

him with work af the agreed upon fime, work has fo be done
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and their managers. In this round, you and the individual agree (with the
manager’s input) to performance expectations. (See People in Projects

on page 9

for information on the Performance System and setting per-

formance expectations.) Use the following questions as a checklist to
you prepare the resource properly for the task at hand. Discuss
your answers in the meeting:

ensure

> What exactly is expected as an outcome of
signed to the contributor?

> Does the contributor understand what

> Ist]
> Wi

project?

> How will the performance of the contributor be measured?
> Wha

an

In Example 3-2, performance expectal

he contributor capable of meeting t

he contributor’s work environment sup
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work the contributor is assigned to?
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activity that the Facilities Manager will undertake in order to complete
Example 3-2: Performance Expeciafions for the Facilities Manager
Work Breakdown Structure Adivity Requirements  Measures Standards
2. Office Equipment
2.3 Office interior designed ~ Recommend an Quanity umber of infer Evaluate ot least 4
interior decorator ecorators evaluated
Quality Degree to which inferior Twwo best choices must mest
ecorators evoluated meet ot least 80% of all Want
ecision ariferia abjectives
Timeliness ~ Time fo complte the No more than 3 days
Decision Analysi
Cost Cost involved in making No more than 5250

e decision (g

¢ fuclliies

f thering data,
sefing objectives, touring
f
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how long it's going to take you to complete the work packages. PERT
approximates the average completion time, thereby giving you a better
understanding of when your work packages will probably be completed.

PERT relies on the weighted average of three time estimates—opti-
mistic, most likely, and pessimistic—to determine the expected comple-
ion time for each work package (see Example 3-14). You can then calcu-
ate the critical path and the completion times for the project. This tech-
nique is used when work packages contain a high degree of uncertainty.
For example, if a supplier can deliver a hard-to-obtain resource on time,
you could finish a particular work package within a few weeks, but if the
supplier cannot deliver the resource for several months, then your project’s
ime line could change significantly. It is also a useful technique to use
when you are undertaking a unique project, one that has a great deal of
isk, where the results are difficult to predict—such as a research and
development project—and where there is no historical information to
guide you. A PERT calculation will give you a better understanding of
duration probabilities and the duration boundaries within which you can
complete the project.

To calculate PERT:

> Assign three time estimates to every work package.

> Determine the weighted average for each work package using this
formula:

(1 x Optimistic) + (4 x Most Likely) + (1 x Pessimistic)

6

> (Calculate the project’s duration using the forward and backward pass,
as you did in the critical path method.

Example 3-14: Calculating PERT

Project Statement

Move the Corporate Customer Services department within three months at a cost not fo exceed $170,000

Work packages Duratio Opfimisfic Duration ~ Most Likely Duration ~ Pessimisic Duration
110 Inferviews conducte B 3 5
112 Relationship charts drawn 217 2 4
1.2 Department block layouts drawn i 2 3
1.3 Depariment detailed layouts drawn 433 3 4 1
21 Equipment to keep identified 217 2 4
2.2 Equipment to order identified Vi 2 3
23 Office interior designe 8.83 b 8 15
24 Equipment and office furnishings ordered i 2 3
2.5 Equipment and office furmishings received 1.5 5 11 20

62
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PROTECT THE PLAN

The project statement is written,

he objectives are developed, and

the work breakdown structure has been fleshed out. The work packages
are sequenced and scheduled. The resources are assigned and sched-

uled. Your project plan is finished, right?

Wrong.

One of the most important yet overlooked facets of successful project
management is the ability to identify—and prepare for—things that could
go wrong. In “Protect the Plan,” you'll identify where problems might

occur, which problems concern you
take to prevent or contain them.

he most, and what actions you'll

TOOL: POTENTIAL PROBLEM ANALYSIS
How do you sort through the hundreds, perhaps thousands, of nega-

once they are identified how do you
ing your project plan?

5

Dr. Charles Kepner and Dr.

project and actually planning actions

wish:

problems could most severely im

entify the specific problems thaf

an actions that will prevent the

=3

do occur

ive scenarios that could develop during the course of your project! And

stop them from negatively impact-

Benjamin Tregoe developed a technique
in the late 1950s called Potential Problem Analysis (PPA). It is a step-
by-step method for identifying what could go wrong when undertaking a

for prevention and containment.

PPA requires six steps that can be as detailed or as cursory as you

entify areas in the plan where you anticipate problems or where
pact success

could occur

List the likely causes for these problems

ikely causes from occurring

Plan actions that will minimize the impact if the problems

odify your project plan to inclu

e those actions

To complete step 1 (identify areas of the plan where you anticipate
problems), have your project plan available and ask the following ques-

tions about the work packages:

> Where do you anticipate problems?

> Where will problems impact the plan most in terms of time, cost, and
performance? Which ones are on the critical path?

> Where is work most complex?

> Where will something new be attempted?

> Where will new employees be involved?

PROJECT MANAGEMENT: A GUIDE 10 THE KEPNER-TREGOE METHOD
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v The project team believes that the project could bave been com-
Dleted by now if it were not for the lack of resources and the
many unexpected problems that have cropped up.

v The project is currently five months bebind schedule.

JoAnn knew that she could add a few more concerns to the
list, like her inexperience in conducting negotiations, handling
conflict and understanding company politics, and her naive as-
sumption that most people would understand what needed to be
done without baving it spelled out for them. But she left these off.
Even though she believed that these concerns were not entirely her
Jault, ber reputation as a profect manager in the company was
already in jeopardy—she didn't need to fan the flames. And be-
sides, the other concerns were just as much to blame for derailing

the

the

project as her inexperience.

JoAnn attached the document to ber e-mail, and sent it off to
vice president. She was learning, but would it be fast enough

1o save the project?

There’s no getting around it: As a project manager, you've got a tough

he cau

Co

equisi

job. You need to understand the specific content of the project you're
managing and also be a master of project management skills. You must
be able to balance politics, personal motivations, and unforeseen prob-
ems while striving to meet tight deadlines and budget restrictions. In
short, you're a bit like a referee in a sporting event: do a good job, and
nobody notices. Make a mistake, and everyone points the finger at you as

Se.

nsider our character JoAnn. She entered a politically charged situ-

ation when she agreed to manage this project. And she did it without the

e project management skills and experience, and enough techni-

cal know-how. What's more, most of the stakeholders in the company
were suspicious of the project and were reluctant to make the necessary

commi
projec
cal to

pressure-packed situation.

ment, which further impeded her ability to complete it. And the

's sponsors (senior management) saw the intended results as criti-

he ongoing success of the company—adding stress to the already

Nevertheless, the company viewed JoAnn as a “can-do” individual

and tal

ked her into accepting the challenge fully expecting her to suc-

ceed. And though she was a novice at managing projects, JoAnn believed

it wou

half rig

d boost her career and build valuable experience. She was only
ht.
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JOIN TOGETHER: ABOUT PROJECT
COMMUNICATION

To put it simply, project management consists mostly of gathering,
organizing, using, and communicating information. Your ability to man-
age will only be as good as the information you're using. Even the most
robust project management software tool will be rendered almost useless
without accurate, relevant information.

So this begs the question—how can you improve the chances that
the information you're using to manage the project is valid and reliable?

Your best ally, bar none, will be your ability to ask the “right” ques-
tions—questions that probe for the type and scope of information you
want—and your skill in handling the answers.

Throughout this book, you've encountered sub-sections titled “Join
Together” that help you decide who should be included in the project
activity, and how you should involve them. However, these explanations
didn’t provide you with the techniques for actually engaging in these
discussions—like questioning and listening skills.

QUESTIONING

here are several types of questions: open questions, closed ques-
tions, fact-finding questions, feeling-finding questions, and questions to
the void. Is one form of questioning better than the otherst Well, it de-
pends on the situation.

Open questions

Open questions invite unrestricted answers. They're used to gather
or clarify new information and to stimulate involvement and thinking,
The only limit that open questions impose is to confine responses to a
defined topic, and therefore they may result in multiple answers to the
same question. Also known as “free answer,” “free response,” or “unre-
stricted questions,” open questions usually start with interrogative words
such as “What,” “Where,” “When,” “Who,” “Why,” or “How.” For ex-
ample, “What work packages are delayed?” or “Where in the schedule do
you feel that the timing is too aggressive?”

Closed questions

Closed questions are used to elicit limited information; by design,
they elicit a “yes” or “no” answer. Ask a closed question to confirm or
verify information, clarify something you're unsure about, limit the choices
offered, indicate a direction, or demonstrate understanding, Also known
as “binary,” “multiple choice,” or “restricted” questions, closed questions
usually start with interrogative words such as “Do,” “Have,” “Will,” “Can,”
“Are,” or “Is.” For example, “Is John Smalley the only person assigned to
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Parts and pieces of Situation Appraisal are also very useful during a

meeting, For example:

> Separate and clarify concerns raised during any meeting by using the
questions “What do you mean by...?" and “What else concerns you
about...t”

> Set priotities on concerns or actions using three dimensions: current
impact, future impact, and time frame (for a description of each, see
page 120)

> Assign responsibility for actions to make sure they are completed.

AFTER THE MEETING
The most important thing you can do after the meeting is to make

sure that the results are communicated, and that the progress on actions
is monitored. Ask the following questions to help track actions:

> s the action plan being accomplished?
> Are the results on target?
> Has the primary meeting objective been met? If not, what can we do?

In addition, it may be useful to conduct a post-meeting Situation
Appraisal with attendees or members of the project team to identify what
still concerns the group about a given situation. This will allow team
members to contribute issues that come to mind after a meeting, or that
were not given time during the meeting.

COMMON OBSTACLES WHEN INVOLVING PEOPLE

People who join your project meetings may bring one or more of the
following obstacles to the process:
> The inability to communicate openly due to bias, hidden agendas, or
competing commitments,

> The inability to work around feelings and emotions that might infhu-
ence their ability to manage or get along with others.

> The tendency to jump to conclusions about other people, the cause
of a problem, or the best alternative for a decision.

> The desire to assume responsibility for issues that lie beyond their
skills and/or training.

> The use of broad descriptions of concerns or labels rather than spe-
cific, pinpointed descriptions.

> The tendency to present rumor and opinion as fact.

> Alack of familiarity or comfort with either the content or the process
being used.

CHapTer Five: PeopLE IN ProJECTS

p. 120

Pitfall

Gensral dsscriptions such as “morale
problem” and “communication difficu
fies” lump fogether o wide array of
concerns, effectively hindering the
group's ablity to resolve the concen.
Breaking down these descriptions inf
spectfic concemsds thefiststep o suc-
cessful resolufion.
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CHAPTER ONE

An Introduction
to Project Management

JoAnn Margolis sank into ber chair and let out a groan. Things
Just weren't going as she bad hoped. In fact, ber life at Genco Inc.
had become downright miserable during the course of Project
BiuePrint, and she wondered what would become of ber and her
team if they continued to struggle.

“If I bad known what was coming, even if it was just an in-
kiing...” she thought, ‘T never would bave become involved....”
She pushed the dark thoughts aside and concentrated on the docu-
ment in front of ber. It was a summary that she and ber project
team had prepared to update the vice president on their concerns
with the project. The document stated the profect’s status honestly;
in their last meeting, the team bad unanimously decided it was
better 1o be truthful now than to get penalized later. She reviewed
the top concerns:

v Project team members don’t have enough time to complete
their work on this project because of other higher-priority
projects.

v Project contributors are in constant flux; they bave been pulled
into other departments, or other profects full time, or bave left
the organization all together.

v The objectives for the project have changed several times as
the project proceeded.

v The internal customers—information technology and product
development departments—are unhappy with the results to date,
given the money spent (the project is 40% over budget).

v Other people in the company are spreading rumors suggest-
ing that the company plans to jettison the project and the team
members along with it.
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STATE THE PROJECT

Stating the project is the first step in Definition. A project statement
is a clear, concise phrase that describes the project’s overall goal, as well

as its time and cost boundaries.

“Move the Corporate Customer Services departmen
$170,000” is an example of a
use this example throughout this book. It contains

months at a cost not to excee
statement, We wil
three elements: 1) An action word with an end

“performance” element); 2) A target date for co

within three
project

result (this is called the
mpletion (the “time” ele-

ment); and, 3) An overall project cost (the “cost” element). A triangle

often serves as a visual representation of these t
he need to balance all three.

Take note: The project statement is not merely a group of wo

hree elements, indicating

ds; the

hree elements shouldn't be plucked from the sl
product of one petson’s or one group’s demands.
mer

A

[o accurately assess projec
aken your organization to complete similar pro

gain or optimize its benefit.

You may be uncertain abou
statement, However, it makes
stage. By examining cost realis

timing, consider how much

ion, think about when you'll need to complete the project in or

including a budget limit
good sense to do so even a
ically, you can change the en

ky, nor should they be a
Instead, the project state-

should reflect, at a very high level, the reason for doing the project.

ime it has
jects in the past. In addi-
er to

in your project
this early
tesult—or

even the scope—of your project. For example, after estimating how much

the project will cost, you may

justify the cost of the project, I
a project, don’t take a “wild guess.” Instead, wai
or Planning (when you'll have

actored in the specific cost of

iscover that the expected benefit does not
you're struggling to calculate the cost of

it until later in Definition
eSOUrces),

Developing a project statement will focus members of the team on

the intended outcome of the project. It will al
involved has the same understanding of what
plish, by when, and for how much.

JOIN TOGETHER

When you develop the projec
bers, key contributors, key stakeholders (inclu
tional managers), customers, and expetts. Refer
list for a description of each group:

so ensure that everyone
the project will accom-

statement, involve project team mem-

ding sponsors and func-
to the following bulleted

> Project team members are people designated by you or someone
else to be on the project team. The project team usually produces the

bulk of the project work.

CHapTeR Two: PROJECT DEFINITION
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Above all, what you choose to monitor should alert you if the project

has fallen behind or is ahead of schedule. Example 4-3 shows duration @ Pittall ) ]
variances for completed work packages. Work package 2.6 Office inte- . ReSiS fhe uige fo miaomonior ur
rior designed, which was originally eight days long, now shows a dura- ~ less if's reg ired for quality con
tion of 16 days, but the overall duration increase for major deliverable - puposes. Hawking every deadiine an
2. Office Equipment is only two days. This was accomplished through  eypend o will co 56 Y0U 10 expen
the judicious use of lead and slack time. fime and ensrgy that you may nes
handing more important proje
Cost , o issues. On the other hand, not mon-
Keeping a project within budget can be a tough battle. Your best i aikiias ke i
chance for success starts with realistic estimates, and a strong commit- * | _nB W Lp_C‘L es i P
ment to monitoring resource expenditures. Calculate how much of your ) T, TG om0
budgeted resources you've spent (this can include cash, materials, people TIEAEE:
hours, etc.) compared to the budget for the work completed, and how
much remains to complete the project. Example 4-4 contains a column
hat charts the cost variance—the difference between planned cost and
actual cost—for each work package. It shows several work packages
being over the budget limit, indicating that major deliverable 2. Office
Equipment is close to $6,870 over its baseline cost. These costs were
incurred partly through the acquisition of additional equipment and be-
cause of under-estimating interior designer involvement.
Example 4-4; Cost Variance
Work Packages Baseline Cost Acual Cost~ Cost Variance
2.0 Office Equipment §78,947.87 585,816.98 56,869.12
2.1 Equipment fo keep identified $960.37 §1,920.74 $960.36
2.2 0ld equipment propared $2,00000 §1,654.00 (5346.00)
2.3 Contact COMP/AX for support 50.00 50.00 $0.00
2.4 Equipment fo order identified $937.50 61,875.00 $937.50
2.5 Equipment pre-ordsred $0.00 $0.00 $0.00
2.6 Office inerior designed 65,050.00 §7,367.25 §2317.25
2.7 Equipment/ offce fumishings ordered §70,000.00 673,000.00 $3,000.00
2.8 Equipment /office furnishings received 50.00 50.00 50.00
Performance
Back in Definition, you established objectives to identify project goals.
You also may have constructed a work breakdown structure dictionary
and populated it with performance standards. These objectives and per-
formance expectations now become the primary sources for monitoring
project performance.
To monitor project performance against goals, ask:
> What will tell us if we are meeting the objectives?
> How well is our performance meeting the objectives?
73
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Project Management Activity  How Performance Is Inflvenced During This Activity

When you. .. Make sure. ..

State the Project and Develop Objectives set the expectations of the Performers against the overall goals of the project;this wiltell
them what resuls are expected of the project

Develop the Work Breakdown Structure describe the actual work to be done, as well as the measures and standrds for

eveluating the work

=

breakdown stucture deliverables and wark packages contain measures and
s that define the desired Response

The w
ndar

=

Identify Resource Requirements and others know what knowledge and skill are needed fo do the work

&=

Al he:tools and resources needed to complete the work are avalable

Rssign Responsibility You communicate and explain performance expectations to the Performers

=

You align the expectations of the Performers with the overall gocls of he project; this wil

quide their decision making as they complete the work

site knowledge and skills

The Performers re suited fo the work assigned and have the req

The work they wil do is supported by enc s petceived by them)

=

ging Consequences

=

Sequence Deliverables and Everyone involved knows when the work should be completed and in what order.
Schedule Deliverables Performers receive a signal to perfom.
Schedule Resources Performers know exactly when they'te needed to complete the wark. Confirm that other

required resources will be availoble when nesded

The resource manager agrees that the Performer will be available ond that the
Performer wil nat be punished for neglecting other wor

Protect the Plon You create o clearly understood backup plan that can be implemented at the moment of need

Start to Implement Shortderm expectations are understood; Performers know what they need to do in the first few
weeks so they don't stumble

Ground rules are established that clarfy expectations and avoid aeating undesirable
Consequences for the project feam

You give project partcpants a dlear signalto start wark on the project

Manitor Project inform the Performers about what will be measured and what they should report on

¥
You provide the factual information needed to give meaningful Feedback to Performers
¥

Hodify Project ou understand and communicate how expectations have changed and what Consequences

need to be modified or changed

Changes to the plan don't resfrict Performens’ ability to do the wark; you provide reasons for the
changes so that people don't get discouraged

(loseout and Evaluate You understand how the Situation can be improved on the next project; records are kept

raging or discouraging Consequences of warking on the project are revealed

.
=
=

Timeliness and accuracy of Feedback are assesse

Py
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Example 4-1: Ground Rules

SUBJECT: Ground Rules Rugust 9
10: Corporate Customer Services Froject Team
FROM: Tim Duwight

Thanks for participating in yesterday's kickoff meefing. As discussed, along with the project baseline, please keap the following

ground rules avalable for eosy reference throughout the project

o Don't hesitate fo come fo me, but look first to the person with primary responsibity for your tusks if you have questions
or coricens about your work.

o Please seek out approval for any overtime of mo

& thon two hours or unbudgeted expenses of more than $250.

o This project will be moving fast. Please report e following o

Ge

— One day prior fo your tusk’s date, confitm your readiness

=

— Once a day while the task is undsrway, report percent complefe and concems

— On the day of completion, confitm with Actual versus Plan for fime and cost, and any remaining concerms.

o {Jss emall for routine reporting

o {Jse the phone and voice mal for any urgent ssuss.

o [ts OK 1o call me ot home after hours and during the weekend.

I ook forward to our working fogether and sesing us all comfortably ensconced in our spanking new offices.

S

n the Corporate Customer Services example, Tim Dwight holds a
kickoff meeting. Since not distupting service to customers during the
office move is crucial, everyone who will be involved in the project is
invited. The project plan and responsibility assignments are reviewed
and questions from the group are discussed. The meeting is short, but
beneficial. The discussion clears up questions about moving the com-
puter, plans for the new office space, equipment being purchased, time
frame for the actual move, etc. Also discussed are reporting responsibili-
ties, review meetings, escalation of issues, potential problems and oppor-
tunities, etc. As a result of the discussions, the plans changed slightly and
this is reflected in the Gantt (see Example 4-2). The overall budget was
baselined at $165,483 and the overall duration at 45 days, an increase of
7 days from the initial 38 days shown in Example 3-10. Weekly review
meetings were scheduled for Monday of each week. A closeout meeting
and opening celebration were added to the Gantt chart as well as new
work packages resulting from potential problem and opportunity analy-
ses.

CHAPTER FOUR: PROJECT | MPLEMENTATION
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DECISION ANALYSIS

Decision Analysis is a step-by-step process that helps you make a
choice. It's especially effective if you face a very complex or important
decision, or if you need to demonstrate the thinking that goes into your
decision making,

WHERE TO USE IT

Use Decision Analysis to handle the many choices that arise during
Definition, Planning, and Implementation. Here are just a few areas where
you can use Decision Analysis in a project:
> Selecting a project manager
> Designing work packages
> Selecting capital equipment
> Determining the facility you'll use to complete part of the project
> Selecting vendors
> Choosing people for responsibility assignments
> Demonstrating the benefits and risks of any decision you need to
present to stakeholders
> Choosing the most effective method and times for monitoring the project
> Selecting the best way to bring a project back on track
> Selecting the best way to acknowledge project contributors
P Tip STEPS IN THE PROCESS
Use Dedsion Anlysis to detemine The first step in Decision Analysis is to write a decision statement.
which projecs fo work on. Your ob Ask yourself (and others involved), “What are we trying to decide?” Phrase
' your answer into a decision statement starting with a choice word like

fectives should indude the anficpated
tesuls of the project, as wall as re:
source and other restictions you face.

"«

“select,” “pick,” or “choose.” For example, your project may involve con-
ducting the company’s annual sales conference and you need to decide
which hotel will host the sales conference. Your decision statement might
be, “Select a hotel to host our annual sales conference.” Or, maybe you
have to select a resource to lead a particular work package, in which case
your decision statement might be, “Select a resource to lead work pack-
Iz Tip age 12.1 Technical Manuals Produced.”

Obiectives can have either a quantif Once you've written the decision statement, list the objectives that
able measure of measures that e describe the ideal outcome for your decision. Like project objectives,
dlearly undsrstood. In ether cass, the  * your decision objectives will contain results you want and restrictions

measures should be documented. you must adhere to.

122
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measure could be “Number of days to process the orders.” The standard
here could be “Within two days.”

Signal to Perform

The general question for assessing the signal is:
> How clear is the signal to perform?

A binary question can be used to understand the nature of the signal,
its visibility, and clarity:
> (Can the Performer easily recognize the signal to perform?

Signals are most effective when they are built into the job and do not
require judgment on the part of the Performer. Signals should be overt
and tangible if they are to be easily understood. The project schedule is

one very strong signal for Performers to start the work. Another is the
kickoff meeting,

Work Environment
The general question for assessing the work environment is:
> Howwell does the work environment support expecied performance?
Additional binary questions pinpoint the performance system defi-
ciencies related to the work environment:
> s the input the Performer receives appropriate, correct, and timely?

> Are job procedures and work flow effective?

> Have multiple or competing priorities been clarified? Has sufficient
priotity been assigned to the desired Response?

> Are adequate resources available: time, people, money, information,
ools, or support equipment?

dies by human performance tech
ologists like Thomas Gilbert, Geary

mmler, Alon Brache, and others in- The identification of specific weaknesses in the Situation component
icate that the maj ity of perfor- will indicate where changes are necessary to improve the likelihood of
ance improvement opporfunifes are successful performance. While a full analysis of the Performance System
be found i the performance envi should ble completed before any solutions are implemented, performance
ament, &.g., Situafon, Conse- expectations clearly drive successful performance.

g
nces, and Fesdback. The role of the project manager is critical in ensuring that perfor-
mance expectations are clear and understood by the Performer. When a
team of Performers is involved, the project manager may need to clarify
and confirm expectations with each individual. This will ensure that the
context within which expectations are presented is compatible with an
g,

> Do the physical surroundings support effective performance?

individual’s preferred sty
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155 Tip

st likely, your Situation Appraisal
requirs the input of more than ong
0 indviduals. Involve the appro-
priata project team members, contibu-
s, stakeholders, and exparts fo en-
sure thatyou capture allrelevant con-
eims.

= =

—
=

= Tip

Siruation Appraisal is one of the best
fools to use af e hoc or agendadass
project team meefings and for con-
fronting concems (whenever they may
arise) with the project’s progress.
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SITUATION APPRAISAL

Situation Appraisal is a step-by-step process that enables you to sys-
tematically identify, sort, and prioritize concerns. It is especially effective
in a project management environment where you encounter many issues
that compete for your attention.

WHERE TO USE IT

Situation Appraisal will be useful throughout Definition, Planning,
and Implementation of your project. But here are a few especially valu-
able areas where you can apply Situation Appraisal:

> Producing the list of reasons for completing the project prior to writ-
ing the project statement.

> Identifying and clarifying the things that need to be completed or
addressed during the project (prior to Definition).

> Listing concerns around how an objective will be met prior to devel-
oping the work breakdown structure or designing a work package.

> Clarifying concerns arising from project monitoring and other sources
o better understand how your project plan should be modified.

=

> Creating and maintaining an “open” Situation Appraisal on issues that
arise and are resolved during the life of the project. This will help
you keep track of issues, resolutions, decisions, and changes and
help you prepare status reports and a closeout report at the end of
the project.

STEPS IN THE PROCESS

The first step in a Situation Appraisal is to establish a theme and time
frame. The theme is a brief phrase that describes the target of your Situ-
ation Appraisal, and it can be general or specific. For example, if you're
defining a safety improvement project, your theme might be “All con-
cerns we have about safety.” Later on in the project, you might conduct
another Situation Appraisal that's more focused, such as “The delay in the
oil clean-up work package.”

Adding a time frame focuses the appraisal on a block of time be-
cause, as you are aware, information and priorities are constantly chang-
ing and need to be updated frequently. Restrict your Situation Appraisal
to a time frame such as “this year” or “within the last quarter” or “this
week” if it’'s appropriate.

After recording the theme and time frame, list all of your concerns.
A concern can be a decision to be made, a problem that needs to be
solved or prevented, an action that requires completion, or an opportu-
nity that needs to be seized. Record everything that's revealed during this
step, even if you're not sure it qualifies as a concern. However, avoid

PROJECT MANAGEMENT: A GUIDE TO THE KEPNER-TREGOE METHOD
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SITUATION

Before you dive into learning about the Situation component, con-
sider how all the components of the performance system model work
together to guide behavior. In a particular Situation, a person or group
(Performer) takes an action (Response) which produces either wanted or
unwanted results for the Performer (Consequences), the project, or the
organization. Information (Feedback) is provided to the Performer about
the adequacy and appropriateness of the result.

The Performance System Model

Feedback
How appropriate is the
Feedback and how well is
it used to influence performance?

Situation

How clear are the performance
expectations and how well are
they understood?

i i ?
How clear is the signal to perform? Consequences

How well does the work How well do the
environment support expected Consequences enct

performance? expected performar

Performer Response
How capable is the What is the observed

Performer to meet performance?
the performance How does it compare
expectations? with expectations?

It’s true—some project managers are naturals when it comes to ap-
plying this model; they work expertly with people, motivate stellar per-
formance, defuse conflicts adeptly, and sway stakeholders and custom-
ers. But even the most rational managers among us occasionally rely on
vague information and emotions to describe and manage human perfor-
mance. How many times have you witnessed others using (or even used)
he following labels: “lazy,” “unmotivated,” “uncooperative,” or heard a
people problem described as “a case of poor communication,

" “not see-
ing eye-to-eye,” or “two individuals who just don't get along”?

"«

The performance system model will bring the aspects of managing
people to the forefront of your mind. It will help you pinpoint concrete,
specific behavior, reveal its origins, and take effective action to produce
he appropriate behavior. (See Example 5-1 for how this works in a project
context.)

CHapter Five: PeopLe IN ProJecTs





OEBPS/image/1_Page_112.jpg
Managing Involvement: Leadership Tree
Commitment Conflict
Superior without Goal About
Information Structure Commitment Participation Agreement Alternatives
Do you now Do you know Is commitment Will they commit I engl s there likely
have enough exactly what of others 10 4 conclusion BEMe| to be conflict
information to information critical to made by you qoals hetween ahout
find a superior is missing and of 1) without their the group and alternatives
is adopted? solution? how to getit? implementation? active the organization within the group?
participation? in thi ation?
yes 0 yes O yes O yes O yes O yes O yes O
no 0 nod nod no O no O no O no O
no ; A, A2,C1,C2, G2
Vg
ye8
no G2
& no yes A1, A2,C1,C2, G2
y Joy o
. @ M, A2,01,C2
ho
ye® 1ee G2
o
% © e G2
g ey o
NZ 1,02
yes noe
/z jes A2,C1,C2,G2
o o
A2,C1,C2
ne
Vg 68, 2, G2
Mo
g
o 2
0o
yes G2

104

PROJECT MANAGEMENT: A GUIDE 10 THE KEPNER-TREGOE METHOD





OEBPS/image/1_Page_015.jpg
CHAPTER TWO
Project Definition

Moving the Corporate Customer Services department will be a
huge undertaking. Although the project manager, Tim Dwight,
has seven years of experience in managing complex projects, the
rest of the project team is new to the project management game.
What's more, many team members hold a personal stake in the
outcome of the project; they are members of the Corporate Cus-
tomer Services department.

During the first project team meeting, Tim explains the deci-
sion by the company’s executive committee to move Corporate
Customer Services. As the team already knows, an old building
bouses the current offices, and it’s not equipped to meet the
department’s increased technological needs. In addition, Tim tells
the group, the executive committee recently agreed to expand the
department by adding 45 new people within the next year. The
new office provides extra space for the already cramped depart-
ment and leaves room for the upcoming growth, as well as some
additional future expansion. It also allows the company to up-
grade the technological capabilities of the department and its work
environment. New furniture and décor will be part of the plan.

By the end of the meeting, the group knows that they have
three months to plan and conduct the move, and that the budget,
provided to them by the executive committee, is $§170,000. They
also understand the need for a smooth, well-managed move, and
the reasons bebind the deadline.

Why are you doing this project?

Too often, project teams begin to plan a project before they have
taken the time to truly consider why they are doing it, how they are going
to do it, and what it’s going to take to get it done. There is a tendency to
start out by building Gantt charts—and project management software
prompts this behavior—without considering the fundamental purpose of
the project. Jumping to the creation of time lines is often the first wrong
step taken by project teams destined for trouble,
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DECISION MAKING AND PROBLEM SOLVING

SUMMARY

The processes discussed in this chapter are not a brand new way of

in a logical framework
o dealing with conce
mation effectively. Th
helping you draw on

hinking. Situation Appraisal, Decision Analysis, and Problem Analysis
simply take the common sense ideas you have always used and put them

. Because they are systematic, thorough approaches
tns, they will help you gather and organize infor-
ey will guide you through unfamiliar situations by
your experience and judgment. In short, they will

help you and your project team deal in a rational manner with the chal-
enges that projects throw your way.
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Few peopls work without breaks,
interruptions, or distractions. f you've
assigned someone fo o work package
that requires working an eighhour
day, don't be surprised i that work
package fokes more than a day fo
complste.

TOOLS: RESOURCE LOADING AND LEVELING

Resource loading and leveling diagrams provide information about

resource availability, how t

work packages they're assigned.

Resource loading diagrams help you al
duration of the project. This will ensure you haven’
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assist you to balance over-
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discover that a resource is overloaded, take one of the following actions:

> Extend the
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> Move
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when he or

she has time.

ces from other work packages so that it will
on time.

uration of the work package to allow more time for the
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k packages around so that the resource can complete it

Example 3-9 is a “before and after” picture of a resource’s workload.
The “before” chart shows facilities management skills overloaded

or week

8 of the project. The “after” diagram is a result of decisions that the project

Example 3-9: Resource Loading and Leveling
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EVA elies on accurate and fimely doto
fo produce indicators. Make sure
you have—or install—data capfure
systems for relevant data, then
check the key indicators ragularly
when monitoring.

ADDITIONAL IMPLEMENTATION TOPIC

EA

RNED VALUE ANALYSIS

Budget and schedule reports can tell you whether you've spent more

money, or completed less work, or even finished in less time than planned.

Bu

=

hey don't tell the whole story. What if you spent less money three

months into the project than you planned? Is that good? Not unless you
completed as much work as you expected. What if you completed more
work in three months than planned? Is that good? Not if you spent more

money than planned.

Examining bu

get and schedule reports may not be sufficient for you

to accurately gauge project success. Earned Value Analysis will help
you reconcile your spending and work completed by comparing them

together...against
value elements an

he plan. Example 4-8 shows the breakdown of earned
variances for the Corporate Customers Setvices project.

Example 4-8: Earned Value Analysis

Work Breakdown Structure Py 1] AC Y (v BAC EAC  Varianee
Move Comorate Customer Services $165,482.87 S165,482.67 S177,208.98 S0.00 (S11726.12) S165,482.12 $177,208.98 $11,726.12
Offce layouts 50.00 50.00 $0.00 $0.00 50.00 50.00 $0.00  S0.00
Offce equipment ST8947.87 ST8947.87 $B5.816.98 S0.00 (56869.12) S78.947.67 $85816.98 $6,869.12
Office areq §77,620.00 $77,620.00 $82,620.00 $0.00 (55,000.00) $77,620.00 $82,620.00 $5,000.00
Office move §5,000.00 $5,000.00  $5,000.00 S0.00 .00 $5,000.00 $5,000.00  S0.00
Organization manuals §2915.00  §2915.00  S2772.00 0.0 S143.00  $2915.00 S2772.00  $143.00
Project managed 50.00 50.00 $0.00 S0.00 50.00 50.00 50.00  50.00
Opening celebration §1,000.00  $1,000.00  $1,000.00 50.00 $0.00  $1,00000 100000  S0.00
The elements of EVA include:
> Planned Value (PV): How much did you budget for all the work
packages that were supposed to be completed by now? In other words,
how much should you have spent by this point?
> Farned Value (EV): How much did we budget for all the work pack-
ages that we actually completed? The reason it is called “Earned Value”:
“earned” because we've actually done the work; “value”because of
how much we said it was worth when we budgeted for it.
> Actual Cost (AC): How much did it actually cost to do the work we
actually did?
84
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lem Analysis to reduce project risks to acceptable levels. Depending on
the consequences of late completion, or even complete project failure,
more analysis and preventive and contingent actions may be needed.

For short-version Potential Problem Analysis, ask questions like:

What could go wrong?

What can I do to stop it from going wrong?

>
> What would cause it to go wrong?
>
>

What will I do if it does go wrong?

A quick Potential Problem

Thinking about the answers (and what you can do to prepare) will
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PERFORMER

The Performer is usually an individual, but may also be a team or
larger organizational unit. Performance is more likely to be successful if
the Performer has the capabilities to complete the specific task or project.

The general question for assessing the Performer component of the
performance system is:

> How capable is the Performer to meet the performance expectations?

The pinpointed questions are:

> Does the Performer have the necessary knowledge and skill to per-
form?

Y

Does the Performer know why the performance is expected?

A

Is the Performer well suited to the job?

Assessing the Performer component of the performance system re-
quires care. While the assessment of knowledge, skill, and understanding
may be completed objectively, avoid making assumptions about the na-
ture of individuals and how well suited they are to the job. The personal
limitations of a Performer (physical, emotional, and intellectual) are more
difficult to assess. But research suggests that, if the organization has been
careful in its initial selection of the Performer, subsequent difficulties
atising from these limitations, or from preferred communication styles,
are rare,

Developing solutions for the Performer component of the perfor-
mance system also requires care. Consult with the Performer and his or
her manager about the best ways to achieve the appropriate levels of
knowledge, skill, and understanding. You may choose to accommodate
personal difficulties, particularly if they are temporary in nature, but keep
in mind that you, as project manager, are responsible for delivering the
project’s results and for working within the project’s constraints. In cases
of a clear and continuing mismatch, ask the Performer’s manager for a
substitute or obtain a contract resource, Such a situation will need to be
handled with care, especially if the Performer outranks the project man-
ager, is highly regarded, or is the only resource available.

RESPONSE

Responses are the specific, observable actions taken after perceiving
signals in the environment. The Response may involve a single action or
behavior, or may consist of several actions or behaviors.

When analyzing a performance issue, the logical place to start is with
the Response. What actions or behaviors have actually occurred? The gen-
eral questions to help gain that understanding are:

> What is the observed performance?
> How does it compare with expeciations?
> What are the desired and undesired, or aliernative, Responses?

CHapter Five: PeopLe IN ProJecTs
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Example 6-6: Problem Analysis—Statement and Specification
Problem Statement

Workstations arrived lufe

Dimension Is
What Workstation desks
Arived late
Where Yendor's warehouse
Not applicable
When 12 August

Still had not arived between 12 August and 20 August
Single incident—o pattern
During preparation for shipping by vendor

Extent Al workstation desks

7 days lte

Not applicable
Occurred once:

Is Not

Workstafion refums, lateral file cabinefs, hutches

Missing, arrived domaged, wrong workstations

Vendor's shipping dock
Not applicable

Before or after
Could have arrived between 12 August and 19 August
Could have arrived affer 20 August

During submission of purchase order
During purchase order processing

ane, one of two
More or less than 7 doys

ot applicable

Less ormore

evaluate possible causes for the problem statement “Workstations arrived * I Tip

late.”

IF you're sfill searching for causes,

The final step in Problem Analysis is to confirm that the most prob- * examing the list of distincions and
able cause is actually the true cause. Do this by testing the most probable  ask, “What hos changed in, on,
cause, gathering facts to confirm it, or by watching the problem as it ground, or cbout each distinction?”

happens. Then assign actions to fix the problem.

Problem Analysis may seem complex at first, but it doesn't have to

These changes can help suggest
auses.

be. Sometimes, just asking the problem specification questions can help

you and others solve the problem.
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Answering these questions will require that you and your project team

engage in predictive m

onftoring.

Predictive monitoring involves judging

whether project objectives will be met by the end of the project...based on
progress made against them to date. If some of your objectives will be met
several months or years later, there’s even more reason to monitor progress
now so that you'll have a factual basis for judging whether the objective will
eventually be met. If you determine that objectives might not be fulfilled,

you'll take action in the

next activity—Modify the Project.

«

There are many approaches to “when” you should monitor a project.
Some project managers prefer to scrutinize the start and finish of every work

package; others monitor on a weekly or monthly interval. Still othe

s only

pay attention to certain work packages on the critical path. How often you

choose to monitor will depend on

the size and complexity of your project, as

well as your personal style of managing. Ata minimum, compare the plan to

the actual work being completed to see how the project is doing,

See Example 4-5 for a snapsho

of how work is progressing during

imple-

mentation of the Corporate Customer Services project. You will find that the

work for major deliverable 2. Of
hours over the original estimate
workstation returns being delayed in shipment (see 127-130), and

change in facilities management leadership.

ice Equipment has increased by almost 79
of 141 hours. This was caused by internal

by the

Example 4-5 Work Variance

Work Packages Buseline Work
2.0 Office Equipment 140.4h

2.1 Equipment fo keep identified 14h

2.2 0ld equipment prepared 24h

2.3 Contact COMP/AX for support th

2.4 Equipment to order identified 15h

2.5 Equipment pre-ordred 12h

2.6 Office inferior designed 43h

2.7 Equipment/office fumishings ordered ~~ 10h

2.8 Equipment /office fumishings received ~~ 5h

Actual Work Work Variance

218.55h 78.15h
26h 4h

2h th

h Oh

30h Sh

1h th

86h 43h

3t 2%
4.55h 0.45h

p.75

74

It's possible that you'll need to monitor some pats of t
hers. For example, you may monitor the project

more frequently than o

he project plan

after every work package along the critical path to ensure that the project

is on schedule, but res
(see “Walking the Miles
should monitor the pro
> When will periodic

age results?

erve the rest of your monitoting

> When will detailed,

for milestones
ones” on page 75). To determine how often you
ject, answer the following questions:

monitoring provide sufficient information to man-

tequent monitoring improve project performance?
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Responses should always be pinpointed—described in behavioral
terms, free of generalizations or labels. The description should be clear
enough so that someone could replicate the behavior or action simply by
reading it. Where possible, track behavior and results over time to deter-
mine variations and to assess the impact of changing behavior.

CONSEQUENCES

Consequences are events or conditions that follow a Performer’s Re-
sponse and increase or decrease the probability that the behavior will
occur again, given the same Situation. Consequences are useful in ex-
plaining why Responses are maintained or modified over time.

There are two types of Consequences that impact behavior: Encour-
aging or positive Consequences, and discouraging or negative Conse-
quences. Encouraging or positive Consequences reinforce behavior, and
increase the probability that a particular Response will occur again. Think
of these Consequences as rewards. Discouraging or negative Consequences
reduce the probability that the Response will occur again.

Consequences (either encouraging or discouraging) are most power-
ful when they occur immediately after the behavior or action and are
relevant to the Performer,

Consequences should be recognized as encouraging or discouraging
in the eyes of the beholder. Do not assume that because a particular
Consequence was well-intended, it will have a positive effect on perfor-
mance. For instance, a Performer may accomplish one of his or her work
packages well ahead of schedule. The project manager assigns this Per-
ormer additional work packages, pethaps those that are behind sched-
ule. Instead of being thankful for the new challenge, the individual re-
sents the additional workload, and in the future completes project assign-
ments by the exact due date, and not a moment before.

The only way to tell if a Consequence operates as intended is to
observe subsequent behavior. If a behavior is followed by Consequence
X, and the behavior occurs again, you may assume that it is an encourag-
ing Consequence. If a behavior is followed by Consequence Z, and the
behavior disappears or the frequency drops dramatically, you may con-
clude that it is a discouraging Consequence, despite its intended effect.

Balance of Consequences

The Balance of Consequences demonstrates how the nature and tim-
ing of Consequences influence performance overall. Three aspects of
Consequences are in question. First, consider how the Consequences to
the Performer for the desired Response compare with Consequences to
the Performer for other alternative, or undesired, Responses. Second,
understand how Consequences to the Performer for the desired and un-
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The Order of the Day
You can use four types of precedence relationships to determing how work packages should be
ordered:

Finishto-stari—Smplest, most commonly used technique; refrs fo finishing work package A
sfore starting work package B. (e.g., Finish hiring the operator before starting to train the
opeator.
Finish-o-finish—Finish Ain order to finish B. (e.g., Finish final customer requirements meefing fo
finish documenting the requirements.)
Start-to-stari—Start Ain order 1o strt B. (e.g,, Starrwiing the book before starting o it e book )

Start-to-finish—Start A in order to finish B. (e.g., Stort project manager selection process fo finish
he proposal development process.)

—_

mandatory (hard logic) dependency on one another; for example, a
house cannot be framed unless the foundation is finished. Other work
packages have a best-practice (preferential) relationship. For example,
it’s more efficient to run electrical wires after plumbing has been in-
stalled. It's also possible that some work packages have discretionary
dependency, that is, they're arranged in a certain order because the
customer or project manager wants it that way. For example, the owner
of the house wants the driveway completed before the deck is built. And
finally, some work packages have an external relationship, meaning
that they have a relationship with activities outside the project that dictate
the order of their completion. For example, if major road construction
(not related to your project) will cut off access to your building site, you
may want to complete certain work packages eatlier to avoid this threat.

[T . . .

o T'P Determine the duration of each work package from start to finish,
Did you make any assumptions when given the caliber and availability of resources. Your estimate should rep-
sfimafing elapsed fime? Ifso, lemem- « resent elapsed time of each work package, not actual time-on-task (you

ber torecord them inyour work bregk- .~ caleulated time-on-task in Identify Resource Requirements).

0w shuctut dicforar, long i For example, review work package 2.5 in Example 3-3. The time-on-
P'””S focheck of confim yourassump ask to receive the office equipment is one day. However, the duration,
fons laer. or elapsed time, for the supplier to fill the order is 10 days, making the
otal duration for that work package 11 days. Record the duration for
each work package in a table (see Example 3-3) or enter it directly into
your project management software. Another way to estimate duration is
o examine the availability of a specific resource. If time-on-task of a
work package is 10 days and you have two resources who can work on
his but only at the rate of one day a week, your total duration will be five
weeks,

As you finalize the elapsed time of a task, keep in mind there is often
a need to add lag time. Lag time refers to the necessary, built-in gap
between the timing of two work packages. For example, if you paint a

40
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evant to the Perform

One of the challenges of adjusting a Feedback system to improve
performance is to ensure that information is provided in a context rel-

design the most appropriate mechanism.

er. The leader and Performer should collaborate to

Obviously, the above description represents the ideal. But it's very
possible to approximate this ideal by focusing on the performance sys-
tem as you would any other critical aspect of project planning—using
careful analysis and collaboration to produce the best possible results.

HOW THE PERFORMANCE SYSTEM WORKS
IN A PROJECT CONTEXT

f you're able to construct an

performance system, it might look like this:

>
>
b

A

management activity should
system. Project team membe

People know what's expecte

Standards have been set an
judge success.

Other tasks or aspects of the
create conflicting job deman

willing to do so.

=

of them.

The need for the performance is clearly communicated.

The necessary equipment, budget, person
ems are in place, and they function as in

The Consequences are balanced—the Per

influence the five components of the

communicated, and will be used to

work environment do not interrupt or
s (this is also known as “noise”).

The Performer knows how to carry out the task, and is skilled and

nel, and other support sys-
ended.

ormer is rewarded for per-

forming as desired and there are no incentives for undesired responses.

Feedback is frequent and provides the
needs to maintain or modify behavior.

information the Performer

The following table demonstrates how your work in each project

be used to buil
s and contributors are referred to as “Per-

an effective performance

formers” because they represent the groups whose performance you'll
influence as they do the project work.
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There are many project management software programs that will cal-
culate the critical path for you using either CPM or PERT or both.

Sequencing your work packages will provide you, your project team,
and project contributors with the order in which work packages must get
done to complete the project. It will also offer a more accurate estimate
of how long your project will take to complete. Remember your project
statement?! You may need to revise the completion date based on your
work in this section.

@ Pitfall

Look af the length of the other paths
in your network. If they are neary us
long as the critcal path, they will nesd
fo be monitored carefully. Sippages
onthese paths could change your i
ol path.

Example 3-6: Activity-on-Node Network Diagram
Projed Statement

Move the Corporate Customer Services department within three months af a cost not fo exceed $170,000

Network Legend

O Start or end of activity

—  Precedence arows

. Critical path

D Duration

CHAPTER THREE: PROJECT PLANNING
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Example 4-6: Actual Schedule
Project Statement

Move the Cororate Customer Services department within three months af a cost nat fo exceed $170,000

Work Packages 0 Gantt | ) 3 ! 5 6 7 B g

1.1.1 Inferviews conducted
1.1.2 Relationship charts drawn
1.2 Depariment block layouts drawn

1.3 Department detaied layouts drawn ‘”Ilmm
2.1 Equipment to keep identified 1

2.2 0ld equipment prepared -
2.3 Contoct COMP/AX. for support -

2.4 Equipment fo order identified w4 1 ]
2.5 Equipment pre-orde
2.6 Office inferior designed
2.7 Equipment/office furnishings ordered
2.8 Equipment/office furishings received
3.1 Hlchrical services installed

3.2 Telephone services installed

3.3 Computer services insfalled

4.1 Work ordsr submitted
4.2 Equipment and offce furnishings moved
4.3 Office fumishings installed

4.4 Equipment installed
4.5 Personal materials moved

5.1 Customer /vendor notices distributed
5.2 Corporate brochure updated

5.3 Personnel database updated

5.4 Telephone directory revised

6.1 Kickoff megfing held
8.2 Weekly review mesing held
8.3 Clossout megfing held

7.0 Opening celebration

ol Y,
-VIIIIIIIIIIIIIIIIIIIIA
[ ] ]
(/77777774
e
/]

=7

0 1 1 3 4 5 6 1 8 9
& Actud
1 Baseline n =1 Working Day WEEKS
3. How will this impact the project plan?
Will you change the project objectives? Rearrange the project sched-
ule? Launch a new project? Change the entire scope of the project?
Request additional resources?
78
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Your choice will depend on the goods or services being provided, as
well as the financial risk involved (for the vendor as well as your organi-
zation). Obviously, Firm Award Price (FFP) contracts are high-risk for the
vendor and low-risk for the customer. Conversely, Cost Plus Award Fee
(CPAF) contracts place most of the potential risk with the customer, and
very little with the vendor. The others represent risk ratios somewhere
between those extremes. The type of contract chosen should reflect sev-
eral things, including:
> The degree of difficulty in providing the goods or services

Whether it involves hazardous materials or methods

>
> Whether there will be future use for the goods or services
> Whether the deliverable is well defined and unlikely to change.

FFP — Firm Fixed Price

FPIF — Firm Price Incentive Fee

CPIF — Cost Plus Incentive Fee

CPFF — Cost Puus Fixed Fee

Contractor

Rizk CPAF — Cost Plus Award Fee

Customer
Risk —

IS Tip
I certain countrie, the government Select the contract that represents risk that is acceptable to both the
or ober agencies S(,) efnes provid vendor and your organization, Your organization’s legal, contracting, and

purchasing departments may have policies and procedures in place that

incentives for iring norvadftional sub
apply here.

contractors. Project managers should

SRR T iEe ASSESSING THE FINANCIALS
funifies where such subrcontractors

could best be uflized. Cost is often a critical factor in projects. The money spent should be
considered as an investment and a reasonable return should be expected.

The worth of the investment is often the deciding factor for whether a

project gets done, or which among several possible projects deserves

allocation of limited resources. Organizations typically use several meth-

ods to assess a project’s financial soundness.

> Payout Time is one method of evaluating the investment. This sim-
ply compares all the project expenses to the expected net income by
time period (e.g., by month or year), and finds the point when the
investment will be repaid. Capital is not included in the expenses
because it does not represent worth that leaves the organization.
Cash spent on capital is simply converted to physical and durable

30
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Do’s

Get key information

Don'ts

Gain commitment Be compliant
Think analytically Think mechanically

Listen actively

Consider facts and feelings

Be objective

> Respond to the message—An active
nonverbal feedback when respon

Hear passively

ump to conclusions

Consider only the facts
ake a value judgment

listener provides both verbal and
ing to a speaker. Good listeners

let the speaker know the message was heard, understood, evaluated
correctly, and they are prepared to follow up. When responding to a
message, avoid being defensive, using the blank-stare approach, or
sending a mixed message (i.e, inconsistency between verbal and

nonverbal cues).

HANDLING ANSWERS

How you handle answers is another key to gathering and confirming
useful information. Handling answers means receiving and assessing in-
formation given to you by others. There are five components to handling
answers; listening, acknowledging, confirming, recording, and providing

feedback.
> Listening—Use ge

contact, leaning fo
that you’

e interested in what he or she h

stures and facial expressions such as making eye

rward, and nodding your

nonjudgmental atmosphere that encourages the speaker t
ing. In addition, make sure you give them time to talk.

> Acknowledging—

you are paying a

“Uh-huh,” “Yeah,”

tention and encourages the speake

"«

“‘I'see,” ‘I gotit,” “Iunderstand,” and

> Confirming—Paraphrase what the speaker said, in you

you understand w
mutual understan
his technique are:
you cortectly, you

> Recording—Document the speaker’s message by writi
mation on a notepad or easel or

“What I hear you saying is....” and ‘I
think that....”

head to show
as to say. They create a
keep speak-

Use nonjudgmental words and a neu
voice to fill in the gaps when the speake

(0]

pauses. This shows

he speaker

ral tone of

hat

r to continue
speaking. To acknowledge, use words or phrases such as “Ah-hah,”

“That’s rig

I OWNn WO

ng the in

o confirm the answers to your questions. This shows the speaker
hat he or she has said and enables you to check
ing of the facts. Phrases that will help you practi
[ understand

or-

ecording it in the approptiate place.

> Providing feedback—Give the speaker feedback about the useful-

ness of his or her

message. This helps the speaker un

changes may be necessary to the message, if any. P

when you provide feedback are:

erstand what
hrases to use
“What you gave me was useful

De-

cause it..."” and “The way you organized the information was useful

because....”
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Example 3-8: Gantt Chart

Project Statement
Move the Corporate Customer Services deparfment within three months at o cost not fo exceed 170,000
Work Packages Gantt
1.1.7 Interviews conducted
1.1.2 Relationship charts drawn
1.2 Department block layouts drawn
1.3 Department detailed layouts drown
2.1 Equipment to keep identified
2.2 Equipment to order idenified
2.3 Office inferior designed I " I I .
24 Equipment and office fumishings ordered N N ™ I O N
2.5 Equipment and office fumishings received o e——
3.1 Hlectrical senvices installed ] eew | [ ]
3.2 Telephone services installed
3.3 Computer services installed
4.1 Work order submitfed
4.2 Equipment and offce fumishings moved
4.3 Office furnishings installed
4.4 Equipmentinstalled
4.5 Personal materials moved
5.1 Customer /vendor notices disfrbuted
5.2 Personnel dafabase updated
5.3 Telephone directory revised
0 1 2 3 4 5 6 7 8
[1=1 Working Day WEEKS
TOOL: GANTT CHART
= T As you learned in Sequence Deliverables, a table is often the most
P effective tool for communicating work package duration and precedence
fyou ore asked for o Gunt hart of ey i comes to small projects. A table can also display work package
the start of a project, you could be - start and end dates for a small project.
sefting yourself up for faiure. The . . o
Gantt chart s volucble only offer - Howelver7 as the size andlclomalexﬁy of your project increases, con-
. - ..+ sider plotting your start and finish dates on a Gantt chart. A Gantt chart
you've done the thirking requiied i . , e
i i1 it is a graph that uses horizontal bars to represent the project time line. To
Deton, Amn Resposify, ond construct a Gantt chart, record work packages on the vertical axis and the
SequenceDelverbls. time line on the horizontal axis. Then draw bars to represent the duration
of the work package over time. Example 3-8 depicts a Gantt chart. The
solid black lines summarize work package start and end dates.
If you're using project management software to plan your project,
you'll be able to highlight the critical path and add the primary petson
46
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So what do you think of JoAnn’s foray into project management? Did
JoAnn fail in her planning and execution, or did the people involved not
understand the plan, support it, and contribute what was needed to imple-
ment it?

Truth be told, it was probably some of both. Effective project man-
agement requires the right kind of individual with the right set of skills,
expetience, and ability. It also requires commitment from the people
involved in working on the project, those who will be impacted by it, and
those who need to approve it or accept its outcome. But most of all,
project management requires the project manager to produce results,
When it comes down to it, project management is about doing “things,”
and getting other people to do “things” in a structured and focused way.

Project management does not have to be a negative exercise. To be
sure, the example involving JoAnn and her team was not meant to scare
you. There are projects that finish within budget, on time, and with the
desired results. And those that do go awry don't usually result in the kind
of catastrophe that befell JoAnn and her team. Instead, the JoAnn saga
was meant to illustrate typical concerns that project managers encounter
on a daily basis, as well as to start you thinking about how you might
avoid them by managing a project more effectively.

So where do you start?

When the topic of project management surfaces in the business wotld,
many people automatically envision schedules, budgets, Gantt charts,
and software packages that automate planning. That's only part of the
picture. While these tools are often integral parts of project management,
there are other, more important processes and ideas that are at the heart
of a successfully managed project.

€
C

As a first step, let’s look at the basic definition of a project. A project
involves a one-time series of interrelated tasks that must be completed
within a budget and by a specific time. There are always reasons or
needs for undertaking a project, and they will differ from project to project.
Here are some typical examples of projects:

> Building a manufacturing plant

Developing a new product

Launching a marketing plan

nstalling technology to streamline operations
Expanding customer service capability
Upgrading telecommunications

oving an office from one location to another

Y VY VY VY VYY

Developing a new hiring system

CHAPTER ONE: AN INTRODUCTION TO PROJECT MANAGEMENT
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Example 6-4: Decision Analysis—Alternatives

Product Development ~ Training Senior

Objectives Weight ~ Associate Associate Publishing Editor Contract Resource
Cost no more than S60/bovr— Must—— S40/hour $55/hour $40/hour $35/hour
Has content expertise Hhust s certified in subject cre Newly centified in subject area 15 unfomilior with subject 5 certfied in subject creo
mfter
Hos time o manage the work 10 s conently availoble  10/100  Schedule is open curently s cortently available 107100
10/100
Has experience writing technical - 9 s & years experience 7/63  Hos 3yeas” experience 4/36 o5 10 years” experience
manugls 10/90
Willing to take ownership 8 s proven hack record (8 vears  Fairly new fo the company (one s indicated willgness fo
with company) 0/80  year only) 6/48 make “top priority” ~ B/64
Can provide thought leadership o 7 s nof et demonstiated this  Does not hove enough ackground and experience in
the team ahility, but has knowledge experience in subject area subject ore will be an asset
and experience in subject area 21 10/70
5/35
Will work well with the teom 6 s established relationshipwith  Has worked with some feam Will be new o the feam 3/18
entire teom 0760 members 1/42
los monaged simikor ot 3 s done so 5 fimes previously  Has never done so before, but Has done so 45 fimes
wotk before (/30" has project mgmt. experience Presiously 10/30
515
derstands the publishing 5 derstands the business well —Hs some knowledge of the Has spent many vears in the
10655 (B years” infevaction) 8740 business (3 years" interaction) husiness (10 years’
3/15 infefaction) 10/50
Minimize cost to the project 4 $40/hour 8/32  $55/hour 5/20 $35/howr 10/40
OTAL 40 290 462

In Example 6-4, the alternatives have been tested and compared. The
numbers you see in the alternative cells represent the score as well as the
weight multiplied by the score. For example, Product Development Asso-
ciate scores a “10” for “Has time to manage the work.” The “10” is then
multiplied by the weight (“10”) to get “100.” This is represented by 10/
100,

Add up the multiplied scores for each alternative to get a total score.
For example, the total score for the Product Development Associate would
be 440 (100 + 63 + 80 + 35 + 60 +30 + 40 + 32 = 440).

The alternative that scores the highest may be your best choice. How-
ever, you first must assess risks and potential adverse consequences. Ask,
“If we choose this alternative, what could go wrong?” This will give you
a list of risks. For each risk, ask, “If this risk happens (probability), what
will be the consequences (seriousness)?” Then rate the probability and
the seriousness of each risk using a High-Medium-Low scale.

125
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HOW TO OVERCOME THE OBSTACLES

Sometimes,

aking a step-by-step, ¢

set aside their biases, unfounded conc
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> Test the information that's offered as “fact.” Questions such as “How
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o you know that?” or “What is the source of this information?” or
“What evidence do you have?” wi
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Example 2-3; Work Breakdown Structure—Tree Diagram
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Example 3-1: Responsibility Assignment Matrix

Projed Statement

Move the Corporate Customer Services department within three months af a cost not fo exceed $170,000

Work Breakdown
Strudure

2. Offce Equip

2.1 Equipment to
keep identiod

nt

=

2.2 Equipment to
order identiied

2.3 Office infeor
desigre

24 Eqipment ord
offie furnshings
orfered

25 Equipment and
affice frnishings
Teceived

Project
Manager

Provide npur,
s needed

Honitor cost
and ovailobiity

o equipment

Review recom-
merdation and
design

Honitor onival
date

Fuciliies Purchasing  Depariment  Receiving  Engineer Inferior ~ Senior

Manager ~ Coordindtor  Managers  Clerk Decorator  Vice
President
Recommend o Roprove equip-~ Check (hedk compe-
st of equipment menttokeep  nonsportafion by, uscbily,
okeep (P) forown degt. ~— cost sfely ssues
Recommenda — Check cvallobi- ~ Approve the Provide input,
tof equipment ity of equpment equipment [t 5 needed
o order (P) with potenil
vendors
Recommend an Anprove recom- Review recom-~ Submit defuled
infeor decorator mendation and mendation ond — design plrs
o desig design design
approved (P)
Submit purchse Approve
orders for equip- purchase
ment ond orders
fumishings (P)
Receive and store
equipment and
fumishings (P)

(P) Designates primary responsibility; others have secondary responsibiifes.

B= Tip

4

Remembe

fonegofiat
commitment,
36

he addifional, sscondary
resources you identified? Obtaining
their time may not require a formal
work negotiation, but you should sl
approach them (end their managers)
ote their ime and secure their

required to successtully complete the project. It will also involve project
communication to secure commitment of project contributors and the
approval of their managers.

JOIN TOGETHER

Assigning responsibility often occurs over the course of several rounds
of negotiation. These rounds can take place during one meeting, or occur
over several conversations, The first round, called the initial work ne-
gotiation, involves you (the project manager) and the provider(s) of
primary resources (resource or functional managers). Sometimes, the
resource manager is the individual who will be assigned the work pack-
age; in other cases, the resource manager is the manager of the individual(s)
you need. Regardless, there are generally four topics that should be ad-
dressed during the initial work negotiation:

PROJECT MANAGEMENT: A GUIDE 10 THE KEPNER-TREGOE METHOD





OEBPS/image/1_Page_061.jpg
THE MORE YOU KNOW...

As project manager, you may be held accountable to organizational
standards for cash expenditures. If this is the case, you'll probably want
to scrutinize how and when cash needs to be spent during the project.
You can do this by creating a spend plan—a report of when you'll
spend cash to acquire resources, when you'll actually use those resources,
and for how long you'll need the resources.

A spend plan addresses these aspects because they can lead to addi-
tional costs. Take, for example, the cost implications of acquiting materi-
als that aren’t needed until months later. You may incur additional costs
such as warehousing and transportation,

Your spend plan will help you balance costs over the span of the
project, forecasting when you're going to need cash resources and how
much you'll need. It can also help prevent you from exceeding the spend
limit for any given time period.
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the same resources, as well as with others who can spot inaccuracies,
oversights, or shortcuts.

THE MORE YOU KNOW...

You may want to do a cost/benefit analysis before implementing
your project. Once you've established the overall cost of the project,
you'll be able to compare it with the value described in the project state-
ment and objectives. This will confirm whether you should continue de-
fining and planning the project, whether adjustments need to be made,

or whether the project should be completely rethought, delayed, or aban-
doned.

f adjustments need to be made at the work package level, examine
the work packages and ask:

How does this work package help us reach our objectives?

Can we eliminate this work package and still meet the objectives?

s the cost for this work package greater than the value it delivers?

Y ¥V VY

Does this work package create more value, functionality, or reliabil-
ity than is needed?

Y

s there an alternative way to accomplish or complete this work pack-
age so that it has a better benefit-for-cost ratio?

There’s also the possibility that you'll choose between several alter-
natives when selecting a resource. If this is the case, there are a number
of variables to consider including things like:

Geographic locations
Transportation options
Local/federal laws and regulations

Organizational policies and procedures

Industry best practices

Political dynamics

Availability of resources

Y Y VY Y Y VY VY

Time needed to acquire new capabilities

For more information on making a decision, see pages 122-126 for a
description of Decision Analysis.

Dealing with uncertainty is almost unavoidable when it comes to
estimating the amount and cost of resources. Therefore, many project
managers tend to overestimate to ensure that they don't “blow the bud-
get.” After all, it's much easier to explain why you performed under the
budget than why you overshot your mark.

Common methods for preparing for the unexpected include contin-
gency planning, backup resources, and reserve funds. All three (and there
are others) basically refer to built-in “space” to accommodate the unex-

PROJECT MANAGEMENT: A GUIDE 10 THE KEPNER-TREGOE METHOD
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extended discussion or thinking about any one concern—this may indi-
cate you've moved into analyzing the concerns—you'll create a plan for
analysis later in the Situation Appraisal.

Now that you have a list of concerns, you'll need to obtain a better
understanding of what they mean. To do this, rewrite the concern as one
or more statements in which the meaning and the action required are @ Pittall
clear. If you're not sure whether a concern should be separated or clari- ks you separate and darify your con-
fied, follow these guidelines: ceins, make sure henew and evised
> Separate a concern if it contains more than one issue or action. For * statements are factul. fyou’[e t
example, the concern “Work package 3.1 is delayed and the outputis « qya ghout the validity of a concel
poor quality” should be separated into two concerns—Work pack- “What evidence do we huve“.{
% 15 on actual concem?” Trying fo
> Clarify a concern if one of the words is vague or too general or if, as analyze concems thot aren't foctudl
written, it doesn't tell you what action or process will resolve it. For - Wil waste you fime.
example, look again at “Output for 3.1 is poor quality.” This needs to
be rewritten because it’s unclear which output is of poor quality, and
it's also unclear what “poor quality” means. After clarifying this con-
cern, it might become “Research report did not include the requested
executive summary.” Now, the output is clear (research report) and
“poor” is understood (missing an executive summary).

»

3.1 is delayed” and the “Output for 3.1 is poor quality.” i

(¢}

Example 6-1: Situation Appraisal—Clarification and Priority
Theme

The software insfallation project is behind schedule

Concern (larified Concerns Current Impact Future Impact Time Frame Priority
Some work packages Work package 4.1.4 “Upgrade skils ~ Behind 4 dysand ~—~ H Wewillspend$4,000 H 1fwe don’lhuvelhe HoH
are delayed of the T department” has fallen behind ~counting. So for, we've ( day uni 'h?VP!’WS K |5bVAP'!”4: ¢
spent $16.346 on conirae: e kil Poject s fobe — resurces willhave all been
el about another 12 days~ spent on contractor cost
delaye
Work package 14.2.5 “Receivenew  Belind 6 doys;ost M Nofoture impacton Ih'e L Potentil tomake he L~ M
ardwore” was deloyed becovse itwas  us admiristraive fime outcome of the project’s  same misoke on the
amaged and we were forced tosend — in evaluating it and schedule or budget ext project
ithack sending it back
Work package 8.4 “Hire database Deloyed by 14doys | Vilthout aDBA H IFwe don'thove o DBA L
dministator (DBA)” is delayed and countin Ihe_en e plon wil by IE €l of June, we
hegin o be delayed won't be able fo

complefe the project

JinFlanderswas — Jim Flonders, amember of the project~ Hefsrespongilefor ~ # Werw oibeale  H bueryduyitgeisdoser H i

reassigned eam, was reassigned fo another 12 work packages. fo nstall the softwore loimpossi eforsomeope'
roject. We need a replacement They have fallen behind by f°_’ U femofe Users foste |_"”_d ussumghms

ane day each. One of them without lim’s skils responsibilfies and stil

is on the cifcal path meef the projct deadine
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> How team members will communicate among themselves (for ex-
ample, is e-mail the preferred method? What information should be
handled over the phone and what should be saved for project meet-
ings?)

> How project status and customer feedback will be reported to the
team (for example, will you hold bi-weekly face-to-face meetings; or
will you put out a daily e-mail; or both?

An established method for handling and controlling changes is also
paramount to the success of the project. To do this, you and your project
team will agree on:
> How problems and potential problems will be reported (for example,
what magnitude of cost or schedule overrun warrants an immediate
alert to the project manager?)

> How changes to the project plan will be documented and communi-
cated (for example, will a new project plan be sent to the team each
time a change is made? What changes require written approval from
the customer?)

> Who possesses the authority to approve changes (for example, who
else besides the project manager can approve a change to resources,
schedule, and/or deliverables?)

A third aspect to consider when crafting ground rules is improving
project monitoring. These guidelines will set the groundwork for the later
activity, Modify the Project. They include determining:

> What information should be reported back to the project manager,
how often, and in what format (for example, weekly status reports)

> How the project team will record their time and expenses (for ex-
ample, have you established a project code and codes within it to
match major deliverables?)

Helping You Starting out your project on the right note is crtical fo a successful outcome. Th checlis topics i
Start to Implement  below can help steer you away from some of the usual communication breckdowns that are often part
of o project lounch.

Checklist

Individual and/or group communications planned Team and team member performance expeclations agreed

Project documentation assembled fo guide implementation fo and in place

Materials, faciites, equipment, funding, etc, in place for inital Monitoring systems and methods agreed fo and
fasks in place

Ground rules established for team interaction, communication Issue resolution protocols agreed to and in place
Potential Problem Analysis and Potenial Opportunity Analysis Reporting systems and methods agreed fo and

done for aitical inifal tasks in place
Change control systems agreed fo and in place

68
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So think about—and then answer—the above questions before you
jump into project planning, If you need some help, consider the following:
> The reasons why the project is necessary for your department, orga-
nization, client, community, or yourself
> The overall purpose of the project

> The threats, opportunities, and needs that are driving the project

Capture this “why” information as background for the project; you'll
use it as you create a project statement and develop objectives, and you
may decide to also use it to demonstrate the thinking that occurred prior
to the start of the project.

With your background information in hand, you're ready to start the
first part of the project management process—Definition. During Defini-
tion, you'll answer four basic questions;

> What is the project statement?
> What are the project objectives?

> What needs to be accomplished to complete the project?

> What resources are needed to complete the project?

This information will provide you and your project team with a frame-
work that will guide the planning and implementation of your project.

Four activities will help you find answers to these questions:
State the Project
Develop Objectives

Develop the Work Breakdown Structure

Y YV Y Y

dentify Resource Requirements

PROJECT MANAGEMENT: A GUIDE TO THE KEPNER-TREGOE METHOD
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mercial cost estimating databases can also be helpful, if you have access

to them.

It may also be useful to divide identifying resource requirements into
two rounds. In the first round, you'll calculate an initial estimate with the
help of others. In the second round, you'll review the initial estimate with

Equipment Materials
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Example 3-10: Revised Gantt Chart
Projed Statement

Move the Corporate Customer Senvices department within three months at o cost not fo exceed $170,000

Work Packages

1.1.1 Intenviews conducted
1.1.2 Relationship charts drawn
1.2 Department block layouts drawn

1.3 Department detailed layouts drawn
2.1 Equipment to kesp identified
2.2 Equipment to order identified
2.3 Office inferior designed

24 fuipmentond office umishingsodered [ | [ | @
15 Eqpment ond offce fumishingsreceived [ [ [ | ey |

3.1 Hlsctrical services nstalled
3.2 Telephone senvices installed
3.3 Computer services installed
4.1 Work order submitted
4.2 Equipment and office furnishings moved
4.3 Office fumishings installed
4.4 Equipment nsfalled
4.5 Personal materiols moved
Customer nofices distrbuted
5.2 Personnel dafabase updated
5.3 Telephone directory revised

o

Changes fo schedule affer
resource leveling

[ =1 Working Day WEEKS

manager could make to level the resources. Those decisions might be to:
add lead time (accelerating the start of a dependent work package) by
installing office furnishings (4.3) and equipment (4.4) soon after the start of
equipment and office furnishings moved (4.2); use the slack time available
in moving personal materials (4.5); and add another resource to those
work packages. Lead time can also be added to 4.5 (Personal materials
moved). The project manager then updates the resource requirements,
responsibility assignment matrix, network diagram, and the Gantt cha;
(see Example 3-10) to reflect these changes.

Most project management software can prepare resource loading and
leveling diagrams. If you have access to a program, use it to develop
these diagrams. However, tap your experience and discussions with re-
source managers to guide decisions about leveling and loading rather
than have the program make the decisions for you.

51
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Project variance represents how much your actual results are differ-
ent from the plan. To calculate variance with EVA, use the following
formulas:

> EV - AC = Cost Variance
> EV - PV = Scheduling Variance
Another EVA tool is a project performance index, which also gives

you a better idea of how well your project performs. Calculate it with the
following:

> EV/AC = Cost Performance Index (CPI): 1.0 or more means at or
below budget

> EV/PV = Schedule Performance Index (SPD): 1.0 or more means at or
ahead of schedule

Other calculations you can make using the previous figures:

> Multiplying the CPI by the total project Budget at Completion (BAC)
will estimate the eventual project cost
> M
wi

o

I
ltiplying the SPI by the total project Schedule at Completion (SAC)
| estimate the eventual completion time

You can also forecast how much your project is likely to cost based
on performance to date. This is known as Estimate at Completion (EAC).
Three formulas can be used to calculate it. If variances on your project
are seen as typical, use EAC = AC + BAC — EV + CPL. If the variances are
seen as atypical and no similar variances are expected, use EAC = AC +
BAC - EV. If your previous estimates have to be revised substantially,
then use EAC = AC + ETC (estimate to complete or the additional cost to
complete the project based on performance to date).

Earned value analysis data can be represented in chart format (see
Example 4-8) or as an S-curve (see chart below).

$-Curve Displuying Earned Vulue Analysis Data

Total Allocated Budget Target Cost

| <« Management
. Reserve
‘sdget at

Completion (BAC)

Dollars (M)

<—Time Now

. Completion Point
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This type of diagram sometimes contains dummy activities. Such an activ-
ity indicates a precedence relationship but does not consume resources. It
is shown by a broken arrow.) Example 3-6 illustrates a detailed network
diagram for the Corporate Customer Services office move,

Example 3-5: Activity-on-Arrow or Arrow Diagramming Method
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r team believe is t
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p the duration of all work packages on the critical path to calculate
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The Program Evaluation and Review Technique (PERT) is anothe
network technique. It uses a statistical aj

pproach to calculating the prob-
y of work packages being completed on time. With PERT, you an
project team assign three duration estimates to each work package:
imistic, most likely, and pessimistic. Then, using a wei
the three estimates, you calculate the shortest time to complete the project,
[ calculations are useful when there are significant variations in opti-
mistic and pessimistic estimates, and when there is great uncertainty o

uration

ate the

ghted average o

tisk involved regarding project outcomes. (For how to calculate the criti-
cal path using PERT, see pages 61-62.)
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DEFINITION SUMMARY

Definition serves as
's here that the scope

ime when you begin to
ime when the organiza
it's trying to achieve,

exclude and negate.” Al
might agree that his wo
ion. To define your pro

the precursor to Planning and Implementation.
and reasons for completing the project become

gain commitment from these groups. It’s also the
ion decides to link its resources to the objectives

I
clear to the project team, project stakeholders, and contributors. It's the
t
L

In The Modern Theme, Jose Ortega y Gasset wrote “To define is to

hough he intended a negative connotation, you
ds apply to the work done during project defini-

ject is to specify its purpose and scope, excluding

everything else. Or, as
statue of an elephant, I

he anonymous sculptor said, “When [ sculpt a
take a block of stone and chip away everything

hat doesn’t look like an elephant.”
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piece of the project. Including your resources will help you gain their
commitment to the project. Involving the managers will enhance their
willingness to release the resources to your project.

In addition, include experts who can provide initial estimates and
validate estimates based on experience. Historical documents and com-

Example 2-4; Resource Requirements

Knowledge/SkiIIs Facilities

2.3 Office interior designed

2.4 Equipment and office i X Workstafions
furnishings ordered i

2.5 Equipment and office
furnishings received

3.1 Electrical services installed jcal skil $65 193,12
per hr
i %
§7,920
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onitor the Project is closely tied to Modify the Project, the nex ‘ Pitfall
Implementation activity. As you and your project team monitor time,
cost, and performance, you'll uncover a variety of concerns. In Modify egbse“'(e Teecback,people il
the Project, you'll analyze these concerns and determine how the projec dhaw thelr own condusions about the
will need to be changed to accommodate them. quatity of their work. Make sure you
, , , - sed back information to feam mem-
Allowing your project plan to proceed without monitoring can be a ooy
. , . bers and project contibutors (gothered
disaster. If you're extremely lucky, all work packages will be complete ; e ;
. iy : : ; during monitoring) based on their per
on time, within budget, and with the desired results. But don't count on . g %598
it. Instead, construct a system for monitoring the project so you can mea- Ior once o dofe. eé pages 75~
sure actual progress against the plan, and thus increase your chances fo or mote on feecbock.
SUCCESS.
You can report monitoring results in two different ways. You can use
a formal reporting method, sending out a project report on a periodic
basis. Or you can engage in informal conversations with your project
participants. The best approach is a combination of the two; use the
formal reporting cycle to publicize project progress, and informal report-
ing to provide essential, real-time data.
Walking the Milestones
One approach to moritoring is the use of milestones. Milsstones are specific points in the project plan that comespond with the
complefion of major components of the project, such as an important major deliverable, a project phase, a work packags, or
subproject. Technically spsaking, miestonss are events of zero duration and don' consume resources. They represent the intant of
which something fs storted or complated. However, milestone acivities ke scheduled revisws wil consume resources and need to
be planned.
Use project miestones to mark the points in fime to monitor aitical portions of the project. Conduct review meefings around project
milestones.
Choosing when o place milsstons in the project schedule s key to successfully monitoring your project. Craate scenarios that
tepresent whers you'll set milsstonss. Here's o list of some points to consider:
v When important dedsions wil be mads
v When work packages that affect projsct iming wil be started or completed (for example, work packages on the aifca
path
v When major deliverables that hove u significant impact on cost wil be started or complsted
v When major delivercbles that ffect key project obiectives are started or completed
v When an historically difcult work package will be started or complefed
v When something wil b tested that may offect project success
v The start or complefion of a subproject
s the project reaches o milestone, you'll moritor the scheduls, cost, and performance. The fiangles shown in Example 42
tepresent milestonss for the Comorate Customer Services project.

CHAPTER FOUR: PROJECT | MPLEMENTATION

75





OEBPS/image/1_Page_075.jpg
START TO IMPLEMENT

Implementation can start several weeks, or even months, after you've
defined and planned the project. This gap, however small, will probably
require you to review and revisit some of the resource commitments
gained during the previous planning activities.

Review the plan and pay special attention to the initial days an 50 Tip
weeks of the project. A project that starts with a stumble tends to finish - pacave 1 conference room of office
badly. Confirm that your project team and contributors know when thei
time or resources are needed, and just as important, when their projec
activities should begin.

space (somefimes called o “war
foom") uh
schedules ond records con bekept and
t's also critical that everyone involved understands the project state- - maintuined. You and your team can
ment and objectives. If you haven't done so already, provide your project . qlso yse this space fo conduct im-
team and contributors with the specific “why” behind their work, as wel promptu project meefings and store
as how their activities relate to overall project goals. shared project documentafon. Make

edules and issua resolufion visible

n addition, meet with your project team to establish ground rules. -
4
g wlls.

Ground rules are operating principles that govern a project team as they . 01l
implement the project plan. They can be as trivial as, “Team members

can call each other at home before 10 p.m. during the work week, and
between 11 a.m. and 11 p.m. on weekends”; or as critical as, “Fach team
member must submit a status report using the designated template every
Friday before 3 p.m.” (See Example 4-1).

Ground rules should address three main areas:

1. Working together

2. Controlling changes in the project and work environment

3. Improving project monitoting
Let's look at these in more detail.

Any project team that wants to succeed needs clear, accepted prin-
ciples for working together. To do this, establish:
> The decision-making authority of each member of the project team
(for example, who will be responsible for making changes to the
project plan?)

> How conflicts with the customer, the organization, and other con-
ributors should be resolved (for example, should they be immedi-
ately escalated to the project manager or handled by each team
member?)

> How feedback on individual performance will be communicated (for
example, in a monthly repott or informally by the project manager as
work is completed?)

> How new ideas and suggestions will be handled (for example, should
hey be included in a weekly status report or sent immediately to the
project manager?)
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goods retained within the organization, Project income is in the form
of revenue or savings produced from the project. Organizations often

more than one year.

o the investment in the project. The average

have set standards for payout time. For example, a policy may state
hat no project will be approved with a projected payout time of

Return on Original Investment (ROID) is the ratio of annual profit

by the income is divided by the total project investment. Multip
his number by 100 represents the ratio as a percentage. To calculate
ROL capital is included in the project expenses since it represents

annual profit produced
ying

money that could be invested elsewhere. Any depreciation expected
on that capital must also be subtracted from the annual profit. Many

organizations use ROI to compare projects ¢
investment, or to test against a set minimum
must out-perform.

ompeting for the same
return that any project

Net Present Value (NPV) calculates how much value a project will

produce beyond an expected return should

the investment be re-

tained in another minimally acceptable form. For example, an organi-
zation may have a choice between keeping cash invested in a certifi-
cate of deposit returning 10 percent, or putting it into a project, NPV

calculates how much more cash the project

will return than if the

cash were kept in the certificate of deposit. This is calculated using

the following formula:

NPV = Year 1 Income + Year n Income - Investment

(1 + Accepted Return)! (1 + Accepted Return)®

Internal Rate of Return (IRR) considers the time value of money. In

other words, it factors in not only the return,

but also how quickly it

will be realized. It shows this as a discount rate that makes the ex-

pected returns equal to the current investmen
pared to the rates earned by investing the mo

t. This rate can be com-
ney in other projects or

investments. If the project requires borrowing, an organization will
usually insist that it must earn an IRR that is at least several percent-
age points higher than the cost of borrowing to compensate for the

or five years, or $10,000 total. The IRR cal

he project may be justified. If the cost of bo

ate IRR is to use a financial calculator or pre
income is uneven each year, IRR can be calc
using different rates in the following formula,
expected return,

nvestment =  Year 1 Income — + Yea

isk, time, and trouble associated with the project. For example, con-
sider a project costing $7,500 and expected to return $2,000 per year

culated for the project

would be 10 percent. If the cost of borrowing is less than 10 percent,

rowing is 10 percent or

greater, the project will break even at best. The easiest way to calcu-
sent value tables, If the

lated by trial-and-etror,
until the rate equals the

n Income

(1+IRR)! {
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have the (deviation

Yithen since the first fime hos the (object) been observed
with the (deviation) ?

ihen in the object’s

Problem Specification Questions

Dimension Is Question Is Not Question
What What specific (object) has the (deviation) ? What could have the (deviation), but dogsn’t?
What specific (deviation) does the (object) have? What deviations could the (object) have, but doesn’t?
Where Vihere is the (object) when it has the (deviafion) ? Where could it have been when it had the (deviafion), but
Where on the (object) is the (deviation)? Where could the (deviation) be on the object, but isn’t?
When When was the first fime the (object) was observed o When could it (object) have been observed first with the

?

(deviation), but wasn't?

When since the first time could the (object) have been
observed with the (deviation), but wasn't?

ife cydle did the problem first occur?  When in the object’s lfe cycle could the problem have
occurred first, but didn’t?

IFyou stll need help identifying pos-

you'l

Extent How many (objects) have the (deviation) ? How many (objects) could have the (deviation), but
How many (deiations) are on each (object)? How many (deviations) could be on each (object,) but
What's the size of a single (deviation) ? What could the size of a single (deviation) be, but isn't?
What is the frend in the object and /or deviation What could the trend be, but isn't?
(increasing, decreasing, or staying the same) ?
Although it might seem to be a waste of time at first, answering both
the Is and Is Not questions will natrow the problem further. Often, as
= Tip you'll read later, it’s in the comparison between the two answers that

ind cause. The problem specification questions are listed above,
In Example 6-6 you will find a completed problem specification for the

sible causes, examing each Is/Is Not y , : ’
pair ond ask, “Wht s diffre, se- problem statement “Workstations arrived late.
(a, dd, unusual about the (s in- After assembling the answers to these specification questions, you
formation) as compared fothe (IsNof - might have some new ideas about what caused the problem. If no new
information)?" This will produce alist  ideas are immediately forthcoming, hypothesize about what could have
distinctions that can dlso provide * caused this problem using your knowledge and experience with similar
you with possible causes. problems. Record the possible causes you identified and then determine
which one best fits the problem description by asking, “If (the cause) is
the true cause, how does it explain both the (Is) and the (Is Not)?” The
cause that has the least and/or most reasonable assumptions is likely
your most probable cause. Example 6-7 illustrates how to identify and
128
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comes too difficult,

Record factual in

expensive, impossible, or pointless

Time Frame—What is the amount of time left before a concern be-

to resolve?

ormation on the Current Impact, Future Impact,

and Time Frame of each concern, and then make your judgments as
high, medium, and low priority for each area.
Then, taking these ratings into account, assign an overall priotity to each

to which concerns are

concern.,

Example 6-2: Situation Appraisal—Action Plan

(larified Concerns Process Needed  Resolution Actions Who By When
Work package 4.1.4 “Upgrade - Decision Analysis ~ Conduct o DA to select the best —~ Frame the objectives. Research  John Smalley ~ March 30
skills of the IT department” ~(DA) way fo frain the stoff quickly the lrernatives. Present
s fallen behind recommendafions
Work package 14.2.5 Problem Analysis ~ Conduct PA on the causeof the ~~ Describe the problem. Find the ~ Sergi Zumony ~ Aprl 15
*Receive new hardware” wos  (PA) damage cause. Implement the solufion Adam Eaton
elayed because it was
imaged and we were forced
fosend it back
Work puckage 8.4 "Hire Situation Appraisal We've alveady conducted a DA, bur Reopen the seard Shifey March 28
afabase administrator (DBA)*  (SA) we haven'thad luck finding HMandervle
is delayed qualfied candidates and project
feain

We have concerns about getting ~ Separate and clrify the Rpiil 5

this individual frained quickly concerms
Jim Flanders, o member of the  Deciion Anclysis ~ Conduct a DA fo select a Frame the objectives. Research  John Smalley ~ March 26
project feam, wos reassigned  (DA) replacement for Ji candidutes. Make an offer fo
To another project. We need a selected candidate. Find a
replacement Temporary replacement

Potential Problem ~ Conduct a PPA to plan for the Find likely couses and foke ~~~ Shiey Harch 25
Analysis (PPA) possibilfy of another peson prevenfive actio Mandervle
[eaving the project or the company and project
fea
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esponsible, the names of other resources, and precedence relationships
o your Gantt chart. Use the Gantt chart to monitor the performance of
he project team and contributors against the deadlines.

Determining the actual dates when work packages will begin and
end provides an important basis for communicating progress against the
plan. It also informs resources, vendors, suppliers, and contributors when
heir services will be required on the project, and lets stakeholders know
he true date the project team is targeting for completion.

JOIN TOGETHER

Although it’s important to gather scheduling input from resource
managers and contributors, creating a first draft on your own will speed
up the process. During the next project management activity, Schedule
Resources, you'll gain the necessary commitment and acceptance of the
schedule,

THE MORE YOU KNOW...

After scheduling the project work, you may discover the schedule
needs to be “crashed.” Crashing refers to shortening the project sched-
ule by compressing the critical path without changing the sequence of
work. It involves a trade-off: shorter work package durations versus po-
entially higher work package costs, due to adding human or material
esources and possibly questionable results.

Before deciding whether you should crash the schedule, first you
must determine if reducing project duration justifies the increased cost
and other potential consequences. For example, there may be a penalty
associated with project delay greater than the increased cost of reducing
project duration. Or you may compromise the quality of an output by
shortening the duration.

Crashing the critical path won't always result in the time savings you
expect. For example:
1. Your critical path is 122 days
2. You shave the current critical path by 30 days to 92 days

3. However, your new critical path may be more than 92 days because
another path through the project could be longer than 92 days

You should also take into account what the impact of crashing your
project will be on other projects around the organization. Accumulating
more resources than you initially planned for might prevent them from
being used on other equally important projects, thereby delaying their
important deadlines.

CHAPTER THREE: PROJECT PLANNING

@ Pittall

Too many work packages scheduled
afthe same fime might be diffcultto
manage, and could lso compete for
resources. In addition, if more than
ong is on the atical path, you'l risk
delaying the overall dsadine,

Pitfall

You may need fo compress e critica
path to mest o dsadline set by some-
ne el As you consider ways fo com-
piess the citical path (e.g., working
vertime, adding resources, splting
info two concurrent work packages),
beware of putting foo much shai

projectresources. Doing this would s
the overall success of the project.
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The primary purpose for scheduling resources is to confirm that they
will be available when required. Taking care to corroborate dates and
times with resource managers and contributors will increase the likeli-
hood of their commitment.

JOIN TOGETHER

At this point in planning your project, you'll need to involve several
different groups to help satisfy various needs:
> Punctional managers (also known as department heads): Depending

on your organization, functional managers may be the same people as

tesource managers, ot they may be an entirely different group. If they
are different, you should also negotiate with them for the release of
their people from other projects and day-to-day work.

> Senior management (may also be project sponsors or stakeholders):
This is the group that should handle high-level questions regarding
priority. Should you remove resources from project A in order to com-
plete project B by the project deadline? Should you increase cost by
$30,000 in order to finish the project two weeks early? Prepare well-
thought-out alternatives to help senior management make informed
decisions.

> Project team members and contributors: Tap these groups for input
on how to schedule the project more efficiently. They may even have
ideas about how to do the work in completely different, more effec-
tive ways.

> [Finance department: Share your plan with them so they can help you
manage your cash resources wisely and within company policy.

The above groups should also be consulted if you decide to crash the
project’s critical path. Be prepared to discuss positive and negative conse-
quences, and be sure everyone understands that compressing the critical
path can mean higher costs, reduced quality, more risk, and changes to the
project scope. Use Potential Problem Analysis (see pages 54-58) to pre-
pare for potential problems that crashing the critical path might cause.

PROJECT MANAGEMENT: A GUIDE 10 THE KEPNER-TREGOE METHOD
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next time to repeat success. Pinpointed evidence of inappropriate behay-
fors or actions is more likely to guide improvement than “unsatisfactory.”

The information provided about performance is what differentiates
Feedback from Consequences. The Performer will find the information
valuable only if its accuracy can be trusted.

Noise-Free

Information needed for effective Feedback is often mixed with irrel-
evant details or buried in massive amounts of data. This “noise in the
system” frequently masks useful information. For example, a project man-
ager may receive numerous computer printouts each week with exten-
sive data on the progress of various projects. While certain pieces of
information on the printouts would indicate the effectiveness of project
activities and provide information, the effort required to retrieve the in-
formation may seem greater than the possible benefit. Hence, the project
manager lets the printouts pile up unread.

Confirmed by the Performer

Feedback is valuable only if it results in the Performer maintaining or
modifying behavior. For this to take place, the Performer must agree with
and accept the Feedback. When the source of Feedback is a gauge, chatt,
or information system, the Performer must be able to confirm the accu-
racy and completeness of the data. When the Feedback is given by an-
other person, both people should discuss and confirm the information
and its interpretation before actions are agreed to.

=

The general question for assessing the Feedback component of the
performance system fis:
> How appropriate is the Feedback and bow well is it used to influ-
ence performance?

The pinpointed questions that help analyze Feedback are:

Does the Performer receive any information about performance?
s the Feedback used to encourage the desired performance?

Are relevant measures of performance being fed back?

Does the Feedback include information about progress over time?

Does the Petformer receive timely Feedback?

Y YV VY VYY

Does the Performer receive Feedback frequently enough to maintain
or enhance performance?

Y

s the Feedback specific enough to influence performance?

> Does the Feedback include information about the value of the per-
ormance to the organization?

> Is the Feedback communicated in a positive, nonthreatening manner?

CHapTer Five: PeopLE IN ProJECTS
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Example 5-1: The Performance System in Practice

Buckground: Project team members on  two-year project are expected fo provide status
updates on the first Wednesday of every month. Recently, reports from two of the eight team
members have been tordy. Below s o Performance System analysis that the project manager
conducted before coming up with a solution.

+ Feedback that is provided
s not specific and hag
failed to guide behavior

Expectations seem clear.
Those who are late
apologize for missing the
deadline

Team members have said
they know when reports
are due . + No encouraging Consequences
Work environment is for submitting on time and
supportive but multiple 1o discouraging consequences
priorities may be an issue for submitting late

+ Project status reports
submitted late
+ The expectation is that
have the status they will be submitted
information on the first Wednesday
of every month

Solution: Modify the Situation by making sure “submitting reports on fime” is attainable and
that the priorty is undsrstood. Provide more immediate, encouraging Consequences and
supportive Feedback on all aspects of the status reports. Emphasize value of the reports for
FONS0TS.

Situation refers to the immediate environment or setting in which the

Performer works, and that provides the “occasion to perform.” It includes

three key elements:

b

>

>

Performance expectations—Specific results, measures, and stan-
dards desired of the Performer in completing the work.

Signal to perform—A cue or indicator to the Performer that action
needs to be taken,

Work environment—How the work is planned, the steps involved,
and how each step is completed; what resources are available to help
complete the work; and the nature of the physical surroundings.

The Situation is critical to effective performance. If the Performer

does not know or understand what is expected, he or she is unlikely to
perform as required. Sometimes cues or signals to perform are so difficult
to detect or interpret that a Petformer is unable to recognize when a
Response is required. A person may be called upon to perform two in-
compatible tasks, making it impossible to do either satisfactorily. Or the
job procedures or limited resources make good performance difficult.

PrOJECT MANAGEMENT: A GUIDE 10 THE KEPNER-TREGOE METHOD
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ENHANCE THE PLAN

After looking into the future to determine what could go wrong, step
back and put on your thinking cap. Consider things that could go better
than expected. The types of things you're looking for include:

> Ways the plan could be completed even more effectively
> Ways the plan could be completed at less cost

> Additional organizational benefits that could result from doing the
project or some of the work packages

> Places where just a small improvement in time, money, or perfor-
mance could yield large benefits.

TOOL: POTENTIAL OPPORTUNITY ANALYSIS

Potential Opportunity Analysis (POA), the tool for encouraging
hings to go even better than expected and capitalizing on them when
hey do, uses logic similar to Potential Problem Analysis (PPA). You ex-
amine the plan for areas where there’s the possibility for large benefit,
identify the potential opportunities and likely causes, and record actions
o promote them. Then, reexamining the potential opportunities, you
prepare for actions that will capitalize on them if they do happen and add
tiggers to alert you that the opportunity is about to occur.

Construct a five-column table similar to PPA, keeping in mind that the
esults of your POA should also become part of the project plan. Ex-
ample 3-12 shows a POA for work package 2.5 Equipment and office
furnishings received.

Example 3-12: Enhance the Plan
(ritical areq of the plan:
2.5 Equipment and offce furnishings received

in the schedule

Potential Opportunity Likely Cause Promoting Actions Capitalizing Actions
Equipment and furmishings Vendor expedites ~ Call vendor with Complete office
arive earlier than expected ~— ordsr preorder information preparations earlier
Offer to expedite Ace Movers stort
payment move eatier
Modify the plan

Add the following actions fo the project plan:

Contact vendor about expediting equipment and offce furnishings order. If successful, nofify Receiving and

Accounting fo expedite vendor payment

Reschedule the move and installation of equipment and office fumishings work packages for completion sarlier

Contact Ace Movers fo arrange for possible earlier move

Triggers

Yendor confims
eatier date with
Fucilies manager

Fuclities manager
calls Ace Movers
the next doy

CHAPTER THREE: PROJECT PLANNING
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One of the critical aspects of active listening is that it's a conscious
choice: You make the decision to listen, or to do something else. Distrac-
tions caused either by noise in the environment, the speaker’s use of
language, or the speaker’s tone of delivery can reduce your listening

capability.

Listening bow-to’s

There are four key elemen

pret, evaluate, and respond.

s to being an

active listener: hear, inter-

> Hear the message—Active
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times

Evaluate the message—Ac
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DEVELOP WORK BREAKDOWN STRUCTURE

Your

project statement and objectives should communicate what you're

doing and why you're doing the project, as well as the boundaries you'll
recognize. The next activity, Develop Work Breakdown Structure, will
communicate how you'll do it.
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> Can all work packages be assigned resources and responsi-
bility? (If not, then the work packages may be poorly worde
frivolous, or in need of further clarification or separation.)

’

Developing a work breakdown structure will help you and the project
team determine how you'll accomplish the project objectives, It will
also communicate to the project team how much and what kind of
work will be expected on the project, and to some extent, how that
work will be managed and controlled. When you have the work
breakdown structure in place, you and your project team will have
the basis for establishing resource requirements, budgeting and pric
ing, assigning responsibility, sequencing and scheduling, and report-
ing for project monitoring,

JOIN TOGETHER

Consider involving the same groups of people (project team, stake-
holders, expetts, customers, key contributors) you included in discus-
sions on project statement and objectives...with one exception. If pos-
sible, invite current and past project managers who have managed simi-
ar projects to help develop or review your work breakdown structure.
Perhaps more than anyone else involved, they will help you identify
omissions, areas for improvement, and potential problems and opportu-
nities.

Keep in mind, however, that you should set expectations about the
evel and extent of each group’s participation. As project manager, you
can choose to develop the work breakdown structure alone, develop it
by involving others in decisions about structure and content, or assemble
a group to develop the entire thing. Your choice should be driven by a
need for commitment to the project’s implementation, as well as avail-
ability of information. For more information on managing the involve-
ment of others, see Managing Involvement on pages 100-104.

mp. 100-104

THE MORE YOU KNOW...

It's possible that, in your organization, nothing like the project you're
going to do has ever been done before. In fact, it's possible that nothing
ike it has ever been attempted. There are no previous project managers
or internal expetts to consult, and consequently, you may find it difficult
o anticipate the work required beyond a short time frame. What's more,
he structure and type of future work may depend upon the outcome of
work in the near term. If this is the case, consider using a technique
called moving window (also known as rolling wave) to plan your
project by phases. At agreed-upon time intervals, you and the project
eam will meet to flesh out the project plan, including more details as
necessary to implement and control the next phase of the project.

20
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thing about the issue or to participate in the analysis. It's referred to as A2
behavior. Analysis and questioning skills are required.

Consult Individuals

As the leader, you explain the issue to the appropriate person(s)
individually, request information and analysis, and then resolve the issue
alone. Your behavior is less time-efficient, consultative, and requires more
participation from other individuals. It's referred to as C1 behavior. Analysis,
questioning, and listening skills are required.

Consult Group

As the leader, you share information about the issue with the appro-
priate people as a group, request information and analysis, encourage an
exchange of information and ideas, and then resolve the issue alone.
Your behavior is more time-consuming, consultative, and requires more
participation from other individuals. It's referred to as C2 behavior, Analysis,
questioning, listening, managing meetings, and managing conflict skills
are required.

&

Resolve as Group

As the leader, you share information about the issue with the appro-
priate people as a group, after having set ground rules for the meeting
and criteria for an acceptable solution. The leader is a part of the group
and agrees to accept and implement the group’s conclusions. The group
works together to resolve the issue. Your behavior is the most time-con-
suming, consensus-otiented, and requires the most participation from
other individuals. It's referred to as G2 behavior. Analysis, questioning,
listening, managing meetings, managing conflict, setting group bound-
aries, and building consensus skills are required.

THE INVOLVEMENT PROCESS

How much participation is required in a given situation depends on
two factors: one, whether a superior solution is required and two,
whether commitment is needed to implement the solution.

A superior solution is the “best or technically correct” solution. It's
consistent with organizational goals and is based on the best possible
information. Some situations require a superior solution. For example,
you'll want to select the best resource for a critical task or you'll want to
ind the true cause of a defect in your new product and then fix it. Other
situations don't require a superior solution because all possible solutions
are acceptable. For example, all your workers may be qualified for a
particular assignment or all potential suppliers may be able to supply
quality parts on time. If you require a superior solution, consider whether
participation can help you find that solution.

CHapTer Five: PeopLE IN ProJECTS

I= Tip

When developing project objectives,
draftthem yourseff to save fime. Then
Ist the rest of the team and appropti-
ate stakeholders refine them. This wil
allow them to paricipate and let you
qain their commitment.
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Example 4-2; Project Baseline Schedule
Project Statement
Move the Corporate Customer Services department within three months af a cost ot to exceed $170,000

Work Packages Gant

1.1.1 Inferviews conducted
1.1.2 Relationship charts dravw
1.2 Department block layouts drawn
1.3 Department detaied layouts drawn
2.1 Equipment fo keep identified
2.2 Old equipment prepared *
2.3 Contact COMP,/AX for support *
2.4 Equipment to order idenified
2.5 Equipment pre-ordered *
2.6 Office interior designe
2.7 Equipment/office fumishings ordered
2.8 Equipment/office fumishings received
3.1 Blectrical services installed
3.2 Telephone services installed
3.3 Computer services insfalled
4.1 Work order submitted
4.2 Equipment and offce furnishings moved
4.3 Office furnishings installed

44 Equipment installed
4.5 Personal matsficls moved

5.1 Customer /vendor notices distibuted
5.2 Corporate brochure updated +

5.3 Personnel database updated

5.4 Telephone dirsctory revised

6.1 Kickoff megfing held
6.2 Weekly review meefing held
8.3 Uloseout mesting held

k253

7.0 Opeing celebration
0 7 3 4 5 b 7 8 Y
* Potential Problem Analysis revisions
+ Potential Opportunity Analysis revisions ™ = 1 Working Day WEEKS
A Milestones
m Baselin
71
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ADDITIONAL DEFINITION TOPICS

CHOOSE TO WIN: SELECTING A PROJECT MANAGER

Organizations around the world embrace project management as the
way they accomplish work, Not surprisingly, the role of the project man-
ager has become increasingly critical, and the demands and responsibili-
ties of the job have grown.

As a project manager, you're sensitive to the needs of the project,
and smart enough to sell it to senior management and other stakehold-
ers. You work effectively with theoretical-minded scientists and researchers
while still staying within the budget. And you balance the differing sched-
ules and work styles of creative individuals like graphic designers and
software programmers with the need to meet deadlines. Sound a bit like
a supethero?

Well, that's why selecting a project manager demands a careful, rational
process. Choosing the right project manager might mean the difference
between a successful project and a failure.

Each project is unique and will require specific selection criteria.
However, there are several generic criteria that will get you started. In
general, a project manager should have:

> Management skills for team building, negotiating, delegating respon-
sibility, managing performance, managing the involvement of oth-
ers, and conducting project communication

Technical knowledge and skills relevant to the project
Project management skills

Problem-solving and decision-making skills

Commitment to the project’s success
Support from their manager

Time to devote to the project

Y VY VY Y VYY

Ability to develop a working relationship with team members and
other stakeholders

For more information on establishing objectives to help you decide
on which project manager to pick, see Decision Analysis on pages

122-126.

SPLITTING PROJECTS INTO SUBPROJECTS

Most project managers prefer to maintain control over all aspects of
their projects; relinquishing a major deliverable or two can carry a nega-
tive connotation because it implies that they can’t handle the work. Not
true. In fact, determining whether part of your project should be man-

PROJECT MANAGEMENT: A GUIDE TO THE KEPNER-TREGOE METHOD
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ance—copying them on the meeting notes, having them call into
Pitfall the meeting, etc.

The cost of o face-do-face meefing in-
cludes attendees’ fime, fravel, and lost
opportunities, in addiion to the cost
of planring, conducting, and follow-
ing up on the meefing.

Reasons to involve people in a face-to-face meeting:

> They need to be able to receive or participate in the exchange of
information firsthand.

> They have content expertise or knowledge that needs to be shared in
persor.

> They need to be involved for approval and commitment.

Clarifying the purpose of the meeting will focus the meeting for the
participants. However, it's important to keep in mind that a face-to-face
meeting may not be necessary. A conference call, a virtual meeting, or no
meeting at all might be best.

Here are some questions that will help you decide if a face-to-face
meeting is necessary:

s a meeting the best way of reaching the primary meeting objective?

How else could the primary meeting objective be achieved?

What would be the consequences of not holding a meeting?

YV VY

s the meeting worth the cost? What is the value of accomplishing the
primary meeting objective?

Y

What could people be doing instead of meeting?

DURING THE MEETING

Many project managers start every meeting with a Situation Appraisal
(for more on Situation Appraisal, see pages 118-121) to ensure that all
participant concerns are included, that the meeting addresses the most
important concerns, and that the group agrees on the analysis needed.
Concerns not addressed during the meeting can be carried forward to the
next one, or assigned for individual resolution. A quick Situation Ap-
praisal is particulatly useful at the beginning of a staff, departmental, or
project meeting designed to cover a number of topics, as long as you
track resolution on all issues and actions surfaced during the meeting.

. 118171 %

Even if you don’t use Situation Appraisal, separate the content of the
meeting from the process of running a meeting, During the meeting,
keep the results visible—it keeps people on track and helps capture is-
sues and actions.

When you conduct your meeting, remember that you're appraising
what is known at a given time. As time passes and new information
comes to light, you may have to reappraise the situation.

106
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116

PEOPLE IN PROJECTS SUMMARY

Managing the people involved in your project requires specific knowl-
edge, skills, and practice; it's not a task to be handled on an as-needed
basis. First, you need to understand your people—what motivates them
and how they will react to things. And second, you need to understand
and build a petformance system within the context of your project that
will help project contributors succeed. Who you tap to contribute to your
project will depend on the results you are seeking. You also need to
determine when you will seek to involve people and when you will go
solo. Your decision to do this will be influenced by the situation, your
need for a superior solution, and the time constraints you face.

Whether you seek to gather information, gain consensus, or further
progress on your project, meetings will consume valuable time and re-
sources, and often will not achieve the desired results. Using Situation
Appraisal can help you clarify the purpose of the meeting before it's held,
determine whether a face-to-face meeting is necessary, surface issues to
address during the meeting, and ensure that the primary meeting objec-
tive is met. And finally, fundamental skills like questioning and listening
play a vital role in project success. Like all other project management
skills, they can be acquired with practice.

PROJECT MANAGEMENT: A GUIDE TO THE KEPNER-TREGOE METHOD
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ASSIGN RESPONSIBILITY

A work package, like any form of work, will have a higher likelihood
of being completed if you formally assign it to a specific individual or
group. Work left unassigned is often overlooked, forgotten, or dropped
because of the “Ithought-you-were-going-to-do-it” syndrome.

e

herefore, assigning responsibility for each work package is the first
activity in Planning,

To assign responsibility, examine each work package in your work
breakdown structure, as well as the knowledge and skills necessary to
complete it (you documented these resources when you identified re-
source requirements). Then, ask the following questions:

Iz Tip

i

=

> Who has the knowledge, skills, expertise, information, or experience hat if you assign responsibiity fo
o complete this work package? viduals who have more capability
> Who will provide the resources (facilities, equipment, materials and sup- nyouneed? O, alimatively, what
plies, special requirements) you need to complete this work package? will you do if you assign responsiil

55

> Who needs to approve, commit to, or review this work package? peapl with lessthanideal exper
o N o o ence, skill, or ablity? In either case,
Thle answers will identify specific names and regpons1b1ht1es assock vl need fo reestinate cost and

ated with each work package. One of the most effective tools for charting . oousk

this information is the Responsibility Assignment Matrix (RAM).

TOOL: RESPONSIBILITY ASSIGNMENT MATRIX

Construct a RAM to match people with work packages in an orga-
nized fashion., A RAM is a chart that lists work packages along its vertical

axis and individuals or groups along its horizontal axis. Within each cell
are listed the activities that the individual or group is responsible for. In Pitfall
Example 3-1, the first column lists deliverable 2. Office equipment from * gy’ iget govemment regulations
the work breakdown structure, as well as its related work packages. The d, state, and federdl laws) nd
remaining columns list the departments, teams, or individuals that will b agreements hese factors ca
contribute to this project. ifuenee how you stffyour prje,
Decide each person’s or group’s responsibilities: will they be review- * the number of hours you assign f
ing work, making sure resources are in place, preparing a facility, creat- - indvid ls, and how much their fime
ing a product, facilitating a meeting, writing a press release, conducting . will cost. Conside ing then d ing
interviews, producing a report, designing a part, etc.? Record this infor- « p| anning wil sove rework and pofen
mation in the corresponding RAM cell. Your RAM should also identify the . il |eaal ramifications later in he
person who has primary responsibility for completing the work pack- Die N

age. In Example 3-1, that person is identified with a P. Identifying some-
one with primary responsibility will reduce misunderstandings among
he team and other contributors and will help you monitor progress more
effectively. Only one person should have primary responsibility for a
work package. All others have secondary responsibility.

Take time to assign responsibility for your work packages using a
RAM or an equivalent tool. This will establish clear ownership of all tasks

35
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Example 6-3: Decision Analysis—Objectives
Decision Statement
Select a resource to lead Work Package 12.1 Technical Manuals Produced

Objedtives (lassification
Has content expertise (cerffication in subject areq Must
Cost no more than $60,/hour Mus
Has fime to manage the work (unallocated in master schedule) ant
Understands the publishing process (interaction with the process) an
Has managed similar project work before (number of fimes) ant
Willing to take ownership (exhibited similar behavior on other projects)  Wan
Has experience writing technical manudls (years of experience) ont
Will work well with the team (hos established a relafionship) ant

Can provide thougft leadership to the team (ability fo influence the
direction of the work based on expertise and communication skills) ant

Minimize cost to the project ant
Want Objectives Weight
Has fime to manage the wor 10
Has experience writing technical manuals 9
Willing to take ownership 8
Can provide thought leadership to the team 1
Wil work well with the team b
Has managed similar project work before 3
Understands the publishing process 5
Minimize cost to the project 4
= Tip S . . . .
o . he final piece of Decision Analysis deals with alternatives, and how
U can oo use Decision Analysi well the alternatives perform against the objectives. Alternatives are pos-
commend a choics fo scksholders - ible choices tha you consider for your decision. First, record all the alter-
customers. Todo s, complefethe. © natives that you and others propose. Then, take each one through your
edsion Andlysis process and record  * Must objectives. If the alternative doesn’t meet the Must set limit, then

he resuls in report form. The repo discard it. For example, if you set a Must as “Provides a two-year warranty

d contain your I_refer od choice at no additional cost,” and two of your alternatives do not, eliminate these
s well s the main reasons yo two from consideration. (As you can see, it’s very important that each Must
lected it ond amy risks associated objective is truly mandatory—not just an important Want.)

After testing the alternatives against the Must objectives, compare them
against the Wants. Which alternative best satisfies this objective? How well
do the others satisfy this objective? Now, you'll use a 10-0 scale, but this time
it will be used to score the alternatives. The alternative that best meets the
objective receives a 10. The rest receive a score based on how well they
meet the objective compared to the 10. More than one alternative can merit
a “10” if each alternative satisfies the objective equally well.

)
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Active Listening 112-114
Activity-on-Arrow 41
Activity-on-Node 41

Assessing the Financials 30-32
Assign Responsibility 35-38
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Changes, controlling 68

Chart of accounts 23

Closeout and Evaluate 80-83
Checklist 81

Closeout meeting 69

Code of accounts 23

Commitment 103

Communication §

Concerns 77-79, 118-120
Clarify a concern 119
Current impact 120
Future impact 120
Separate a concern 119
Time frame 120

Consequences 94-95
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Balance of Consequences 94

Constraints 13
Contingency fund 27
Contingency planning 26
Contingent actions 55,80
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Contributors 10,65
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Crashing 47

Forward pass 61
Customers 10

D

Decision Analysis 117, 122-126

Alternatives 124-126
Decision Making and Problem

Solving 5, 117-131

Decision statement 122
Definition 4, 7-32
Deliverables

Major 16-20

Scheduling 45-48
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Develop Objectives 12-15
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Structure 16-20

Duration 40

Barned Value Analysis (EVA) 76, 84-85
Actual Cost (AC) 84
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Planned Value (PV) 84
Cost Performance Index (CPT) 85
Cost Variance 85
Schedule Performance Index (SPI) 85
Blapsed time 40
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Enhance the Plan 59, 80
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Analogous 22
udget estimates 22
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Feedback 95-98
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Frequent and timely 96
Noise-free 97
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Specific and accurate 96
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RR 31-32

PV 31

ayout time 30-31
0131
Finance department 52

Forward and backward pass 61

Functional managers 36,52

G

Gantt chart 46-47, 51, 69, 77

Graphical Evaluation and Review
Technique (GERT) 44

Ground rules 67-70
H
Handling answers 114-115

Identify Resource Requirements
8, 21-27
Implementation 4, 65-86
Change control 68
Checklist 68
Cost 73
Ground rules 67-70
Kickoff 69-70
Performance 73
Time 72
Indented outline WBS 19
Initial work negotiation 36
Internal rate of return (IRR) 31
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Project objectives that represent constraints will expand on the
boundaries that you set in the project statement, and will also consider
other restrictions. To write project objectives that represent constraints,
ask the following questions:

> What requirements must be met?
> What constraint, restrictions, or resource limitations do we face?

> What resources should be used or saved?

Each project objective should contain a clear measure and standard of
performance. Try including the phrase, “as shown by...” or “as measured
by...” at the end of each objective. Then, complete the phrase with infor-
mation on how you expect to measure the objective and what level of
performance you expect, such as a specific number or an agreed upon
value. For example, if your objective is to “Maximize the ability to quickly
revise future office layouts,” then you can measure the objective by the
total number of hours it will take to revise the layout for a workstation
and set the standard at “not more than _ hours per workstation.” O,
you can measure the objective by the total cost to revise the layout for a
workstation and set the standard at “not more than _ cost per worksta-
tion.” Metrics like these give the people who have to revise the layout a
very precise idea of the scope of the work,

Again, review the project objectives in Example 2-1. Objectives 5
through 13 are constraints.

Most projects will have more objectives dedicated to results rather
than constraints, but this isn't a universal formula. Some projects will
require you to work within very strict boundaties (many constraints),
while others will be entirely flexible (few or no constraints).

The primary reason for developing objectives is to provide you and
other project participants with a basis for defining the specific work that
needs to be done to complete the project. However, project objectives
also focus the project team by guiding their decisions, and offer other
interested stakeholders and customers a summary of the project’s intent.

JOIN TOGETHER

The project communication that began around the project statement
should continue while you are developing objectives. Once again, secur-
ing the commitment and experience of your project team members, stake-
holders, customers, experts, and key contributors will be critical to the
success of your project. Individuals in each group can contribute to the
development of objectives in several ways—by surfacing the original ideas,
writing the objectives, refining the objectives, suggesting ways to mea-
sure the objectives, or reviewing the entire list of objectives. However, it's
ctitical that you, as the project manager, ensure the list of objectives is
reasonable, and accurately reflects what value your customers expect to
receive from the project.
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IMPLEMENTATION SUMMARY

This is it.
Definition and
evident. But as
by and watch.

Sytus who wro
not only crucia

serve as valuab
ion will undert

This is when the work you and your team have do
Planning bears fruit—the results of the project become
project manager, you aren’t afforded the luxury to sit idly
nstead, you're tasked with monitoring and modifying the
project and documenting successes and failures. After all, it was Publilius

e, ‘It is a bad plan that admits no modification.” An

to the successful completion of your current projec

ake in the future.

ne in

that

was in the first century B.C. He was on to something. These activities are

. but

e learning points for projects that you and your organiza-
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Example 3-3; Precedence Table

Project Statement

Move the Corporate Customer Services department within two manths at a cost nat o exceed $170,000
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Precedence Relationships
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3
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A4

Duration
3 days
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2 days
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doy

3 doys

1 days (10 days to fll oder,
day to receive and store)
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Example 3-11; Protect the Plan
(ritical area of the plan:

3.3 Computer services insfalled

Potential Problem Likely Causes Preventive Adions Contingent Acions ~ Triggers
Users can't access their ~ Improper pocing of the  Assign fechnical stofffo~~ Recheck Intemet Protocol & user calls technical
network files affer server couses domage —~ be on site throughoutthe  (IP) addresses and staff and reports they
he move during the move move to monitor packing ~~ hub connections con't retrigve fles
Check packing and Install backup miror ~~ Jerry Harper reads
positioning before SeIver 10T Messages upon
server is moved server oot up
lightning damages Accept the rsk
power supply
Data cable is not Test cable befors
installed propely connecting workstations
Instell all network

connections between dafa
outlets and computers

Provide technidans with
accurate documentation
for hub connections

=

Modify the plan
Add the following actions to the project plun:
Check packing and positioning before server is moved
Test cable before connecting workstations
Inspect all network connections between data outlsts and computers
Give fechmicians acaurate documentation for hub connections
Rssign responsibility to recheck Infemet Profocol (IP) addresses and hub connections
Prepare backup so ready if needed
Install backup miror server

Copy server data to backup mimor server

Send emailto tell users to call us i they can't access the network
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MEETINGS

eetings, meeting, meetings! For years, project team members have

ranked “time spent in meetings” as one of their top workplace com-
plaints. Some of the most common shortcomings are:

>
b
>

There is no clearly stated purpose for the meeting.

Participants are ill-prepared.

e

he right people are not present, or people who are present have no
real involvement.

The meeting does not focus on one issue at a time.

Results could have been achieved as well or better without a meet-
ing.
The meeting runs too long,

The meeting dissolves rather than ends,

Participants are unclear on the next steps following the meeting,

hese shortcomings seem to be true no matter what the meeting

venue, be it a conference call, teleconference, or “virtual meeting.” Use
the approach outlined below to guide your project meeting management.

BEFORE THE MEETING
Start by asking four key questions:

What concerns do you bave about conducting the meeling?

Answers to this question will help you plan and prepare for the meet-
ing by developing an agenda, identifying who should attend the meet-
ing, selecting the chairperson and facilitator, announcing the meet-
ing, and resolving other issues that could threaten the success of the
meeting,

What concerns need fo be addressed during the meefing?

Answers to this question will reveal the issues you want to resolve or
appraise during the meeting. If necessary, set priotity on these issues
to determine which ones will be evaluated during the meeting. Record
the concerns so that you can track their resolution.

Given your concerns, what do you bope to accomplish in the meeting?
Answers to this question become your primary meeting objective—
the specific, main goal you want to accomplish in a meeting—and
your secondary meeting objectives. They will focus the meeting and
help you determine how best to conduct the meeting,

Given what you hope to accomplish, who should be in the meeting?

Involvement is critical to securing commitment to your project. How-
ever, there are more ways to involve people than meeting atten-

CHAPTER FivE: PEOPLE IN PROJECTS
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PLANNING SUMMARY

It was Lady MacBeth who warned, “What’s done cannot be undone.”

Perhaps this is an exaggerated statement. Perhaps not. Regardless, in
Planning you map out exactly who is going to do what, when they are
going to do it in calendar time, and how you're going to mitigate risks.
This lays the groundwork for producing results during Implementation.

CHAPTER THREE: PROJECT PLANNING
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m. 127-130

“When sometime by the end of next week?” (By Thursday afternoon.)
“When on Thursday afternoon?” (3:30 p.m.) At this point, you've hit
the void. You now know precisely at what time the business plan will
be ready.

What else...? questions re-ask the question in the same form. You
would ask a “What else...?” question when you are searching for the
most complete information you can get about a concern, or when
you are seeking to break down a broad concern into more specific
concerns. When you stop making progress you've reached the void.
An example: “What concerns you about the pollution management
project?” (Fish are now dying.) “What else concerns you about the
pollution management project”” (The Department of Environmental
Protection may fine us, adding to our already over-run budget.) “What
else concerns you about the pollution management project?” (We
could receive bad press coverage, which would reflect pootly on the
project team.) “What else concerns you about the pollution manage-
ment project?” (Investors may withdraw their investments.) What else
concerns you about the pollution management project? (Nothing else.)
At this point, there is no further information to be had about the
pollution problem. You have completed separating your concern.
You can now begin to determine which concerns to address in which
order. (See Situation Appraisal on pages 118-121 for more on priori-
izing concerns.)

=

Why...? questions help you look beyond the problem or potential
problem of the moment to ensure that you have identified its root
cause. You may have only uncovered one symptom of a larger prob-
em that, if not addressed, will continue creating the same or a similar
problem. For example, suppose you're managing a new product
project, and one of the pieces of production equipment keeps break-
ing down, threatening your schedule. You identify the problem as,
“Engine on Line #6 overheats.” “Why does the Engine on Line #6
overheat?” (The fan belt came loose.) “Why did the fan belt come
oose?” (Excessive machine vibration.) “Why does the machine vi-
brate excessively?” (Don't know.) In this case, the company will change
he fan belt, but will also want to conduct a Problem Analysis on the
problem, “Line #6 machine vibrates excessively” (see pages 127-130
or more on Problem Analysis).

ACTIVE LISTENING

Effective questioning is only part of the communication equation.

Active listening—the other component—means understanding and ac-
knowledging the full meaning of what the speaker is saying...both facts
and feelings. It allows the listener and the speaker to relate, exchange
information, and reach understanding. If you're not an active listener,
your questioning strategy will fail because you'll have missed salient points
in the conversation or ignored both verbal and nonverbal cues.

PROJECT MANAGEMENT: A GUIDE TO THE KEPNER-TREGOE METHOD
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would require two people with electrical
a total of 48 hours (based on the assumption that it would take one hour

to hook up each workstation); an

skills working for three days for

, someone from facilities to oversee

the work. For materials, it was determined that electrical wiring (cable

and connectors) would be needed

needed for each work package, you’

this by multiplying the cost per unit of a
amount of units needed. For example, if a work package calls for some-
one with “database administration skills” to spend 18 person-days, and
the cost is $400 per day, then the total cost for this resource would be
$7,200 (18 x $400 = $7,200). Example 2-4 displays the resource or skill
needed, percentage of time allocated to

estimate.

or 48 workstations.

Now that you've determined the type and amount of each resource
1 need to estimate the total cost. Do

specific type of resource by the

each work package, and a cost

When you estimate the time you'll need for human resources, use
units that represent actual time-on-task rather than the overall duration
of the task. For example, if you'll need a technical writer for four hours a
day, two days a week over the course of three weeks, the total time will

be 24 hours (4 x 2x 3 = 24),

To complete your cost estimate, total
then total the resource costs for each major deliverable. Finally,

package,
total all o

the major deliverables to deter

Alternatively, it may be important to

example,

you may want to separate total

sent a cash outlay as compared to human
for only as an internal billing charge to t

Iden
required

and other projec

ifying resource requirements wi

monitoring resource use during implem

for estab

ishing the code of accounts or

refer to the numbering system that will
work package by type of expense, such as labot, materials, equipment,

etc. You

organization’s finance or acco

not three weeks.

o complete the project—giving you, as well as managemen
stakeholders, an understanding of the true cost of the
project. In addition, outlining resource requirements at the beginning of
a project will provide you with a basis for controlling project costs and

he resource costs for each work

mine overall project cost.

otal resource costs by type. Fo
equipment costs if they repre-
resources that will be accounte
he project.

1 help you assess the total effort

entation. It is the starting poin
chart of accounts. These terms
identify and track cost for each

unting department may have a

chart of accounts in place that apply here.

JOIN TOGETHER

Once again, you should rely on your project team and experienced
project managers for input. However, also include the human resources
themselves as well as their managers, since they usually have the best
estimates as to how much time and effort it will take to complete their

CHapTeR Two: PROJECT DEFINITION
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> How will the project be monitored and how should progress be re-

ported?

> How will concerns
plan?

> What activities wil

questions:
Start to Implemen

odify the Projec

YV VY

Before you start to
can compare the origir

onitor the Project

(uncovered during monitoring) impact the project

be completed to evaluate and finalize the project?

Four Implementation activities will assist you in answering these

Closeout and Evaluate

implement, “freeze” your project plan so that you
nal to the final, changed plan. The original estab-

lishes a baseline and allows you to track how the project is actually doing
against the plan. Some software packages will automate baselining for

you.
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To increase the probability of the Performer performing as expected, -
assess and consider adjusting each aspect of the Situation. e TlP
When analyzing the performance sys

. . fem, gather information rom the view-
Two types of questions are used to analyze this and other perfor- paint of the Performer.

mance system components. The first are general, open questions that
guide the analysis and maximize the information gathered. These general
questions are usually asked first in the analysis.

Performance Expectations

The second are specific, binary or closed questions that focus the
analysis. These questions help pinpoint the performance system defi-
clencies and can be used to confirm information gathered through the
general, open questions,

The general question for assessing performance expectations is:
> How clear are the performance expectations and how well are they
understood?

A more detailed analysis can be completed by gathering information
to answer three binary questions. These questions pinpoint the perfor-
mance system deficiencies related to performance expectations:
> Have performance expectations, including measures, been established
or the desired Response?
> Have performance expectations been clarified with the Performer?

> Does the Performer agree that these expectations are attainable? = Tip

f performance expectations have been established but have not been * gt perfomance expectaions when
Icommuml(iited 'Oh hehPerforme S, th}fy. vlvﬂll) fee dmit th;: expectan(?m lire assiging esponsiity ond get agee:
incompatible with other aspects of theit job, and, therefore, unattainable. * o4 oo g wolk negfions.

-

[here should be no confusion regarding performance requirements,
In order for expectations to be cleat, the Performer not only needs to
know what is to be done, but which aspects of performance are most
important to the organization.

The measures and standards of performance should clarify the
organization’s desire for quality, quantity, cost, or timeliness—or any com-
bination of these dimensions. Measures define the dimension or aspect
of performance that is critical, while standards set the specific level of
performance (stated in terms of the measure). For example, for a pur-
chasing coordinator involved in processing equipment orders for your
project, a quality measure could be “Number of accurate orders pro-
cessed.” The standard for this measure could be “100%.” Or, a timeliness

91
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After you have found the superior solution, do you need the commit-
ment of people to implement it? In some situations, commitment is needed
for successful implementation. For example, a project team needs to be
committed to bring in their project on time, within budget, and with the
desired results. In other situations, compliance is all that is needed. For
example, expense account guidelines usually only require compliance
and not commitment because people will follow the rules if they want to
get reimbursed. When commitment is required for successful implemen-
tation, you'll need to consider whether participation will generate that
commitment. Sometimes people will commit without being involved be-
cause they perceive the leader as the expert or as the person who's
supposed to resolve the situation. At other times, people won't commit
unless they have actively participated in resolving the issue.

A THREE-STEP PROCESS

To resolve any situation successfully, you must determine which leader
behaviors (Al, A2, C1, C2, and G2) will provide you with a superior
solution and build the commitment you'll need to implement the solu-
tion. To do this, you'll need to define the situation, assess the variables,
and then select the appropriate behavior.

Define the Situation

The way you define the situation determines both who will be in-
volved and how they will be involved. For example, to “implement fire
prevention procedures” you may require the commitment of the group
(C2 or G2 behavior) whereas to “find the cause of yesterday’s fire” you
may need to question individuals (A2 behavior). To develop a clear, con-
cise definition of the situation, ask yourself “What specific concern needs
to be resolved?” or “What end result needs to be achieved?”

Assess the Variables

Variables are characteristics that change from situation to situation.
To be a successful leader, you should consider seven key variables to
determine the degree of participation needed. They are:

> Superior solution

Information

Structure

Commitment

Commitment without participation

Goal agreement

Y YV Y VY

Conflict about alternatives

To accurately apply the involvement process, you must assess the
seven key variables. Each situation variable can be assessed by asking
one question. The “yes” or “no” responses to each question will have a

PROJECT MANAGEMENT: A GUIDE TO THE KEPNER-TREGOE METHOD
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To assist you in crashing your schedule, review your project plan and
ask the following questions:

> Which work package durations on the critical path can be shortened?

How?

> Which work packages can be subdivided to run concurrently?

> How can

> How can

> How can
activities?

the relationship or order of work packages on the critical

path be altered to shorten the schedule?

slack time be used to complete additional work on the

critical path?

slack time be used to reallocate resources to critical path

PROJECT MANAGEMENT: A GUIDE 10 THE KEPNER-TREGOE METHOD
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ADDITIONAL PLANNING TOPICS

MORE ABOUT CRITICAL PATH

Think of the critical path as a jigsaw puzzle composed of many pieces
of unequal length. As one puzzle piece ends, the next one (which is
dependent on its predecessor) begins. Fit the pieces together and they
reveal a picture.

The puzzle pieces are your work packages—some are longer than
others, but each one depends on its predecessor. Ideally, as each work
package ends on time, the next one begins on time, and so on through-
out the project. The cumulation of work package durations on the critical
path is the total duration for the project.

Example 3-13; Critical Path Method
Projed Statement

Move the Corporate Customer Services department within three months af a cost not fo excesd $170,000

Duration Earliest Latest Slack  Critical
Work Packages Precedence  (Days) St Finish  Start Finish  (Days) Path
S—Start of project 0 0 0 0 0 0 Yes
111 Interviews conducte one g 0 d 0 3 0 Yes
1.1.2 Relationship charts draw 1.1 2 3 5 3 5 0 Yes
1.2 Department block layouts drawn 15152 2 4 7 b 7 0 Yes
1.3 Department defailed layouts drawn 2 4 1 ] 7 11 0 Yes
2.1 Equipment to keep dentified I8 ] 2 18 19 7
2.2 Equipment to order identified 3 ] 2 18 19 7
2.3 Office interior designe o 8 9 ] 19 0 Yes
2.4 Equipment and office furnishings ordered Pl A 1 9 2 19 20 0 Yes
2.5 Fquipment and office furnishings received 24 11 20 3 0 3 0 Yes
3.1 Hechical services nstalle b 3 4 2 3 7
3.2 Telephone services installe & 3 4 23 3 7
3.3 Computer services installe 9 2 30 3 9
41 Work order submitted E 2 3 9
4.2 Equipment/office fumishings moved 2.5, 3.1, 32,33, 4.1 3 35 3 35 0 Yes
4.3 Office furnishings installed 42 2 B 3 38
4.4 Equipment instlle 42 3 3B 38 35 38 0 Yes
45 Personal materials moved 4.2 B3 37 38 2
5.1 Customer/vendor notices distributed None 4 0 4 uoN 3
5.2 Personnel dutabase updated 13 [ i B 26
5.3 Telephone directory revised 1.3 m 12 3 38 26
F—Project finishe 44 0 B 3B 3 38 0 Yes
60
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How Do Your Work Puckages Measure Up?

Review your work packages. Do they contoin performance standards? Performance standards describe the expectafions for the
work; ensuring their integration into your work packages vl daify exacly what nesds to be done. Performance standards can appear
in the following forms;:
specfications—dssaibe the work package output in ical characteristics. For example, o work packa
ig @ house foundafion” may state it should be dug exacty fi op, 20 meters wide, and 30 meters long.

mance spedfications—operational capabiltes the wo achieve. For example, o work package
ucing enging crankshaft” could state that it must be capab ing 15,000 revolutions per min

o i befo

3. F dfions—similg ance specificatons, these describe the required end use. For example, o wo
package fo “produce a computes fraining room” might say the room must accommodate up to 12 people for training in proje
manage 6. It dogsn't specify type and quantity of computers, size of room, ec. This gives those respansibl for the

W0l itude to find creative, less expensive, and,/or better ways to met the goal of software trining for 12

people at afi

Uss the type of performance stondard that best reflects the results you want to achieve. 1's possible that more than ons typs of
performance standard is nesded to describe ll aspects of a work package’s desired output,

Record performance standards, assumptions you make, and further dstails about the work in o work breakdown structure
dictionary. A work breakdown structure dictionary s a compilation of the details and history of the profect. I will help ensure that work
is well undsstood and can be resourced, planned, and implemented accurately. This will b especially helpful for ks that ars complex,
o, or are likely to be handed off during the project. Software packages often allow for the creation of work breakdown structure
ctionaries.

where you'll feel comfortable handing the work to someone else,
wing that they'll understand what needs to be done.

he lowest level deliverable is called a work package. This is the level 0. 119-120

T
at which responsibility is assigned, resources are consumed, and work
s
5

]
=1
<

is completed. (For more information on separating and clarifying, see
tuation Appraisal on pages 119-120.)

4)  Selecta type of structure for your work breakdown structure. A project Pitfall
structure is 2 way of organizing major deliverables that will make it . Don't separafe deliverables into too
easier to manage and communicate. Here are some common types of * much defail! This will con plicate the
AL project and make it diffcult o o
o ementafion. The level

Y

14
Product-based (major deliverables organized by tangible outputs) I during in
Process-based (major deliverables organized by workflow) 8

g

p

detal in the WBS should represent
vel of defal 8
naged by the project manager. Any
& defail than necessary and the
Shecomes g -
cfion overload.

> Phase-based (major deliverables organized by stages)

A

Resource-based (major deliverables organized by type of resource)

Sometimes, the project work suggests an approach naturally; other
times you'll need to think about which approach will best help you
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JOIN TOGETHER

Gather closeout data from everyone involved in your project—team
members, stakeholders, customers, management, contributors, and re-
source managers—individually and in groups. You'll receive the most
candid comments when you meet individually with people. Bringing the
team and others together, however, allows you to see areas of consensus
and disagreement. It can also spur the addition of forgotten or over-
looked ideas.

THE MORE YOU KNOW...

When you recognize project contributors and team members, it’s prob-
able you'll want to reward good performance. The more relevant and
appealing a reward (or consequence) is to a person, the more likely he or
she is to repeat the positive behavior. (For more information on people
and performance, see People and Your Project on pages 88-99.) For
example, if someone on your team is a hockey fan, an encouraging re-
ward at the end of the project may be premium tickets to a local hockey
game. However, avoid offering rewards that serve to de-motivate project
participants. For example, public recognition may seem like a positive
consequence, but some individuals find being in the limelight embarrass-
ing and therefore punishing,

PROJECT MANAGEMENT: A GUIDE 10 THE KEPNER-TREGOE METHOD
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The next step in Situation Appraisal pertains to the actions you'll take

to resolve the concerns. There are several choices:

> If the concern indicates a need to make a decision, write the decision

more about Decision Analysis).

statement and conduct a Decision Analysis (see pages 122-126 for

> If the concern indicates that a problem needs to be solved, write a

30 for more about Problem Analysis).

> If the concern refers to a future problem, conduct a Pote

> If the concern refers to a future opportunity, conduc
Opportunity Analysis (see page 59 for more about Poten
nity Analysis).

> 1f the concern is an action, schedule it to be complete
he project plan.

problem statement and conduct a Problem Analysis (see pages 127-

ntial Problem

Analysis (see pages 54-58 for more about Potential Problem Analysis).

a Potential
ial Opportu-

as a patt of

Sometimes, it's helpful to construct a “Resolution” column where you

record how you plan to resolve the concern and why. In either case, the
final step involves assigning the actions to project contributors or team

members, with their agreement, and making sure you set
for the outcome in terms of time, cost, and performance.

expectations
Example 6-2

illustrates how to plan the resolution of concerns for the software instal-

lation project.

CHAPTER Six: ProJECT DECISION MAKING ANDPROBLEM SOLYING
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CHAPTER THREE

Project Planning

It was a struggle, but they did it. Under Tim’s (the project
manager) direction, the project team outlined the project state-
ment and objectives, and assembled a work breakdown structure
with resource requirements. The group feels satisfied with their
accomplishments to date, but their excitement is dulled by the Plan-
ning activities lurking before them. Their challenge? To create a
project plan that balances resource availability with resource
needs, minimizes scheduling conflicts, arranges the work in the
appropriate sequence, and accomplishes all of this without major
schedule or cost problems.

In this latest meeting, Tim starts posing questions to the group:
Who is actually going to do the office layouts? Whose approval is
needed for them? Who bas primary responsibility forworking with
the movers? Which moving company will they hire? How much
time will the movers need? Who needs to supervise the tnstallation
of the new furniture? Should the furniture be in hand before the
office area is prepared? What could go wrong in any of these steps?

The team feels buried, but Tim guides them through the plan-
ning process using questions in a step-by-step format.

How will you do the worlk?

In Definition, you established why you were doing this project, and
you wrote a project statement and objectives to capture and formalize

yout reasoni

ng. You also recorded how the work needed to be accom-

plished to achieve these goals by developing a work breakdown struc-
ture. Now, in Planning, you'll create a plan to actually complete the work

you've iden

ified.

During Planning, you'll ask five questions:

> Who wil

1 be responsible for each work package in the work break-

down st

ructure?

33
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Problem Analysis is a step-by-step process tha

cause of a problem.

if your concern meets the following qualifications:

> It represents a

what is actually happening.
because a prototype failed in testing,

> You don't know
cause, you shou

PROBLEM ANALYSIS

helps you find the

However, Problem Analysis should only be applied

eviation between what shoul
For example, a work

he cause of the failure. If you alr

be happening and
package is delayed

eady know the true

d decide what action to take to fix it.

> You need to know what caused it to fail in order to take the most
appropriate action.

WHERE TO USE IT

f your concern qualifies, Problem Analysis will provide a means for

revealing the true cause of problems in Planning and Implementation.

Here are a few areas where Problem Analysis can be applied:

> Finding the true cause of problems thaf
in the past (to better define and plan

> Finding the true

he current

occurred with similar projects

project).

cause of something that goes wrong with your plan

> Resolving the “people problems” that occur du
Solving People Problems on pages 88-89 for more information).

during implementation. This can include delays, inaccurate budget
estimates, and not-as-expected output.

ting a project. (see

Time and budget pressures can cause project managers to jump into
immediate action when something goes wrong, However, stepping back
and doing a Problem Analysis can save you from wasting time and money
fixing the wrong cause,

STEPS IN THE PROCESS

The first step is to write a problem statement. A problem statement

contains the object that has the problem and the deviation that it has. The
deviation is the gap between what should be hap

actually happening,

Here are some examples of pro

pening and what is
blem statements:

> Work stations arrived late

> Metal cabinets are getting dented during installation

> Dy skin medication produces bumps on test subjects

problem in fo

tions

The next step asks you to answer a series of questions that describes the
r dimensions—What, Where, When, an
is called developing a problem specification. You'l
in two ways—you'll ask what the problem Is an

Extent. This process
need to ask the ques-
what it Is Not.
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Pitfall
Dot overlook concems that are iden
ffied elsewhere outsids the bounds
your project monitoring. Stakshold:
a1, management, and others may
tise concems about the valug or
progress of the project. If you don't
address their issues, you'll isk clien-
cfing the, or even worse, ignoring
0 concern that negatively mpacts
your project,

. 8465

Your project team could require more instructions on reporting than

you provided in
stakeholders may
every milestone. In
certain format. If this

team. Here are some of

P

Work plan ve
Planned commit

b
b
b
>
s
=
b

onitoring invo
resource managers,
put
quently to monitor i
sible for project mo
the load. Remembe
ment? They include
municated to you, t

f you want thes

Cost, schedule, or pe

will help you determine whas

he Start to Implement activity. For example, project
ask you for monitoring results every month, or after

addition, they might expect to receive results in a
is the case, prepare report templates for your project
he types of reports you can create:

Spend plan versus actual spending
sus actual

ments versus actual

formance by account, work order, or performer

Costs by cost center
Potential problems and opportunities
How to return plan to Actual

Executive summary

JOIN TOGETHER

ves participation by the project team, contributors,
and stakeholders. Tapping these groups for their in-
is important to monitor and how fre-
. Although you (as the project manager) are respon-
nitoring, each team member and contributor shares
the ground rules you established in Start to Imple-
how and when project information should be com-
he project manager.

e repotts to contain targeted project monitoring data,

share the chosen mi
what will be monito
tion in

a time

their status repotts.

estones with your team and contributors, as well as
ed. This will help them to include relevant informa-

Reports will increase the likelihood of getting the right information in
vy way, and ease the bur

en of preparing final reports.

THE MORE YOU KNOW

It may be that your organization relies on a specific tool to monitor a
project. For example, Earned Value Analysis (EVA) is used in organiza-

tions to make spec

ific calculations for time, cost, and performance to

indicate current and anticipated project progress. For more information

on EVA, see Additio
ance analysis and tr

nal Topics on pages 84-85. Other tools include vari-
end analysis.
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THE MORE YOU KNOW...

t's possible that several different projects could a;

of needs. If this is the case, develop a project stateme
Then, compare the project statements and select the

meet your needs with the least amount of

consequences, (Kee
the definition and p
comparison. If you

p in mind that you may
anning of each project

nvest the time to do th

be force

several different projects to create a superior hybrid.)
tion on choosing between alternatives, see

Analysis.

dress the same set
1t for each project.
one that will best

tisk and potential adverse

to go further into

o make a fair and accurate
is, try combining details of

For more informa-

pages 122-126 on Decision

Before you move to the next activity, take a step back and critically

assess your project statement. Are you certai

undertaken? Are you
or resolve the conce
do the project—and
towards a successfu

CHapter Two: Prolect Derl

project.

NITION

n that the project should be
sure that the project, stated as is,
1n? Confirming that your organization should, in fact,
that the project will meet the need—is the first step

will meet the need
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odified.
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> The monitoring system: The manager or coach, quality audit, project
monitoring system

> The receiving system: A department or unit that receives and uses the
Performer’s output, the customer

If properly designed, the job itself serves as the most effective source
of Feedback. This Feedback is the most immediate and frequent, and is
objective in terms of the performance information and its delivery. The
next best option is to provide the Performer with the resources to check
personal performance and record progress.

CHARACTERISTICS OF EFFECTIVE FEEDBACK
Frequent and Timely

Generally, the more frequent the Feedback, the greater the possibil-
ity of keeping the Performer from drifting off target. Delays in perfor-
mance Feedback are costly because substandard work continues to be
produced during that interval. As time passes, the corrective effect of
information is reduced. The Performer may have difficulty remembering
what specifically went well or poorly, and relating proposed solutions to
the performance in question.

Relevant

People will respond to whatever is measured and communicated to
hem. While Feedback should be provided against all expectations, not
every performance expectation needs to have measures, It is better to
determine which expectations are most relevant and significant to the
job. When performance is in jeopardy because of outputs or behaviors,
he leader should focus on more detailed measures and provide Feed-
back accordingly.

Howevet, it is important to measure all facets of relevant performance.
easuring only quantity or cost will be detrimental to other important
dimensions of performance, such as quality, timeliness, safety, productiv-
ity, and creativity.

Feedback should be objective information from an unbiased source,
assessed against an agreed standard, and showing progress toward that
goal. When the Feedback includes criticism, it also acts as a Consequence.
The Performer will tend to react emotionally and defensively, failing to
respond to the information contained in the Feedback.

Specific and Accurate

The Feedback must be specific enough to allow the Performer to
distinguish the effects of performance, and how performance has varied
over time. The comment “Nice job,” for example, does not tell the Per-
former about the details or trends of petformance and what to do the

PROJECT MANAGEMENT: A GUIDE TO THE KEPNER-TREGOE METHOD
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CHAPTER SIX

Project Decision Making
and Problem Solving

Tim Dwight's project was making headway when things started
to unravel around major deliverable 4. Office Move. Purchasing
began 1o complain that they were experiencing “delivery prob-
lems” with the equipment ordered. Facilities Management called
10 say they were experiencing ‘bersonnel shortage problems,” due
1o an employee baving injured bis back and the resignation of the
Jacilities manager. They are asking for the duration of several work
packages to be increased. Most of these work packages are on the
critical path. A majority of employees in the Customer Services
department bave been asked to support a major sales effort and
think they may bave problems packing their personal possessions
by the specified deadline. The Customer Setvices vice president
and the various department managers have sent Tim some con-
Slicting messages about bow quickly they want to move, despite
baving previously concurred on the project’s time frame. Tim is
beginning to get overwhelmed.

Sound familiar? Tim needs to appraise the situation described above

before launching ne

edlessly into action that will cons

might not resolve the various difficulties he’s facing,

better understand w
immediate action or

The word “prob
express very differe

he problem can be

best choice after considering t
Analysis provides an approac

whether they need to be analyze

nt concerns: a situation that requi

em” has surfaced several times and is being used to

res ac

hing that has gone wrong and the reason for this is no
hat has to be made. Each of these concerns requires a di
proach. Situation Appraisal provides a common sense approach to clati-
fying concerns, setting priority on those concerns, and making them
manageable. Decision Analysis provides an approach to making the
he risks inherent in that choice. Problem
h to finding the true cause of a

fixed permanently.

known; a choice

me resources but
First, he needs to
hether the concerns can be resolved by taking some
further.

ion; some-

fferent ap-

problem so
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IDENTIFY RESOURCE REQUIREMENTS

Once you've established what you are going to do (project state-
ment), why you are going to do it (objectives), and how you're going to
do it (work breakdown structure), you can identify what and how many
resources are required to get it done.

Think of the wotk breakdown structure (which you developed in the
last activity) as a series of project outputs—a collection of major deliver-
ables that describe what work will be completed. If the work breakdown
structure is the output, then resource requirements are the inputs—
things that the project will consume in order to produce the outputs.

The approach to developing project resource requirements consists
of identifying three elements for each work package:

1) Type of resources that will be required

2) Amount of each type that will be needed
3) Cost of the resources
Identify which of the following #ypes of resources you'll need to com-

plete each work package—human, facilities, equipment, materials and
supplies, and “special” resources.

Frequently Forgotten Resource Requirements

Have you ever leftfor along business ip or vacation, only o be plague by the feeling that you've
forgotten something? Wel, before embarking on your project management joumey, make sure you
includs al resource requirements—even the ongs that project managers most often forge.

v Costobliving adjustments, especially if the p

oject hos o lengthy fime ling
v Offsie difforentiols (abor and material costs may differ significantly in other

Equipment costs to perform or measure special operations

ense, permit, or cerfiication cosfs

=

iffs and dufies

ey exchange

charges
vertime

=

mentation and reporting

NN SN N NNSN N
=T o = o o=

anned rework
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JOIN TOGETHER

Estimating the time it'll take to finish a work package will be very
difficult—if not impossible—without involving others, especially those
individuals who you've assigned to handle them. Make sure you involve
contributors, project team members, and others who have managed or
contributed to similar projects in the past.

They can also advise you and your team on whether work packages
must be done sequentially or can be done concurrently, and on the valid-
ity and accuracy of your network diagram assumptions.

THE MORE YOU KNOW...

You may be involved in managing a project that requires a change in
direction or a repetition of steps. If this is the case, consider using the
Graphical Evaluation and Review Technique (GERT). This is a net-
work technique that is similar to PERT but has the advantage of allowing
you to omit certain portions of the network, complete certain work pack-
ages partially, or repeat certain work packages several times. This tech-
nique allows for looping, in which the network path passes through the
same node more than once (e.g, clinical trials that must be repeated
several times). It also allows for branching, in which the network path
can split in one of two or more directions depending on the results of an
event or work package (e.g., design changes if a product fails testing).

Example 3-7: Network with Probabilistic Branching and Looping
Work Packages Precedents

Rerctean Hiring frozen

1. Position advertised Nane
2. Resumes scresned Il @

3. Inferviews conducted 2.

Readvertise Interview
more candidates
4. Offer accepted 3 Readrorise
Notation
Deterministic Probabilistic
All work packages Only one work
coming out of this package coming
node will oceur out of this node
will occur
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CHAPTER FIVE

People in Projects

It’s been some weeks now since Tim Dwight, the project man-
ager, tapped Terri Purcell to bead up the interior decoration work
package. Terri had enthusiastically accepted the assignment, and
left Tim's office with every intention of getting started immedi-
ately. It bas been two weeks since that meeting and, unfortunately,
Tim is disappointed in the progress made. Many meetings have
been held, with the wrong people in attendance and with no re-
sults to show for the time spent. The people that Terri needs to work
with don't recognize ber authority and responsibility. Terri seems
1o bave numerous questions that Tim can't spare the time to an-
swer. This part of the project seems to be morphing into a major
barrier. Doesn't Terri know what's expected of ber? Probably not,
if Tim did not take the time to explain what be expects of ber and
the work package that she’s assigned to.

Frequently project managers think they have clearly articulated what
they expect from project resources only to be disappointed with less-
than-desirable results. Most experienced project managers find they can-
not communicate often enough or clearly enough or to enough people

involved on their projects. So w
How does he or she manage the

hat's a novice project manager to do?
people component of project manage-

ment? What skills need to be honed to ensure the right people are being

tapped to contribute? That the righ
are being listened to?

questions are being asked? That people
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pected. Some project managers increase the amount of particular resources
needed, others increase the duration of specific tasks, and still others use
multipliers to pad their estimates. In some organizations, a contingency
fund is established in case resource estimates prove inaccurate, signifi-
cant changes in scope occur, or unanticipated threats alter the project
plan. However, a project manager must present clear, documented rea-
sons for tapping reserve funds, and often, approval must come from
management,

The best way to handle uncertainty isn't to randomly pad your re-
source requirements. Rather, it's to examine the likelihood that an esti-
mate will be inaccurate, the potential magnitude of the difference, and
what the impact will be to the overall project (and organization) if it's
incorrect. For example, estimating resources and costs associated with
work packages that have not been done before will probably have a high
likelihood of being inaccurate. In this case, you may want to overesti-
mate, For more information on planning for what could go wrong, see
Protect the Plan on pages 54-58.
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that work package?” or “Can we finish the software installation before
April 147

Sometimes people will answer a closed question as if you asked an
open question. Be ready for a long answer, even though you expect a
short one.

Fact-finding questions .
IST3
Use fact-finding questions to solicit specific, objective information Tlp
rather than opinions, assumptions or insights. To create a fact-finding Some peaple may feel more volued
question, choose your words so that they clearly ask for facts only—for involved when asked feelingdind-

example, “What specific evidence do you have that the marketing depart- g types of questions, while others

>

=
==

ment is responsible for the late product launch?” or “Exactly how many . may feel uncomfortable with the per-
dollars are we over budget?” sonal nature of the questions. You
Hsling raling guexilons st be prepared 1o deal with the

smations evoked by thess questi

=

Unlike fact-finding questions, feeling-finding questions solicit subjec- <

tive, sometimes emotional expressions of opinion or judgment. Again,
choose your words carefully to ensure that the person you're questioning
understands that you're looking for their opinion—for example, “In your
opinion, what could have gone better about the first part of this project?”
or “Why do you believe that Jane should be selected as the project man-
ager?”

Questioning to the void

This is a questioning strategy in which you ask a series of questions
to extract as much specific and complete information as possible. The
premise is that people often do not have all the information you need or
will not volunteer all the information you need without rigorous ques-
tioning. After asking a series of such questions, you'll ultimately reach the
“void,” or the place where there is no further information you can gain
from that source. At that point, you need to decide whether you have
enough information to resolve your concern or whether to seek another
source to fill in the gaps.

There are three types of questions used in this strategy: turnaround
questions, “What else...?” questions, and “Why?” questions. You should
use all three types of questions to make project concerns more specific
and easier to work on. As with the other types of questions, be careful of
your tone of voice when using this questioning strategy: it can leave
people with the impression that they're being interrogated, or that they're
involved in a strange verbal game.

> Turnaround questions re-ask the question based on the answer. Use
turnaround questions when you are searching for the most specific
answer. When you stop making progress, you've reached the void.
An example: “When can you complete the business plan?” (Probably
next week,) “When next week?” (Sometime by the end of next week.)

111
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pp. 105-109

Y

o)

and your project team s

hould use the checklist on page 68 as

thought starters for establishing your own set of ground rules. Your list
should reflect the unique needs of your organization and project.

Preparing to start may seem

ike overkill after all the planning that

you have just done but, in fact, taking the time to do this thoroughly can
help prevent common start-up problems, especially if some time has
elapsed between the project planning and the start-up.

JOIN

TOGETHER

The theme throughout this activity is communication with your project

e-mail or voice mail.

eam together. Gathering people

project.

eam and contributors—reconfirming expectations and commitments, re-
visiting the project statement and objectives, and developing ground rules.
This does not always require face-to-face meetings. Depending on the
number and proximity of team members, it may be easier to send a quick

At the same time, don't ignote the benefit of bringing the project

in one place (at one time) ensures that

everyone will hear the same message. In addition, it creates the opportu-
nity for participants to get to know one another more personally, pro-
pose ideas to the entire group, or resolve pre-implementation concerns.
t may also provide an opportunity for the project sponsor or for a senior
manager or champion to address the team and show their suppott for the

If you're having trouble deciding whether to hold a face-to-face meet-

ing, first establish meeting objectives,
o interact individually? Do you mere
he members? Do you need to dig furt

Do you want the people involved
y want information from each of
her into concerns? Then ask your-

self, “Is there another way to meet these objectives besides a face-to-face

«

pages 105-109.

meeting?” For more on running project meetings, see

eetings” on

THE MORE YOU KNOW...

If your project requires a formal start, schedule a kickoff meeting for

project team members and contributor:

s. This will give you the opportu-

nity to socialize your project plan, review commitments, and officially
initiate the project, while providing them with the chance to ask ques-
tions and clarify potential misunderstandings.

PROJECT MANAGEMENT: A GUIDE 10 THE KEPNER-TREGOE METHOD
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> In what order should (or must) the work packages be accomplished,
and how much time will it take to complete each work package?

Y

How should the project be scheduled against a calendar?

Y

Are enough resources available when needed?

Y

What problems or opportunities may occur during the project, and
what can be done now to plan for them?

Put simply, you'll gain an understanding of who will do what and
when.

Five project management Planning activities will structure your an-
SWers:

> Assign Responsibility
Sequence Deliverables
Schedule Deliverables

Schedule Resources

Y VYV Y

Protect and Enhance the Plan

PROJECT MANAGEMENT: A GUIDE 10 THE KEPNER-TREGOE METHOD
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For “select a hotel to host our annual sales conference,” your list of

sales objectives might include the following;

> Minimize cost per participant

> Offers the most on-site

dining options

> Has a strong reputation for service (as measured by annual hospital-

ity ind

stry customer satisfaction survey)

> Maximizes seating in the main conference room

> Has at least 200 rooms

available next February 14-18

There are a few things to keep in mind when writing decision objectives:

1) Afeature is a prominent aspect or characteristic of something. Deci-

sion objectives are not
example, if yo

're choosing which car to b

features.. they are statements of benefit. For

y, a feature might be

“leather bucket seats.” However, your true objective is “comfortable

seats”...leather bucket seats are jus

2) Each decision objective should be measurable, just like your projec
write an objective, add the phrase “as measure
by...” to the end of it. This will help you think of how the objective

objectives. After yo

should be measured.

3) Decision objectives can
never contradic

make it more difficult

groups—Musts an
solutely mandatory, have a
the other hand, are those t
abo
them on a scale of 10-1 wi

This is called the “weight.”

tives:

them. Your project objectives represent overall goals
or the project—writing decision objectives that contradict them wil
o reach you

t how important each Wany

> Minimize cost per part
> Offers

one way to meet that objective.

draw on the project objectives, but they shoul

goals,

ow that you've written the objectives, separate them into two
Wants. Must objectives represent

hose that are ab-

set limit, and are realistic. Want objectives, on

hat aren’t Musts. If you need additional details

is to the outcome of the decision, rate
h 10 indicating the most important objectives.
Here’s how you might rate the hotel objec-

icipant (Want, 5)

he most on-site dining options (Want, 7)

> Has a strong reputation for service (as measured by annual hospital-

ity ind

stry customer satisfaction survey) (Want, 10)

> Maximizes seating in the main conference room (Want, 9)

> Has at least 200 rooms

so that you
more than one 10-rate
objectives
Manuals Produced.

available next February 14-18 (Must)

Your decision should have at least one objective that is rated a “10”
can compare the other objectives to it. You can also have
Want. Example 6-3 lists, classifies, and weights
or selecting a resource to lead work package 12.1 Technical

CHAPTER Six: ProJECT DECISION MAKING ANDPROBLEM SOLYING

Z Ti p

Ask yourself this question about
ach Must: “Would | accept some-
ing sligftly more or less than out-
ined in the objective?” If the answer
is “yes," then the bjective is a Want,
f o Must.

123





OEBPS/image/1_Page_003.jpg
Project Management

A GUIDE TO THE KEPNER-TREGOE METHOD





OEBPS/image/1_Page_046.jpg
be designed, an interior decorator has to be hired. The decision has to be
1oy 1 s approved by the department managers. There are certain requirements
dds forevery acity of each work © o aspects of performance of the activity that will be measured. These are
pockage. 1t will bog you down. Select typically in the area of quality, quantity, timeliness, and cost. A measure
e most important actities, espe- +  indicates how you will assess performance against the requirements; stan-
ially those that may stil be unclear . dards set the specific level of performance that is expected.
fo the resource provider, and flesh out
expectations for them. As for the res, THE MORE YOU KNOW...
al agreements, ground rules, or
ules of thumb should suffce.

Pittall work package 2.3 Office Interior Designed. Before the office interior can
Do n sef

easures or stan-
,

You may require a specific individual who is not readily available to
contribute to your project. Ask yourself how critical it is for this particular
individual to complete this particular work package. If you decide the
resource is irreplaceable, it could mean you have to shift your project
schedule to accommodate the resource, or resume negotiations to re-
lease some of his or her time (you'll make this type of decision during the
Schedule Resources activity).

=

Pitfall If you decide someone else will suffice, you'll need to select a new
person and conduct another initial work negotiation. Consider the an-
swers to these questions as you choose the best replacement:

> What objectives will the alternate resource need to satisfy to be ac-

. ceptable?
worked, o face negative consequences 2

> What restrictions, policies, procedures, or standards must be considered?

foting with this in mind w'lli'cre_se > Can this individual be developed to better meet project requirements?

38
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Closeout and Evalvation Checklist

(loseout Chedklist

T efverables ol completed L team members recognized

O Contingent actions disabled O Owners, sponsors, vendors noffied of close
O projectaccounts cosed 00 Results documented

(loseout Questions
1. Did the project satisfy the project statement?
How well were customers, sponsors, and end users satisfied with the project? it fct it
N 1essons

penin
How well were project objectives sotisfied? i e [f

If any requirements were not met, explain why.

How well did this project stay on schedule? ject, pro gers can
ings that have

gs ot
How well did the team adjust to schedule changes? : Fihe

If any major deliverables were early or late, explain why.

How wel did we esfimate resources overall? i pls

1
3.
4.
5.
8.
1.
8.
9.

How did our actual use of resources compare to the plan?

. How did changes in resource availability offect overall implementation?

. How well did the team work together?
. How were performance expectations set and maintained?
. How well were performance sxpectations safisfied during the project?

4. What, if any, changes were mads to the project definiton after implementation started? Why?

5. What, if any, changes were made to the project plan after implementation started? Why?

. How will you improve the next project you do?

Team members and contributors should also be given closure—an
acknowledgment of their contribution and a formal ending of their com-
mitment to the project. A closeout party, an article in the organization’s
employee newsletter or intranet, or a scrapbook represent concrete means
of providing closure for project team members. But it's also critical that
team members receive an individualized summary of their contributions
to the project and feedback over the life span of the project. Submitting
this repott to them and their managers will formally end the performance
evaluation,

Finally, you'll need to document the above closeout activities. In-
clude the project’s performance against objectives, actual expenses ver-
sus the budget, actual timing compared to the schedule, and lessons
learned. This closeout document should also contain an executive sum-
mary, open issues, and any software files associated with the project.
Archive these documents so that they are easily available to future project
teams.

CHAPTER FOUR: PROJECT | MPLEMENTATION
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Save projectreports. Nof only cre they
important during project mplementc-
fion, but they also contribute to 0
project history thatyou and others can
review and learm from in the future.

MONITOR THE PROJECT

Your project has now begun, and you are consuming resources and
producing deliverables—hopefully not without a watchful eye. In this
activity, you'll tackle project monitoring—watching how your project is
operating compared to what you planned.

Put simply, monitoring asks you to make decisions regarding what
will be monitored and when it will be monitored. And, if you haven't
done so already, you'll determine how this data will be reported and who
will receive the repott.

You should ensure that al/time, cost, and performance data are gath-
ered from all work packages; this will present a picture of the overall
project. However, as project manager, you'll have neither the time nor
the energy to review in detail this tonnage of data. Instead, you must
decide how to best allocate your time and attention to this data. This is
the act of monitoring.

So, what will you monitor? Examine the three areas described be-
low—time, cost, and performance—for guidance on how to monitor.

Time

Most project managers choose to monitor the project’s critical path,
since it determines whether the project will ultimately be completed on
time. However, there are other aspects you can focus your attention on,
including:

> Delay of work packages not on the critical path
> Work packages completed ahead of schedule
> lag time needed versus lag time planned

> Triggers or thresholds

Example 4-3: Time Variance

Buseline  Actual Duration ~ Baseline  Actual Baseline  Actual

Duration  Duration  Variance  Start Start Finish Finish
204 2 2 1/ 1/22 8/20 8/20

T M1 M 1%
3 3 Uy s 1

]

0
14 0 /R VR VS Vi
2 ] T I VT Vi

5 5 0 75 Un 18 8

B Wl 8 Mmoo 81 8
B 7 85 85 85 8/
A0 A 86 86 BN 8/

Work

Packages

2.0 Office Equipment

2.1 Equipment to keep identified
2.2 Old equipment prepare

2.3 Contact COMP/AX for support
24 Equipment to order idenified
2.5 Equipment pre-ordered

2.6 Office interior designe

2.7 Equipment/offics furnishings ordered
2.8 Equipment/office furnishings received
72
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DEVELOP O

At the outset, we recommended t

reasons why you're doing this project.

the next activity in Definition. Object
on the reasons for undertaking this p

Project objectives should be writ
describe 1) specific results and value

BJECTIVES

hat you think about and record the
Now you'll develop objectives,
ives will further clarify and expand
roject.

en as short statements and should
that the project will deliver and 2)

constraints within which the project m

To develop project objectives thai
ing questions:
> What do you want to have at t

benefits or capabilities?
> Wha

value should the projec

st be completed.

represent results, ask the follow-

he end of the project in terms of

produce?

> How will you know when you satisfy each objective? (measure and

ard)
short- and

stan
> Wha

Your answers will reflect things like
or margin; customer satisfaction; qu:

ity levels; business and financial

ong-term benefits do you want?

size, market share
re-

: impact on marke

sults; technological innovations or trends; organizational issues; and, facili-

ties and equipment usage. (For a complete list to conside
objectives, review Helping You Develop Objectives on pages 14-15.)

Example 2-1 shows objectives

when developing

eveloped for the project statement,

“Move the Corporate Customer Services department within three months

at a cost not to exceed $170,000.” Obj

ectives 1 through 4 represent results.

Example 2-1; Project Objectives

Project Statement

Move the Corporate Customer Senvices department within three months af a cost ot fo exceed $170,000

Project Objectives
At the end of the project, we will have:
1 Maimized the ability to quickly revise future 5 Met corporate requirements for minimum office floor space; lighting levels; hedting,
affice layouts ventilation, and air conditioning (HVAC): background noise levels; work space ergonomics
2 Minimized bariers to information flows 6 Not exceeded 5100,000 in exteral costs for moving equipment and furnishings
(including voice, data, document, and i
inferpersonal communication) among % Hisiriad sl A
enirtment offices (aximized ertective se o existing equipment
3 Hininized veral offcby aeating e 9 Not interupted current customer requirements and warkload
shortest, most direct trafic flows within office 10 Not exceeded $70,000 for new equipment and office furnishings
Space 11 Fit office layouts within allocated office area
4 Proided for ament and futwe sorage space 17 gy ght all computer and telecommunication equipment up to carporate standards
13 Complied with government safety and health regulafions

12
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MANAGING INVOLVEMENT
Why manage involvement?

Managing involvement is a method of making choices about who
you should involve when managing your project and how they should
patticipate. When should you involve stakeholders, experts, contributors,
team members, customers, and others? Should they be included in reach-
ing consensus or only be queried for information?

On the one hand, everyone benefits when people participate: indi-
viduals, teams, and organizations. Participation can result in better solu-
tions, build commitment for successfully implementing solutions, increase
job satisfaction, develop individuals, and build teams.

On the other hand, participation takes time, uses costly resources,
and requires skills in analysis, communication, and conflict resolution.
Involving others means that a leader must be willing to risk some loss of
control.

TAKING A LEADERSHIP ROLE

Involving people means assuming a leadership role. A leader is the
person responsible for resolving a situation, for recommending a resolu-
tion, or in this case, for managing a project. Who the leader involves and
how they involve them depends on the issues that need to be resolved.
In certain situations, consensus might be the most appropriate route to
tesolve an issue; in others, meeting separately with several individuals
might work best. There will be times when no participation is required.

LEADER BEHAVIORS

There are five types of leader behaviors. Each behavior represents a
different degree of participation. To match the appropriate behavior to
the situation you're dealing with, you must first understand the five be-
haviors. They are: Resolve Alone, Question Individuals, Consult Indi-
viduals, Consult Group, and Resolve as Group.

Resolve Alone

As the leader, you resolve the issue alone using the information cur-
rently available. Your behavior is time-efficient, autocratic, and requires
no participation. It's referred to as Al behavior. Analysis skills are re-
quired.

Question Individuals

As the leader, you obtain information from the appropriate person(s)
individually and then resolve the issue. Your behavior is less time-effi-
cient, autocratic, and does not require the people involved to know any-
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> Where have you failed before?

> Wherte is responsibility sha

Use your answers to target

ed or unclear?

the work packages you'll analyze. Then

identify specific problems that could occur (step 2) in each work pack-

age. When thinking of what could go wrong, consider how the following
could impact the successful completion of a work package:
atural phenomena (like flooding, earthquakes, blizzards)
> Work setting of the project team or contributors
> Expectations, misunderstood goals, or pressure from others
> Incorrect information
> Poor estimates
> Poorly skilled staff
> Completing the action itself
> Design errors, changes in requirements, resourcing shortages, sched-
uling conflicts
Construct a table with five columns and enter your potential prob-
ems into the first column. Refer to Example 3-11.
ext, consider the probability and seriousness of each potential prob-
em, one at a time, and identify those you'll attempt to prevent. Choose
potential problems that will have a serious impact on your plan in terms of
meeting key objectives, satisfying customers, conserving resources, ensur-
ing safety, and are very likely to happen if you don't take action. Don't
waste time and money preparing for trivial problems. For the serious and

poten

here

able
ikely

ion o

ion,”
depart
Exam
each

poten

you do to mi

if the

into the second column of you:

highly probable ones, ask yourself and your team, “What could cause this

ial problem to occur?” Your answers are likely causes. Enter them

ist preventive actions
cause, For example, if you
e-mail application delaye

ple 3-11 shows, there may
ikely cause.

Finally, redirect your attention to the potential problem

ial problem occurred desp

potential problem occurs.

ab

be more than one preventive ac

ite your efforts to prevent it? Wha

nimize the damage? Your answers to these questions be
contingent actions (step 5)—actions you'll prepare now but will only use

As Example 3-11 shows, there

more than one contingent action for each potential problem.

CHAPTER

THREE: PROJECT PLANNING
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e (step 3). As Example 3-11 shows,
may be more than one likely cause for each potential problem.

Consider each likely cause one at a time. In the third column of your
step 4)—actions taken to prevent each
identify a potential problem as “Installa-
" and a likely cause as “Our information
echnology department lacks the skills required to install the a
one preventive action could be “Send two information technology
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