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Introduction

projects have been around since ancient times. Noah building the ark,
Leonardo da Vinci painting the Mona Lisa, Edward Gibbon writing The
Decline and Fall of the Roman Empire, Jonas Salk developing the polio vaccine —
all projects. And, as you know, these have been masterful successes. (Well,
the products were a spectacular success, even if schedules and resource
budgets were drastically overrun!)

Why, then, is the topic of project management of such great interest today?
The answer is simple: The audience has changed and the stakes are higher.

Historically, projects were large, complex undertakings. The first project to
use modern project-management techniques — the Polaris weapons system
in the early 1950s — was a technical and administrative nightmare. Teams of
specialists planned and tracked the myriad of research, development, and
production activities. And they produced mountains of paper to document
the intricate work. As a result, people started to view project management as
a highly technical discipline with confusing charts and graphs; they saw it as
inordinately time-consuming, specialist-driven, and definitely off-limits for the
common man or woman!

Because the world has a growing array of huge, complex, and technically
challenging projects, people are still needed who want to devote their
careers to planning and managing them. But over the past 15 to 20 years, the
number of projects in the regular workplace has skyrocketed. Projects of all
types and sizes are now the way that organizations accomplish their work.

At the same time, a new breed of project manager has emerged. These people
may not have set career goals to become project managers — many don’t
even consider themselves to be project managers. But they do know they
must successfully manage projects in order to move ahead in their careers. In
other words, project management has become a critical skill, not a career
choice.

Even though these people are realizing they need special tools, techniques,
and knowledge to handle their new types of assignments, they may not be
able or willing to devote large amounts of time to acquiring them. I devote
this book to that silent majority of project managers.



2

Project Management For Dummies, 2nd Edition

About This Book

This book helps you recognize that the basic tenets of successful project
management are simple. The most complex analytical technique takes less
than ten minutes to master! In this book, I introduce information that’s neces-
sary to plan and manage projects, and I provide important guidelines for
developing and using this information. You discover that the real challenge to
a successful project is dealing with the multitude of people whom a project
may affect or need for support. [ present plenty of tips, hints, and guidelines
for identifying key players and then involving them.

But knowledge alone won’t make you a successful project manager — you
need to apply it. This book’s theme is that project-management skills and
techniques aren’t burdensome tasks you perform because some process
requires it. Rather, they’re a way of thinking, communicating, and behaving.
They’re an integral part of how we approach all aspects of our work every day.

So I've written the book to be direct and (relatively) easy to understand. But
don’t be misled — the simple text still navigates all the critical tools and
techniques you’ll need to support your project planning, scheduling, budget-
ing, organizing, and controlling. So buckle up!

[ present this information in a logical and modular progression. Examples and
illustrations are plentiful — so are the tips and hints. And I inject humor from
time to time to keep it all doable. My goal is that you finish this book feeling
that good project management is a necessity and that you're determined to
practice it!

Conventions Used in This Book

To help you navigate through this book, I use the following conventions to
help you find your way:
v Every time I introduce a new word, I italicize it and then define it.

v [ use bold text to indicate keywords in bulleted lists or to highlight
action parts in numbered lists.

v [ put all Web sites in monofont.

What Vou're Not to Read

Of course, I want you to read every single word, but I understand your life is
busy and you may only have time to read what'’s relevant to your experience.
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In that case, feel free to skip the sidebars. Although the sidebars offer inter-
esting and real-life stories of my own experiences, they’'re not vital to grasp-
ing the concepts. If you do have the time though, read them for some
interesting anecdotes.

Foolish Assumptions

When writing this book, I've assumed a widely diverse group of people will
read it, including the following:

v Senior managers and junior assistants (the senior managers of tomorrow)

v Experienced project managers and people who’ve never been on a pro-
ject team

v People who’ve had significant project-management training and people
who’ve had none

v People who've had years of real-world business and government experi-
ence and people who've just entered the workforce

[ assume that you have a desire to take control of your environment. After
reading this book, [ hope you wonder (and rightfully so) why all projects
aren’t well managed — because you'll think these techniques are so logical,
straightforward, and easy to use. But I also assume you recognize there’s a
big difference between knowing what to do and doing it. And [ assume you
realize you'll have to work hard to overcome the forces that conspire to pre-
vent you from using these tools and techniques.

Finally, I assume you'll realize that you can read this book repeatedly and
learn something new and different each time, thinking of this book as a friend
or a comfortable resource that has more to share, as you read between the
lines and experience new situations.

How This Book Is Organized

Like every other For Dummies book, each chapter is self-contained, so you
can read the chapters first that interest you the most. The book is divided
into the following six parts.
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Part I: Understanding Expectations (The
Who, What, and Why of Your Project)

In this part, I discuss the unique characteristics of projects and key issues
that you may encounter in a project-oriented organization. I also show you
how to clearly define your project’s proposed results, how to identify the
people who will play a role, and how to determine your project’s work.

Part II: Determining When and How Much

In this part, [ cover how to develop the project schedule and estimate the
resources you need. I also show you how to identify and manage project risks.

Part I1I: Putting Your Team Together

I show you how to identify, organize, and deal with people who play a part in
your project’s success. | explain how to define team members’ roles and get
your project off to a positive start.

Part JU: Steering the Ship: Managing Your
Project to Success

In this part, | explain how to monitor, track, analyze, and report on your pro-
ject’s activities. Then I discuss how to bring your project to a successful closure.

Part U: Taking Your Project Management
to the Next Level

[ discuss how to deal with a multiple-project environment, use available tech-
nology to help you plan, organize and control your project, and introduce
your new project-management skills and knowledge into your environment. [
also discuss a technique for evaluating activity performance and resource
expenditures on larger projects.
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Part Ul: The Part of Tens

Every For Dummies book has this fun part that gives you tidbits of informa-
tion in an easy-to-chew format. In this part, I share tips on how to plan a pro-
ject and how to be a better project manager. This part also has two additional
nuggets of information: Appendix A is a comprehensive list of the most
common project-management terms and definitions, and Appendix B is an
illustration of the steps for planning your project and for using the essential
controls that I discuss throughout the book.

Icons Used in This Book

a\\J

[ include small icons in the left margins of the book to alert you to special
information in the text. Here’s what they mean:

This icon highlights techniques or approaches to improve your project-
management practices.

[ use this icon to point out project-management terms or issues that are a bit
more technical.

This icon leads into real-world and hypothetical situations illustrating tech-
niques and issues.

This icon highlights potential pitfalls and danger spots.

[ use this icon to show important information to keep in mind as you apply
the techniques and approaches.

5



6 Project Management For Dummies, 2nd Edition

Where to Go from Here

a\\J

You can read this book in many ways, depending on your own project-
management knowledge and experience and your current needs. However,
I suggest you first take a minute to scan the Table of Contents and thumb
through the sections of the book to get a feeling for the topics I address.

If you're new to project management and are just beginning to form a plan for
a project, first read Parts I and I, which explain how to plan outcomes, activi-
ties, schedules, and resources. If you want to find out how to identify and
organize your project’s team and other key people, start with Chapter 4 and
Part IIL. If you’re ready to begin work or you're already in the midst of your
project, you may want to start with Part IV. Or, feel free to jump back and
forth, hitting the chapters with topics that interest you the most.

The most widely recognized reference of project-management best practices
is A Guide to the Project Management Body of Knowledge (PMBOK), published
by the Project Management Institute (PMI). The Project Management
Professional (PMP) certification — the most recognized project-management
credential throughout the world — includes an examination (administered by
PMI) with questions based on PMBOK.

Because | base my book on best practices for project-management activities,
the tools and techniques I offer are in accordance with the most recent ver-
sion of PMBOK. However, if you're preparing to take the PMP examination,
use my book as a companion to PMBOK, not as a substitute for it.

The two books have some significant differences.

v~ First and foremost, PMBOK identifies what best practices are but doesn’t
address in detail how to perform them or deal with difficulties you may
encounter as you try to perform them. In contrast, my book focuses
heavily on how to perform the project-management techniques and
processes.

v Second, PMBOK often contains highly technical language and detailed
processes, which people mistakenly dismiss as requirements for larger
projects. My book, however, deliberately frames terms and discussions
to be user-friendly. As a result, people who work on projects of all sizes
can understand how to apply the tools and techniques presented.

In any case, plan on reading all the chapters more than once — the more you
read a chapter, the more sense its approaches and techniques will make. And
who knows? A change in your job responsibilities may create a need for cer-
tain techniques you've never used before. Have fun and good luck!
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In this part . . .

' he most difficult part of a new project often is decid-
ing where to begin. Expectations are high, while time
and resources are frequently low.

In this part, [ identify how a project differs from other
activities you perform in your organization, and I present
a snapshot of the steps you take to plan, organize, and
control your project. I offer you specific techniques and
approaches to clearly define what you want your project
to accomplish and who needs to be involved. Finally, I
show you how to determine the work you'’ll have to do to
meet the expectations for your project.




Chapter 1

Project Management: The Key to
Achieving Results

In This Chapter
Distinguishing projects
Breaking down project management
Coming to grips with the project manager’s role
Cycling through the phases of a project
Eyeing potential problems with your project

Examining the requirements for project success

Slccessful organizations create projects that produce desired results

in established time frames with assigned resources. As a result, businesses
are increasingly driven to find individuals who can excel in this project-oriented
environment.

Because you're reading this book, chances are good that you’'ve been asked to
manage a project. So, hang on tight — you're going to need a new set of skills
and techniques to steer that project to successful completion. But not to
worry! This chapter gets you off to a smooth start by showing you what pro-
jects and project management really are and helping you separate projects
from nonproject assignments. The chapter also offers the rationale for why
projects succeed or fail and gets you into the project-management mindset.

What Exactly Is a Project?

No matter what your job, you handle a myriad of assignments every day:
prepare a memo, hold a meeting, design a sales campaign, or move to new
offices. Or maybe your day sounds more like this: make the information
systems more user-friendly, develop a research compound in the laboratory,
or improve the organization’s public image. Not all of these assignments are
projects. How can you tell which ones are? This section can help.
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AR
g &/ Large or small, a project always has the following ingredients:

v~ Specific outcomes: Products or results (check out Chapter 2 for more on
describing desired results)

v Definite start and end dates: Projects don’t go on forever (refer to
Chapter 5 for developing a schedule for your project)

v~ Established budgets: Required amounts of people (see Chapter 6), funds
(see Chapter 7), equipment (see Chapter 7), facilities (see Chapter 7),
and information (see Chapter 7)

“&\\I\BER Each ingredient affects the other two. Expanding specific outcomes may
& require more time (a later end date) or more resources. Moving up the end
date may necessitate paring down the results or increasing project expendi-
tures (exceeding the established budgets) by paying overtime to project
staff. Within this three-part project definition, you perform work to achieve
your desired results.

Projects come in a wide assortment of shapes and sizes:

v~ Large or small

¢ Installing a new subway system, which may cost more than $1 bil-
lion and take 10 to 15 years to complete, is a project

¢ Preparing a report of monthly sales figures, which may take you
one day to complete, is a project

v Involving many people or just you

¢ Training all 10,000 of your organization’s staff in a new affirmative-
action policy is a project

¢ Rearranging the furniture and equipment in your office is a project
v Defined by a legal contract or an informal agreement

e A signed contract between you and a customer that requires you
to build a house defines a project

¢ An informal promise you make to install a new software package
on your colleague’s computer defines a project

~ Business-related or personal
¢ Conducting your organization’s annual blood drive is a project
¢ Having a dinner party for 15 people is a project
No matter what the individual characteristics of your project are, you define
it by the same three ingredients: outcomes, start and end dates, and resources.
The information you need to plan and manage your project is the same,

although the ease and the time to develop it may differ. The more thoroughly
you plan and manage your projects, the more likely you are to succeed.
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A project by any other name — just isn't a project

People often confuse two other terms with
project:

v A processis a series of routine steps to per-
form a particular function, such as a pro-
curement process or a budget process. A
process isn't a one-time activity that
achieves a specific result; instead it defines
how a particular function is to be done
every time. Processes like the activities to
buy materials are often parts of projects.

v A program can describe two different situa-
tions. First, it's a set of goals that gives rise
to specific projects but it can never be com-
pletely accomplished. A health-awareness

program and an employee-morale program
are examples. These programs never com-
pletely achieve their goal (for example, the
public will never be totally aware of all
health issues as a result of a health-aware-
ness program), but one or more projects
may accomplish specific results related to
the program’s goal (such as a workshop on
minimizing the risk of heart disease).
Second, a program sometimes refers to a
group of specified projects that achieve a
common goal.

Defining Project Management

Project management is the process of guiding a project from its beginning
through its performance to its closure. Project management includes three

basic operations:

v Planning: Specifying the desired results, determining the schedules, and

estimating the resources

v Organizing: Defining people’s roles and responsibilities

v Controlling: Reconfirming people’s expected performances, monitoring
actions and results, addressing problems, and sharing information with

interested people

Successfully performing these activities requires:

v+~ Information: Accurate, timely, and complete data for the planning, per-

formance monitoring, and final assessment

v+ Communication: Clear, open, and timely sharing of information with
appropriate individuals and groups

v Commitment: Team members’ personal promises to produce the agreed-

upon results on time and within budget

11
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Projects are temporary, created to achieve particular results. So when the
results are achieved, the project should end. But this transitory nature of pro-
jects may create some challenges such as the following:

v Additional assignments: Project managers may be asked to accept

a new project in addition to — not in lieu of — existing assignments.
And they may not be asked how the new work may affect their existing
projects. (Higher management may just assume the project manager
can handle it all.) When conflicts arise over a person’s time, the guide-
lines or procedures to resolve those conflicts may not exist or may be
inadequate.

v New people on new teams: On small projects, project managers often

seek the help of other people. But on larger efforts, people who haven’t
worked together before may be formally assigned to a project team. In
fact, some people may not even know each other. These unfamiliar rela-
tionships may slow the project down because team members may

¢ Have different operating and communicating styles.
¢ Use different procedures for performing the same type of activity.

¢ Not have had the time to develop mutual respect and trust.

” No direct authority: For most projects, the project manager and team

members have no direct authority over each other. Therefore, the
rewards that usually encourage top performance (such as salary
increases, superior performance appraisals, and job promotions) aren’t
available. In addition, conflicts over time commitments or technical
direction may require input from a number of sources. As a result, they
can’t be settled with one, unilateral decision.

Knowing the Project Manager’s Role

The project manager’s job is challenging. She often coordinates technically

specialized professionals — who may have limited experience working

together — to achieve a common goal. The project manager’s own work expe-

rience is often technical in nature, yet her success requires a keen ability to
identify and resolve sensitive organizational and interpersonal issues.

Looking at the project managet’s tasks

Historically, the performance rules in traditional organizations were simple:

Your boss made assignments; you carried them out. Questioning your assign-

ments was a sign of insubordination or incompetence.
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But these rules have changed. Today, your boss may generate ideas, but you
assess how to implement them. You confirm that a project meets his real
need and then determine the necessary work, schedules, and resources.

It doesn’t make sense to handle a project any other way. The project manager
must be involved in developing the plans because she needs the opportunity
to clarify expectations and proposed approaches and then raise any questions.

The key to project success is to be proactive. Instead of waiting for others to
tell you what to do,

v Seek out information because you know you need it.

v Follow the plan because you believe it’s the best way.

v Involve people who you know are important for the project.

»* Raise issues and risks, analyze them, and elicit support to address them.

v Share information with the people you know should have it.

v Put all important information in writing.

v Commit to your project’s success; ask and expect other people to do the
same.

Staving off potential excuses

Be prepared for other people to fight your attempts to be proactive. And
trust me, you'll have to be prepared for everything! This short section pro-
vides a few examples of excuses that you may encounter as a project man-
ager and the appropriate responses you can give to keep the project on track.

v Excuse: Our projects are all crises; we have no time to plan.

Response: Unfortunately, this logic is illogical! In a crisis, you can’t
afford not to plan. Why? Because you have a critical situation that you
have to address with limited time and resources. You can’t afford to
make mistakes. And acting under pressure and emotion (the two charac-
teristics of crises) practically guarantees that mistakes will occur.

v Excuse: Structured project management is only for large projects.

Response: No matter what size the project, the information you need to
perform it is the same. What are you to produce? What work has to be
done? Who's going to do it? When will it end? Have you met expectations?

Large projects may require many weeks or months to develop satisfac-
tory answers to these questions. Small projects that last a few days or
less may take 15 minutes. But you still have to answer the questions.

13
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v Excuse: These projects require creativity and new development. They
can’t be predicted with any certainty.

Response: Some projects are more predictable than others. However,
people awaiting the outcomes still have expectations for what they’ll get
and when. Therefore, a project with many uncertainties needs a man-
ager to develop and share initial plans and then assess and communi-
cate the effects of unexpected occurrences.

You may never encounter these specific excuses or you may encounter them
on a regular basis. No matter. Adapt these response examples to address
your own situations.

Considering the Life and
Times of Your Project

Do you have a good grasp of what a project manager does and what makes a
good project manager? If so, you're ready for the basics of a project. Every
project, whether large or small, entails five distinct types of work:

v Conceive: Coming up with the idea

v Define: Developing a plan

v~ Start: Forming a team

v Perform: Doing the work

v Close: Ending the project
For small projects, this entire process can take a few days. Larger projects

may take many years! No matter how simple or complex the project, how-
ever, the process is the same. (Check out Figure 1-1.)

Conceive

(The idea)
Define

| (The plan) 1
Figure 1-1: Start
Guide your (The team) 1
project Perform
through the (The work) 1

five phases Close
of its life. (The wrap-up)
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The conceive phase: In the beginning . . .

All projects begin with an idea. Perhaps your organization’s client identifies a
need, or maybe your boss thinks of a new market to explore, or maybe you
think of a way to refine your organization’s procurement process. When an
idea forms, your project has entered the conceive phase.

Sometimes this phase is informal. For a small project it may just consist of a
discussion and a verbal agreement. In other instances, especially for larger
projects, a project requires a formal review and decision.

Decision-makers consider the following two questions when deciding
whether to move ahead with a project:

v Should we do it? Are the benefits we expect to achieve worth the costs
we’ll have to pay?

v Can we do it? [s the project technically feasible? Are the required
resources available?

If the answer to both questions is “Yes,” the project can proceed to the define
phase (see the following section) where a project plan is developed. If the
answer to either question is a definite, iron-clad “No!” then under no circum-
stances should the project go any farther. If nothing can be done to make it
feasible and desirable, it should be cancelled now. Doing anything else guar-
antees wasted resources, lost opportunities, and a frustrated staff.

Suppose you’re in charge of the publications department in your organiza-
tion. You've just received a request to have a 20,000-page document printed
in ten minutes, which requires equipment that can reproduce at the rate of
2,000 pages per minute.

You check with your staff and confirm that your document-reproducing
equipment has a top speed of 500 pages per minute. You check with your
suppliers and find out that the fastest document-reproducing equipment
available today has a top speed of 1,000 pages per minute. Would you agree
to plan and perform this project when you can’t possibly meet the request?
Of course not.

Rather than promising something you know you can’t achieve, consider
asking your customer whether she can change the request. For example, can
she accept the document in 20 minutes? Can you reproduce certain parts of
the document in the first 10 minutes and the rest later?

Sometimes you’re convinced that you can’t meet a request or that the bene-
fits aren’t worth the cost. Be sure to check with the people who developed or
approved the request. They may have information that you don’t, or you may
have additional information that they weren’t aware of.
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Performing a benefit-cost analysis

A benefit-cost analysisis a comparative assess-
ment of all benefits you anticipate from your pro-
ject with all the costs to introduce the project,
perform it, and support the changes resulting
from it. Benefit-cost analyses help you to

v Decide whether to undertake a project or
decide which of several projects to under-
take

v~ Frame appropriate project objectives

v Develop appropriate before and after mea-
sures of project success

You can express some anticipated benefits in
monetary equivalents (such as reduced operat-
ing costs or increased revenue). For other ben-
efits, numerical measures can approximate
some, but not all, aspects. If your project is to
improve staff morale, for example, you may con-
sider associated benefits to include reduced
turnover, increased productivity, fewer
absences, and fewer formal grievances. But,
whenever possible, express benefits and costs
in monetary terms to facilitate the assessment
of a project’s net value.

Consider costs for all phases of the project.
Such costs may be nonrecurring (such as labor,
capital investment, and certain operations and
services) or recurring (such as changes in per-
sonnel, supplies, and materials or maintenance
and repair). In addition, consider:

v~ The potential costs of not doing the project
v The potential costs if the project fails

v Qpportunity costs (the potential benefits if
you had spent your funds successfully per-
forming a different project)

The farther into the future you look when per-
forming your analysis, the more important it is
to convert your estimates of benefits over costs

into today’s dollars. Unfortunately, the farther
you look, the less confident you can be of your
estimates. For example, you may expect to reap
benefits for years from a new computer system,
but changing technology may make your new
system obsolete after one year.

Therefore, two key factors influence the results
of a benefit-cost analysis:

v How far into the future you look to identify
benefits

v The assumptions on which you base your
analysis

Although you may not want to go out and design
a cost-benefit analysis by yourself, you defi-
nitely want to see whether your project already
has one and, if so, what the specific results
were.

The excess of a project’s expected benefits over
its estimated costs in today's dollars is its net
present value (NPV). The net present value is
based on two premises:

v~ Inflation: The purchasing power of a dollar
will be less one year from now that it is
today. If the rate of inflation is 3 percent for
the next 12 months, a dollar today will be
worth $.97 12 months from today. In other
words, 12 months from now, you'll pay $1 to
buy what you paid $.97 for today.

v Lost return on investment: The amount you
can earn if you invest your money conserv-
atively today. For example, if you put $1in a
bank and received simple interest at the
rate of 3 percent compounded annually, 12
months from today you'll have $1.03 (assum-
ing 0 percent inflation).

To address these considerations when deter-
mining net present value, you specify the fol-
lowing numbers:




v~ Discount rate: The factor that reflects the
future value of $1 in today's dollars, consid-
ering the effects of both inflation and lost
return on investment.

v+ Allowable payback period: The length of
time for anticipated benefits and estimated
costs.

Chapter 1: Project Management: The Key to Achieving Results

In addition to determining the NPV for different
discount rates and payback periods, figure the
project’s internal rate of return (the value of dis-
count rate that would yield an NPV of 0) for each
payback period.

Beware of assumptions that you or other people make when assessing your
project’s potential value, cost, and feasibility. For example, just because your
requests for overtime have been turned down in the past doesn’t guarantee
they’ll be turned down again this time.

The define phase: Establish the plan

When you know what you hope to accomplish and you believe it’s possible,
you need a detailed plan to describe how you and your team will make it
happen.

Include the following in your project plan:
v An overview of the reasons for your project (Chapter 2 tells you what to

include)

v A detailed description of results (Chapter 2 explains how to describe
desired results)

v A list of all work (Chapter 4 illustrates how to identify all required pro-
ject work)

v The roles you and your team members will play (Chapter 10 explains
how to describe roles and responsibilities)

v A detailed project schedule (Chapter 5 explains how to develop your
schedule)

v Budgets for required personnel, funds, equipment, facilities, and infor-
mation (Chapter 6 illustrates how to estimate resource needs)

v Assumptions (Chapter 2 discusses how to frame assumptions)

17
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In addition, be sure to identify and describe how you plan to manage any sig-
nificant risks and uncertainties. (Chapter 8 explains how to identify and plan
for risks.)

Always put your plans in writing; it helps you to clarify details and reduces
the chances that you’ll forget something. Plans for large projects can take
hundreds of pages, although a plan for a small project can take a few lines on
a piece of paper (or a tablecloth!).

A\\S

The success of your project depends on the clarity and accuracy of your plan
and whether people believe they can achieve it. Whenever you consider past
experience, your plan is more realistic; and whenever you involve people in
the plan’s development, you encourage their commitment to achieving it.

Often the pressure to get fast results encourages people to skip the planning
and get right to the tasks. This strategy can create a lot of immediate activity,
but it also creates significant chances for waste and mistakes.

Be sure your project’s drivers and supporters review and approve the plan in
writing (see Chapter 3) before you begin your project. For a small project,
you may only need a brief e-mail or someone’s initials on the plans.

The start phase: Get ready, get set

Preparing project work requires the following (see Chapter 11 for details):

1~ Assigning people to all project roles: Identify the individuals who’ll per-
form the project work and negotiate agreements to assure they’ll be
available to work on the project team.

» Giving and explaining tasks to all team members: Describe to each
team member the work that he or she is to produce and how the team
members will coordinate their efforts.

v Defining how the team will perform the necessary tasks: Decide how
the team will handle routine communications, make different project
decisions, and resolve conflicts.

v~ Setting up necessary tracking systems: Decide which system(s) and
accounts you'll use to track schedules, work effort, and expenditures.

v Announcing the project to the organization: Let the necessary people
know that your project exists, what it will produce, and when it will
begin and end.
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Suppose you don’t join your project team until the start phase. Your first task
is to understand how people decided (during the conceive phase) that the
project was possible and desirable. If people have overlooked important
issues, you need to raise them now. When searching for the project’s history,
check minutes from meetings, memos, letters, e-mails, and technical reports.
Then consult with all of the people involved in the decision.

The perform phase: Go!

Finally you get to perform the project work! This phase entails the following
(see Chapters 12, 13, and 14 for more details):

+ Doing the tasks: Perform the work that’s in your plan.

v Continually comparing performance with plans: Collect information on
outcomes, schedule achievements, and resource expenditures; identify
deviations from your plan; and develop corrective actions.

v Fixing problems that arise: Change tasks, schedules, or resources to
bring project performance back on track with the existing plan, or nego-
tiate agreed-upon changes to the plan itself.

1 Keeping everyone informed: Tell people about the team’s achieve-
ments, project problems, and necessary revisions to the established
plan.

The close phase: Stop!

Finishing your assigned tasks is only part of bringing your project to a close.
In addition, you must do the following (see Chapter 15 for discussions on
each of these points):

v Get your clients’ approvals of the final results.

v Close all project accounts (if you've been charging time and money to
special project accounts).

v Help people move on to their next assignments.

v Hold a postproject evaluation to recognize project achievements and to
discuss lessons you can apply to the next project. (At the very least,
make informal notes about these lessons and how you’ll use them in the
future.) See Chapter 15 for how to prepare, design, and conduct a post-
project evaluation.
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Anticipating the Most Common Mistakes

The short-term pressures of your job may encourage you to act today in
ways that cause you to pay a price tomorrow. Especially with smaller, less
QWING/ formal projects, you may feel no need for organized planning and control.
$V~
Don’t be seduced into the following, seemingly-easier shortcuts:

v Jumping directly from the conceive phase to the perform phase: You
have an idea and your project’s on a short schedule. Why not just start
doing the work? Sounds good, but you haven’t defined the activities!
Other variations on this shortcut include the following:

¢ “Our project’s been done many times before, so why do I have to
plan it out again?”

Even though projects can be similar to past ones, some elements
are always different. Perhaps you’re working with some new
people, using a new piece of equipment, and so on. Take a moment
now to be sure your plan addresses the current situation.

“Our project’s different from before, so what good is trying to
plan?”

This is like saying you're traveling in an unknown area, so why try
to lay out your route on a road map? Planning for a new project is
important because no one’s taken this particular path before.
Although your initial plan may have to be revised during the pro-
ject, you and your team need to have a clear statement of your
intended plan.

+ Omitting the start phase completely: Time pressure is often the culprit
here. People don’t appreciate the need to define procedures and rela-
tionships before jumping into the actual project work. See Chapter 11 for
a discussion of why this phase is so important — and get tips on how to
complete it.

v Jumping into the work when you join the project during the start
phase: The plan has already been developed, so why go back and revisit
the conceive and define phases? Actually, you do this for two reasons:

¢ To identify any issues that the developers may have overlooked

¢ To understand the reasoning behind the plan and decide whether
you feel the plan is achievable

+ Only partially completing the close phase: At the end of one project,
you often move right on to the next. Scarce resources and short dead-
lines encourage this, and a new project is always more challenging than
wrapping up an old one.
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However, you never really know how successful your project is if you
don’t take the time to ensure that all tasks are complete and that you've
satisfied your clients. And if you don’t take positive steps to apply the
lessons this project’s taught you, you're likely to make the same mis-
takes again or fail to repeat this project’s successful approaches.

Do 1 Have What It Takes to Be an
Effective Project Manager?

You're reading this book because you want to be a better project manager.
However, before you really jump in, I suggest you do a quick self-evaluation to
see what your strengths and weaknesses are. By answering these ten ques-
tions, you’ll get an idea of what subjects to spend more time on so you can be
as effective as possible. Good luck.

QOuestions

1.

Are you more concerned about being everyone’s friend or getting a job
done right?

. Do you prefer to do technical work or manage other people doing tech-

nical work?

3. Do you think the best way to get a tough task done is to do it yourself?

. Do you prefer your work to be predictable or constantly changing?

5. Do you prefer to spend your time developing ideas instead of explaining

those ideas to other people?

. Do you handle crises well?

7. Do you prefer to work by yourself or with others?

9.
10.

. Do you think you shouldn’t have to monitor people after they’ve

promised to do a task for you?
Do you believe people should be self-motivated to perform their jobs?

Are you comfortable dealing with people at all organizational levels?

Answers

1.

Although maintaining good working relations is important, the project
manager often must make decisions for the good of the project that
some people don’t agree with.
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2. Most project managers achieved their position because of their strong
performance on technical tasks. However, after you become a project
manager, your job is to encourage other people to produce high-quality
technical work rather than to do it all yourself.

3. Believing in yourself is important. However, the project manager’s task is
to help other people develop to the point where they can perform tasks
with the highest quality.

4. The project manager tries to minimize unexpected problems and situa-
tions through responsive planning and timely control. However, when
problems do occur, the project manager must deal with them promptly
to minimize their impact on the project.

5. Though coming up with ideas can help your project, the project man-
ager’s main responsibility is to ensure everyone correctly understands
all ideas that are developed.

6. The project manager’s job is to provide a cool head to size up the situa-
tion, choose the best action, and encourage all members to do their
parts in implementing the solution.

7. Self-reliance and self-motivation are important characteristics for a pro-
ject manager. However, the key to her success is to facilitate interaction
among a diverse group of technical specialists.

8. Although you may feel that honoring one’s commitments is a fundamen-
tal element of professional behavior, the project manager should ensure
that people maintain their focus and should model how to cooperatively
work with others.

9. They should be, but the project manager should encourage them to
remain motivated by their job assignments and related opportunities.

10. The project manager deals with people at all levels, from upper manage-
ment to support staff, who perform project-related activities.



Chapter 2

Clarifying What You're Trying
to Accomplish — and Why

In This Chapter
Understanding your project’s Statement of Work (SOW)

Clarifying the need for the project
Handling the unknowns

Forming your own Statement of Work

A 1l projects are created for a reason. Someone identifies a need and
devises a project to address that need. How well the project ultimately
addresses that need defines the project’s success or failure.

This chapter helps you develop a mutual agreement between the project’s

requesters and the project team about your project’s goals. It also helps you
establish the conditions necessary to perform the project work.

Defining Your Project with
a Statement of Work

< PARLAy, A Statement of Work (SOW) is a written confirmation of what your project will
§$’ — <« produce and the terms and conditions under which you will perform your
g 7 work. Both the people who requested the project and the project team

should agree to all terms in the SOW before actual project work begins.
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Your organization may use a number of other
documents that address issues similar to those
in the Statement of Work (SOW). If you use
these as sources of information to prepare or
describe your project plan, be careful to note
how they differ from your SOW.

v Market requirements document: A formal
request to develop or modify a product. This
document (typically a member of your orga-
nization’s sales and marketing group pre-
pares it) may lead to the creation of a
project. However, in its original form, this
document only reflects the desires of the
person who wrote it. It doesn’t reflect an
assessment of whether it's possible or in
the company’s best interest to meet the
request, nor is it a commitment to meet it.

v~ Business requirements document: A
description of the business needs that a
requested product, service, or system must
address.

v Project request: A written request for a pro-
ject by a group within the organization. The
project requestindicates a desire for a project

Kissing cousins: Documents closely related
to a Statement of Work

rather than a mutual agreement and com-
mitment to perform it.

Project charter: A document issued hy
upper management that formally estab-
lishes a project and authorizes the project
manager to use organizational resources to
perform project activities.

Project profile: Highlights of key informa-
tion about a project. Sometimes this is also
called a project summary or a project
abstract.

Work order: A written description of work
that people or groups within your organiza-
tion will perform in support of your project.
The signed work order focuses on work
performance rather than overall project
outcomes.

Contract: A legal agreement for goods or
services from an external vendor or con-
tractor. On occasion, the term Statement of
Work refers to the part of a contract that
describes these goods and services.

Your SOW includes the following information:

v Purpose: How and why your project came to be, the scope of your pro-

ject, and its general approach

1 Objectives: Specific outcomes you’ll produce

v Constraints: Restrictions that will limit what you achieve, how and when

you can achieve it, and their cost

1~ Assumptions: Statements about how you will address uncertain informa-

tion as you conceive, plan, and perform your project
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Think of your SOW as a binding agreement.

» You and your team commit to producing certain results.

Your project’s requesters commit that they’ll consider your project 100
percent successful if you produce these results.

»* You and your team identify all restrictions regarding your approach to
the work and what you need to support your work.

Your project’s requesters agree there are no restrictions other than the
ones you have identified and that they’ll provide you the support you
declare you need.

»* You and your team identify all assumptions you made when agreeing to
the terms of your SOW.

Of course, predicting the future is impossible. In fact, the farther into the
future you try to look, the less certain your predictions can be. However,
your SOW represents your project commitments based on what you know
today and expect to be true in the future. If and when situations change,
you’ll assess the effect of the changes on your SOW and propose the neces-
sary corresponding changes to your project. Your project’s requesters always
have the option of accepting your proposed changes (allowing the project to
continue) or canceling your project.

Looking at the Big Picture:
How Your Project Fits In

& Understanding the situation and thought processes that led to your project
g helps ensure that your project successfully meets people’s expectations.

\k\gv Your project’s purpose statement should include the following information:

v Background: Why people authorized your project

1 Scope: What work will be performed

1 Strategy: How you’ll approach the major work of this project
This section helps you identify all the people who may use your project’s
results and their specific expectations, needs, and interests. The section also

helps you clarify the extent of the project’s work and describe your strategies
for accomplishing major project activities.
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Figuring out why you've doing this project

When you take on a project, why you're doing it may seem obvious —
because your boss told you to. The real question, though, is not why you
choose to accept the assignment but why the project must be done in the
first place.

The following sections help you identify people who may benefit from your
project so you can then determine their specific expectations and needs
regarding the project.

Identifying the initiator

As your first task, determine who had the original idea that led to your pro-
ject. Project success requires that, at a minimum, you meet this person’s
needs and expectations.

&,N\BER Identifying your project’s initiator is easy when he directly assigns it to you.
& More likely, however, the person who assigns the project is passing along an
assignment he received from someone else. If your project has passed
through several people before it reaches you, you may have difficulty deter-
mining who really had the initial idea. Further, the original intent may have
become blurred if every person in the chain purposely or inadvertently
changed the assignment a little as he passed it on.

Take the following steps to determine who came up with the original idea for
your project.

1. Ask the person who assigns you the project whether she originated
the idea.
2. If that person’s didn’t initiate the idea, ask:
Who gave her the assignment?

Who else, if anyone, was involved in passing the assignment to
her?

Who had the original idea for the project?

3. Check with any other people you identified in Step 2 and ask them the
same questions.

4. Check the following written records that may confirm who originally
had the idea:

Minutes from division-, department-, and organization-wide plan-
ning and budget sessions

Correspondence and e-mail referring to the project

Reports of planning or feasibility studies
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A feasibility study is a formal investigation to determine the likely suc-
cess of performing certain work or achieving certain results.

In addition to helping you identify the people who initiated your project,
these sources may shed light on what these people hope to get from it.

5. Consult with people who may be affected by or need to support your
project; they may know who originated the idea.

Identify your project initiator by name and position description. In other
words, don’t write “The sales department requested promotional literature
for product Alpha,” but write “Mary Smith, the sales representative for the
northeast region, requested promotional literature for product Alpha.”

Distinguish between drivers and supporters as you seek to find your project
initiator. (See Chapter 3 for more information about drivers and supporters.)

v Drivers have some say when defining the results of the project. They tell
you what you should do.

v Supporters help you perform your project. They tell you what you can do.

For example, suppose the vice president of finance requests a project to
upgrade the organization’s financial information systems — she’s a project
driver. The manager of the computer center must provide staff and resources
to upgrade the organization’s information systems — he’s a project supporter.

Sometimes supporters claim to be drivers. For example, when the manager of
the computer center is asked, he may say he initiated the project. In reality,
the manager authorized the people and funds to perform the project, but the
vice president of finance initiated it.

Recognizing other people who may benefit from your project

Although they may not have initiated the idea, other people may benefit from
your completed project. They may be people who work with, support, or are
clients of your project’s drivers, or they may have performed similar pro-
jects. They may have expressed interests or needs in areas addressed by
your project in meetings, correspondence, or informal conversations.

Identify these people as soon as possible to determine their particular needs
and interests and how you can appropriately address them. These additional
audiences may include people who

1 Know the project exists and have expressed an interest in it.

v Know it exists but don’t realize it can benefit them.

v Are unaware of your project.

27
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Identify these additional audiences by

v Reviewing all written materials related to your project.
v Consulting with your project’s drivers and supporters.

v Encouraging everyone that you speak to about the project to identify
others they think may benefit from it.

As you identify people who can benefit from your project, also identify people
who strongly oppose it. Figure out why they oppose your project and whether
you can address their concerns. Take the time to determine whether they
may be able to derive any benefits from your project and, if so, explain these
benefits to them. If they continue to oppose your project, make note in your
risk-management plan of their opposition and how you plan to deal with it
(see Chapter 8 for how to analyze and plan for project risks and uncertainties).

Distinguishing the project champion

A project champion is a person in a high position in the organization who
strongly supports your project; advocates for your project in disputes, plan-
ning meetings, and review sessions; and takes necessary actions to help
ensure that your project is successful. (See Chapter 3 for more discussion
about a project champion.)

Sometimes the best champion is one whose support you never have to use.
Just knowing that this person supports your project helps other people
appreciate its importance and encourages them to work diligently to ensure
its success.

Check with your project’s drivers and supporters to find out whether your
project already has a champion. If it doesn’t, work hard to recruit one by
looking for people who can reap benefits from your project and who have suf-
ficient power and influence to encourage serious, ongoing organizational
commitment to your project. Explain to these people why the success of your
project is in their best interest and how you may need their specific help as
your project progresses. Assess how interested they are in your project and
how much help they’re willing to provide.

Considering people who'll implement the results of your project

Most projects create a product or service to achieve a desired result. Often,
however, the person who asks you to create the product or service isn’t the
one who'll actually use it.

Suppose your organization’s director of sales and marketing wants to
increase annual sales by 10 percent in the next fiscal year. She decides that
developing and introducing a new product, XYZ, will allow her to achieve this
goal. However, she won’t actually go to all of your organization’s customers
and sell them XYZ; her sales staff will. Even though they didn’t come up with
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the idea to develop XYZ, the sales staff may have strong opinions about the
characteristics XYZ should have — and so will the customers who ultimately
buy (or don’t buy!) the product.

To identify the users of project products and services, try to

v Clarify the products and services that you anticipate producing.

v~ Identify exactly who will use these products and services and how
they’ll use them.

After you identify these people, consult with them to determine any addi-
tional interests or needs they may have that your project should also
address.

Determining your project drivers’ real expectations and needs

The needs that your project addresses may not always be obvious. Suppose,
for example, that your organization decides to sponsor a blood drive. Does
this project address the shortage of blood in the local hospital or does it
improve your organization’s image in the local community?

When you clearly understand the needs your project must satisfy, you can

v Choose project activities that enable you to accomplish the true desired
results (see Chapter 4 for information on identifying project activities).

v Monitor performance during and at the end of the project to ensure that
you're meeting the real needs (see Chapter 12 for more information on
how to track a project during performance).

1 Realize when the project isn’t meeting the real needs and suggest modi-
fying or canceling it.

You hope that you're told what the project should produce and the needs it
should address when you're initially assigned the project. However, usually
you’re told what to produce (the outcomes), and you have to figure out the
needs yourself. Check out the sidebar “Know your project’s true measure of
success” in this chapter for an example.

Consider the following questions as you work to define the needs:

1 What needs do people want your project to address? Don’t worry at
this point whether your project actually can address these needs or
whether it’s the best way to address the needs. You're just trying to
identify the hopes and expectations that led up to this project.

+* How do you know that the needs you identify are the real hopes and
expectations that people have for your project? Determining people’s
real thoughts and feelings can be difficult. Sometimes they don’t want to
share them; sometimes they don’t know how to express them clearly.
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When speaking with people to determine the needs your project should
address, try the following suggestions:
v Encourage them to speak at length about their needs and expectations.
v Listen carefully for any contradictions
v Encourage them to clarify vague ideas.
v Try to confirm your information from two or more sources.
See whether your organization performed a formal benefit-cost analysis for

your project. A benefit-cost analysis (see Chapter 1 for further details) is a
formal identification and assessment of

v The benefits anticipated from your project
v The costs for
¢ Performing your project
¢ Using and supporting the products or services produced by your

project

The benefit-cost analysis documents the results that people were counting on
when they decided to proceed with your project. Therefore, the analysis is an

important source for the real needs that your project should address.

Know your project's true measure of success

A friend of mine received an assignment to
develop a new product from his boss, who had
just returned from an upper-management
retreat. Max knew that company sales had
been dipping and that the purpose of the retreat
was to discuss possible approaches for revers-
ing the trend. He also knew that the company’s
highly skilled market-research department had
been investigating new product ideas for the
past six months. Max assumed, therefore, that
upper management had established this project
to increase sales in the coming year, based on
recommendations from the market research
department.

Max’s conclusion was reasonable but com-
pletely wrong. In reality, right before the retreat,
the company president had received a call from
a friend who asked whether the company mar-
keted a product like XYZ. Instead of admitting
that his company wasn't state-of-the-art, the
president promised to provide the product. In
fact, no one had any idea whether anyone other
than the president’s friend would ever buy the
product! When Max found out the truth, he real-
ized that this project’s true measure of success
was the president’s friend’s reaction to XYZ —
not the sales increase as a result of introducing
XYZ into the company’s product line.
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Assuring that your project addresses people’s needs

Although needs may be thoroughly documented, you may have difficulty
determining whether your project can successfully address those needs. On
occasion, companies fund formal feasibility studies to determine whether a
project can successfully address a particular need.

Other times, however, your project may be the result of a brainstorming ses-
sion or someone’s creative vision. In this case, you may have less confidence
that your project can accomplish expected results. Don’t automatically reject
a project at this point but aggressively determine the chances for success
and how you can increase these chances. If you can’t find sufficient informa-
tion to support your analysis, consider asking for a formal feasibility study.

If you feel the risk of project failure is too great, share your concerns with the
key decision makers and explain why you recommend not proceeding. See
the discussion of risk management in Chapter 8 for more information.

Uncovering other activities that relate to your project

Your project doesn’t exist in a vacuum. It may require results from other pro-
jects, it may generate products that other projects will use, and it may
address needs that other projects also address. You should identify projects
related to yours as soon as possible so you can coordinate the use of shared
personnel and resources and minimize unintended overlap in project activi-
ties and results.

Emphasizing the importance of your project to the organization

How much importance the organization places on your project directly influ-
ences the chances for your project’s success. When conflicting demands for
scarce resources arise, resources usually go to those projects that can pro-
duce the greatest benefits for the organization.

Your project’s perceived value depends on its intended benefits and people’s
awareness of those benefits. Take the following steps to help people under-
stand how your project will support the organization’s priorities:
°ARL4
4/‘:“ v Look for existing statements that confirm your project’s support of
‘ organization’s priorities. Consult the following sources to find out more
about your organization’s priorities:

PR 0.[60)

¢ Longrange plan: A formal report that identifies your organiza-
tion’s overall direction, specific performance targets, and individ-
ual initiatives for the next one to five years

¢ Annual budget: The detailed list of categories and individual initia-
tives that require organization funds during the year
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¢ Capital appropriations plan: The itemized list of all planned
expenditures (over an established minimum amount) for facilities
and equipment purchases, renovations, and repairs during the
year

¢ Your organization’s Key Performance Indicators (KPIs):
Performance measures that describe your organization’s progress
towards its goals

When you review these documents, note whether your project or its
intended outcome is specifically mentioned.

In addition, determine whether your organization has made specific
commitments to external customers or upper management related to
your project’s completion.

v Describe in the Background portion of your purpose statement how
your project relates to the organization’s priorities. Include existing
discussions of your project from the information sources mentioned pre-
viously. If your project isn’t specifically referenced in these sources, pre-
pare a written explanation of how your project and its results will impact
the organization’s priorities.

Occasionally you may find it difficult to identify specific results that people
expect your project to generate. Perhaps the person who initiated the project
has assumed different responsibilities and no longer has any interest in it, or
maybe the original need the project was designed to address has changed. If
people have trouble telling you how your project will help your organization,
ask them what would happen if you didn’t perform your project. If everyone
concludes that it wouldn’t make a difference, ask them how your project can
be modified to benefit the organization. If they feel it can’t be changed to pro-
duce useful results, consider suggesting that the project be cancelled.

Organizations are consistently overworked and understaffed. Spending pre-
cious time and resources on a project that everyone agrees will make no dif-
ference is the last thing the organization needs or wants.

More likely, people do realize that your project can have a positive impact on
the organization. Your job, then, is to help these people consistently focus on
these valuable results.

Being exhaustive in your search for information

You're seeking information that’s sensitive, sometimes contradictory, and
often verbal (not in writing). Getting the information isn’t always easy, but
these tips can help:
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v Try to find several sources for the same piece of information. The
greater the number of independent sources that contain the same infor-
mation, the more likely the information is correct.

v Whenever possible, get information from primary sources. A primary
source contains the original information. A secondary source is someone
else’s report of the information from the primary source.

Suppose you need information from a recently completed study. You can
get the information from the primary source (which is the actual report
of the study by the scientists who performed it), or you can get it from
secondary sources (such as articles in magazines or scientific journals
<WBER by authors who paraphrased and summarized the original information).

The farther your source is from the primary source, the more likely the
secondary information differs from the real information.

v Written sources are the best. Check relevant minutes from meetings,
correspondence, e-mail, reports from other projects, long-range plans,
budgets, capital improvement plans, market-requirement documents,
and benefit-cost analyses.

v~ Speak to two or more people from the same area to confirm informa-
tion. Different people have different styles of communication as well as
different perceptions of the same situation. Speak with more than one
person and compare their messages to determine any contradictions.

If you get different stories, speak with the people again to verify their ini-
tial information. Determine whether the people you consulted are pri-
mary or secondary sources (primary sources tend to be more accurate
than secondary ones). Ask the people you consulted to explain or recon-
cile any remaining differences.

1 When speaking with people about important information, arrange to
have at least one other person present. Doing so allows two different
people to interpret what they heard from the same individual.

1 Write down all information you obtain from personal meetings. Share
your written notes and summaries with other people who were present
at the meeting to ensure that your interpretation was correct and to
serve as a reminder of agreements.

v+~ Plan to meet at least two times with key audiences. Your first meeting
starts them thinking about issues. Allow some time for them to think
over your initial discussions and to think of new ideas related to those
issues. A second meeting also gives you a chance to clarify any ambigui-
ties or inconsistencies from the first session. (See Chapter 3 for more
information on project audiences.)

v Wherever possible, confirm what you heard in personal meetings
with written sources. When you talk with people, they share their per-
ceptions and opinions. Compare those perceptions and opinions with
written, factual data (from primary sources, if possible). Discuss any dis-
crepancies with those same people.
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Drawing the line: Where your
project starts and stops

Sometimes your project stands alone, but more often it’s one part of related
efforts to achieve a common result. You want to avoid duplicating the work of
these other projects, and, where appropriate, you want to coordinate your
work with theirs.

Your project’s statement of scope should clearly describe where your project
starts and where it ends. Suppose your project develops a new product for
your organization. You may describe your project’s scope as follows:

This project entails designing, developing, and testing a new product.

If you feel your statement is in any way ambiguous, you may clarify your
scope further by stating what you will not do:

This project won’t include finalizing the market requirements or launch-
ing the new product.

\\3

To make sure your scope description is clear,

v Check for hidden inferences. Suppose your boss has asked you to
design and develop a new product. Check to be sure she doesn’t assume
you’ll also perform the market research to determine the new product’s
characteristics.

v Use words that clearly describe intended activities. Suppose your
project includes the implementation of a new information system. Are
you sure that everyone defines implementation in the same way? For
instance, do people expect it to include installing the new software,
training people to use it, evaluating its performance, fixing problems
with it, or something else?

v Confirm your understanding of your project’s scope with your
project’s drivers and supporters.

A colleague of mine had an assignment to prepare for the competitive
acquisition of certain equipment. She developed a plan to include the
selection of the vendor, award of the contract, and production and deliv-
ery of the equipment. Her boss was stunned with my colleague’s project
estimate of six months and $500,000. He thought it would take less than
two months and cost less than $25,000.

After a brief discussion with her boss, my colleague realized she was
only to select the potential vendor, not actually place the order and have
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the equipment delivered. Although she clarified her misunderstanding,
she still wondered aloud, “But why would we select a vendor if we didn’t
want to actually buy the equipment?”

Of course, she missed the point. The question wasn’t whether the com-
pany planned to buy the equipment. (Certainly the intention to buy the
equipment was the reason for her project.) The real question was
whether her project or a different project in the future would purchase
the equipment.

Designing your approach to project work

Your project strategy is the general approach you plan to take to perform the
work in your project scope. Examples of a project strategy include the
following:

v We'll buy the needed supplies from an outside vendor.

v We'll conduct our training in instructor-led sessions.

Your project strategy can help determine whether you're able to meet the
demands and expectations of your audiences. As early as possible, find out
whether any of your audiences has preconceived ideas about how to — or
how not to — approach the project. If you feel your client’s approaches will
work, consider using them. If you feel they won’t, explain why to your client
and explain the strategies you will use.

When selecting a strategy,

1 Consider your organization’s usual approaches for handling similar
projects. Chances of a mistake are smaller if you ask people to use
processes or procedures they’ve used before.

v Where possible, choose a strategy with the fewest risks, uncertainties,
and uncontrollables. You don’t want a strategy that may work; you want
one with the greatest chance that it will work.

v For riskier projects, consider developing backup strategies in case
your primary strategy runs into problems. A different strategy may be
the simple answer for meeting an unachievable expectation.

A strategy isn’t a detailed list of activities. You derive activity lists from your
project Work Breakdown Structure, which Chapter 4 describes in detail. If
you haven’t chosen a strategy before you prepare your SOW, make a note in
the SOW that the strategy is to be determined (TBD). This note can remind
you that you're actually going to do it at some future point!
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Facing challenging expectations

When you planto perform an activity thatyou've .~ Be careful not to prejudge other people’s

successfully done before, you often use the willingness to use different approaches.
same strategy that worked in the past. That Years ago | had to get a proposal out the
strategy is fine if it allows you to meet your cur- door by the end of the week, and | needed a
rent project’s requirements and expectations. If full day of secretarial support to meet my
it doesn't, however, you must explore different deadline. However, the company's secre-
approaches. When you have challenging taries were all tied up with other assign-
expectations, try the following: ments. When | told my boss we couldn't get

the proposal out on time, he asked me why.
| explained that all the secretaries were
busy and the company had always turned
down requests for temporary secretarial
help. He stunned me by saying that, if the
choice was between hiring a temp and
missing the due date, | should hire a temp!

v Be careful not to assume a particular
approach just because you've always used
itin the past. A client of mine was criticized
for buying a piece of equipment from a
vendor that charged 20 percent more for
the item than other vendors. When asked
why he hadn't checked out the other ven-
dors, he replied that the organization had
used this vendor for years and no one had
complained before.

Specifying your project’s objectives

Objectives are outcomes your project will produce. These outcomes may be
products or services you develop or the results of using these products and
services. The more clearly you define your project’s objectives, the more
likely you’ll achieve them.

Include the following elements to make your objectives clear and specific:

1~ Statement: A brief narrative description of what you want to achieve
v Measures: Indicators you'll use to assess your achievement
v~ Performance targets: The value of each measure that defines success

Suppose you take on a project to reformat a report that summarizes monthly
sales activity. You may frame your project’s objective as shown in Table 2-1.
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Table 2-1 An lllustration of a Project Objective
Statement Measures  Performance Targets

Create a revised report that Content Report must include the following
summarizes monthly sales activity data for each product line:

Total number of items sold
Total sales revenue

Total returns

Schedule Report must be operational by
August 31

Budget Development expenditures are
not to exceed $40,000

Approvals  New report format must be
approved by

Vice president of sales
Regional sales manager
District sales manager

Sales representatives

Sometimes people try to avoid setting a specific target by only establishing a
range. But a range just avoids the issue.

Suppose you're a sales representative and your boss says you’ll be successful
if you achieve $20 million to $25 million in sales for the year. As far as you're
concerned, you'll be 100 percent successful as soon as you reach $20 million.
Most likely, however, your boss will consider you 100 percent successful only
when you reach $25 million. Although you and your boss appeared to reach
agreement, you didn’t.

Making your objectives clear and specific

You need to be crystal clear when stating your project’s objectives. The more
specific your project objectives, the greater your chances are of achieving
them. Here are some tips for developing clear objectives:

1 Be brief when describing an objective. If you take an entire page to
describe a single objective, most people won’t read it. Even if they do
read it, your objective probably won’t be clear and may have multiple
interpretations.

37
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v Don’t use technical jargon. Each industry (such as pharmaceuticals,
telecommunications, finance, and insurance) has its own vocabulary
and so does each company within that industry. Within companies, dif-
ferent departments (such as accounting, legal, and information services)
also have their own jargon. The same three-letter acronym (TLA) can
have two or more meanings in the same organization!

1 Make your objectives SMART, as follows:

¢ Specific: Define your objective clearly, in detail, with no room for
misinterpretation.

e Measurable: Specify the measures or indicators you’ll use to deter-
mine whether you've met your objective.

e Aggressive: Set challenging objectives that encourage people to
stretch beyond their comfort zones.

¢ Realistic: Set objectives the project team believes it can achieve.

¢ Time-sensitive: Include the date by which you’ll achieve the
objective.

1 Make your objectives controllable. Make sure that you and your team
believe you can influence the success of each objective. If you don’t
believe you can, you may not commit to achieve it (and most likely you
won’t even try). In that case, it becomes a wish, not an objective.

v~ Identify all objectives. Time and resources are always scarce, so if you
don’t specify an objective, you won’t (and shouldn’t) work to achieve it.

v~ Be sure drivers and supporters agree on your project’s objectives.
When drivers buy into your objectives, you feel confident that achieving
the objectives constitutes true project success. And when supporters
buy into your objectives, you have the greatest chance that people will
work their hardest to achieve them.

If drivers don’t agree with your objectives, revise them until they do agree.
After all, your drivers’ needs are the whole reason for your project! If sup-
porters don’t buy into your objectives, work with them to identify their con-
cerns and develop approaches they think can work.

Probing for all types of objectives

When you start a project, the person who makes the request often tells you
the major results he wants to achieve. However, he may want the project to
address other items that he forgot to mention. And other (as yet unidentified)
people may also want your project to accomplish certain results.

You need to identify all project objectives as early as possible so you can
plan for and devote the necessary time and resources to accomplish each
one. When you probe to identify all possible objectives, consider that pro-
jects may have objectives in the following three categories:
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v A physical product or service
v The effect of a product or service

v A general organizational benefit that wasn’t the original reason for the
project

Consider that your Information Technology (IT) department is about to pur-
chase and install a new software package for searching and analyzing infor-
mation in the company’s parts-inventory database. The following are
examples of objectives this project may have in each category:

v Product or service: The completed installation and integration of the
new software package with the parts-inventory database

v An effect of the product or service: Reduced inventory storage-costs
due to timelier ordering with the new software

v A general organizational benefit: Use of the new software with other
company databases.

An objective is different from a serendipity (a chance occurrence or coinci-
dence). In the previous example of the new software package, consider that
one project driver won’t be completely satisfied unless the software for the
parts-inventory database is also installed and integrated with the company’s
product-inventory database. In this case, installing the system on the com-
pany’s product-inventory database must be an objective of your project so
you must devote specific time and resources to accomplish it. On the other
hand, if your audience will be happy whether you do or don’t install the soft-
ware on the second database, then being able to use the software on that
database is a serendipity — so you shouldn’t devote any time or resources
specifically to accomplishing it.

Determining all project objectives requires you to identify all drivers who
may have specific expectations for your project. See Chapter 3 for a discus-
sion of the different types of audiences and how to identify them all.

Anticipating resistance to clearly defined objectives

Some people are uncomfortable committing to specific objectives because
they’re concerned they may not achieve them. Unfortunately, no matter what
the reason, not having specific objectives makes it more difficult to know
whether you're addressing your drivers’ true expectations and whether
you’re meeting those expectations. In other words, when you have no spe-
cific objectives, you increase the chances that your project won’t succeed.

Here are some excuses people give for not being too specific along with sug-
gestions for addressing those excuses.
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v Excuse 1: Too much specificity stifles creativity.

The response: Creativity should be encouraged — the question is
where and when. You want your project’s drivers to be clear and pre-
cise when stating their objectives; you want your project’s supporters to
be creative when figuring ways to meet these objectives. You want to
understand what people do expect from your project, not what they may
expect. The more clearly you can describe their actual objectives, the
easier it is to determine whether (and how) you can meet them.

1 Excuse 2: Your project entails research and new development, and
you can’t tell today what you’ll be able to accomplish.

The response: Objectives are targets, not guarantees. Certain projects
have more risks than others. When you haven’t done a task before, you
don’t know whether it’s possible. And, if it is possible, you don’t know
how long it’ll take and how much it’ll cost. But you must state at the
outset exactly what you want to achieve and what you think is possible,
even though you may have to change your objectives as the project
progresses.

v Excuse 3: What if interests or needs change?

The response: Objectives are targets based on what you know and
expect today. If conditions change in the future, you may have to revisit
one or more objectives to see whether they’re still relevant and feasible
or whether they, too, must change.

v Excuse 4: The requestor doesn’t know what he specifically wants his
project to achieve.

The response: Ask him to come back when he does. If you begin work-
ing on his project now, you have a greater chance of wasting time and
resources to produce results that he later decides he doesn’t want.

v Excuse 5: Even though specific objectives help determine when you’ve
succeeded, they also make it easier to determine when you haven’t.

The response: Yep. That’s true.

Marking the Boundaries

You want to operate in a world where everything is possible — that is, where
you can do anything necessary to achieve your desired results. Your clients
and your organization, on the other hand, want to believe that you can
achieve everything with minimal or no cost to them. Of course, neither situa-
tion is true.
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Defining the restrictions on your approach introduces reality to your plans
and helps clarifies expectations. Think in terms of the following:

v~ Limitations: Restrictions that other people place on the results you have
to achieve, the time frames you have to meet, the resources you can use,
and the way you can approach your tasks

v Needs: Requirements that you specify to achieve project success

This section helps you determine your project’s limitations and needs.

Working within limitations

Project limitations may influence how you perform your project and may
even determine whether to proceed with your project. Consult with your pro-
ject’s drivers and supporters to identify limitations as early as possible so
you can design your plan to accommodate them.

Understanding the types of limitations

Project limitations typically fall into several categories. By recognizing these
categories, you can focus your investigations and thereby increase the
chances that you’ll discover any limitations. Your project’s drivers and sup-
porters may have preset expectations or requirements regarding

v Results: The products and effect of your project. For example, the new
item must cost no more than $300 per item to manufacture or the book
must be less than 384 pages in length.

v Time frames: When you must produce certain results. For example, your
project must be done by June 30. You don’t know whether it’s possible
to finish by June 30; you just know that someone expects the product
then.

v Resources: The type, amount, and availability of resources to perform
your project work. Resources can include people, funds, equipment, raw
materials, facilities, information, and so on. Examples are: You have a
budget of $100,000; you can have two people full time for three months;
or you can’t use the test laboratory during the first week in June.

v Activity performance: The strategies for performing different tasks. For
example, you understand that you must use your organization’s printing
department to reproduce the new user’s manuals for the system you're
developing. You don’t know what the manual will look like, how many
pages it’ll be, the number of copies you’ll need, or when you'’ll need
them. Therefore, you can’t know whether your organization’s printing
department is up to the task. But at this point, you do know that some-
one expects you to have the printing department do the work.
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R Be careful of a vague limitation; it provides poor guidance for what you can
or can’t do, and it can demoralize people who have to deal with it. Here are
some examples:

1 Schedule limitation:

¢ Vague: “Finish this project as soon as possible.” This statement
tells you nothing. With this limitation, your audience may suddenly
demand your project’s final results — with no advance warning.

e Specific: “Finish this project by close of business June 30.”
1 Resource limitation:

¢ Vague: “You can have an analyst part-time in May.” How heavily
can you count on this analyst? From the analyst’s point of view,
how can she juggle all of her assignments in that period if she has
no idea how long each one will take?

When people aren’t specific about a constraint, you can’t be sure
whether you can honor their request. The longer people wait to be
specific, the less likely you can adhere to the limitation and suc-
cessfully complete your project.

¢ Specific: “You can have an analyst four hours per day for the first
two weeks in May.”

Looking for project limitations

Determining limitations is a fact-finding mission, so your job is to identify and
examine all possible sources of information. You don’t want to miss anything
and you want to clarify any conflicting information. After you know what
people expect, you can determine how (or whether) you can meet those
expectations. Try the following approaches:

v Consult your audiences. Check with drivers about limitations regarding
desired outcomes; check with supporters about limitations concerning
work approach and resources.

1 Review relevant written materials. These materials may include long-
range plans, annual budgets and capital-appropriations plans, benefit-
cost analyses, feasibility studies, reports of related projects, minutes of
meetings, and individuals’ performance objectives.

+* When you identify a limitation, be sure to note its source. Confirming a
limitation from different sources increases your confidence in its accu-
racy. Resolve conflicting opinions about a limitation as soon as possible.
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Addressing limitations in your plan

List all project limitations in your SOW. If you have to explore ways to modify
your project plan in the future, the list can help define alternatives that you
can and cannot consider.

You can reflect limitations in your project in two ways. First, you can incorpo-
rate them directly into your plan. For example, if a key driver says you have
to finish your project by September 30, you may choose to set September 30
as your project’s completion date. Of course, because September 30 is the
outside limit, you may choose to set a completion date of August 31. In this
case, the limitation influences your target but isn’t equivalent to it.

Second, you can identify any project risks that result from a limitation. For
example, if you feel the target completion date is unusually aggressive, the
risk of missing that date may be significant. You’ll want to develop plans to
minimize and manage that risk throughout your project. (See Chapter 8 for
more information on how to assess and plan for risks and uncertainties.)

Dealing with needs

As soon as possible, consider the situations or conditions necessary for your
project’s success. Most of these needs relate to project resources. The follow-
ing are examples:

v Personnel: “I need a technical editor for a total of 40 hours in August.”
v Budget: “I need a budget of $10,000 for computer peripherals.”
v Other resources: “I need access to the test laboratory during June.”

Be as clear as possible when describing your project’s needs. The more spe-

cific you are, the more likely other people will understand and meet those
needs.

Sometimes you can identify needs very early. More often, however, particular
needs surface as you create a plan that addresses the drivers’ expectations.
Your list of needs grows as you continue to plan your project.

Facing the Unknowns When Planning

As you proceed through your planning process, you can identify issues or
questions that may affect your project’s performance. Unfortunately, just
identifying these issues or questions doesn’t help you address them.

43



44 Part I: Understanding Expectations (The Who, What, and Why of Your Project) __

\J . . . . . .
) For every issue you identify, make assumptions regarding unknowns associ-

ated with it. Then use these assumptions as you plan your project. Consider
the following examples:

v Issue: How much money will you get to perform your project?

Approach: Assume you’ll get $50,000 for your project. Plan for your pro-
ject to spend up to, but no more than, $50,000. Develop detailed informa-
tion to demonstrate why your project budget must be $50,000 and share
that information with key decision makers.

v Issue: When will you get authorization to start work on your project?

Approach: Assume you’ll receive authorization to start work on August
1. Plan your project work so that no activities start before August 1.
Explain to key people why your project must start on August 1 and work
with them to facilitate your project’s approval by that date.

Consider all project assumptions when you develop your project’s risk man-
agement plan. See Chapter 8 for more info.



Chapter 3

Knowing Your Project's Audience:
Involving the Right People

In This Chapter

Figuring out your project’s diverse audiences
Naming the drivers, supporters, and observers
Determining who has authority in your project

0ften a project is like an iceberg: Nine-tenths of it lurks below the surface.
You receive an assignment and you think you know what it entails and
who needs to be involved. Then, as the project unfolds, new people emerge —
one by one — people who will affect your goals and your approach to the
project.

You run two risks when you don’t involve key people or groups in your pro-
ject in a timely manner. First, you may miss important information that can
affect the project’s performance and ultimate success. Second, and some-
times more painful, you may insult someone. And you can be sure that, when
someone feels slighted or insulted, he’ll take steps to make sure you don’t do
it again!

As soon as you begin to think about your project, start to identify people who
may play a role. This chapter shows you how to identify these candidates;
how to decide whether, when, and how to involve them; and how to deter-
mine who has the authority to make critical decisions.

Understanding Vour Project’s Audiences

A project audience is any person or group that supports, is affected by, or is
interested in your project. Your project audiences can be inside or outside
your organization. Knowing your project’s audiences helps you to
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v Plan whether, when, and how to involve them.

v Determine whether the scope of the project is bigger or smaller than
you originally anticipated.

You may hear other terms used in the business world for project audiences,
but each term addresses only some of the people from your complete project
audience list. Here are some examples:

v A stakeholder list identifies people and groups who’ll support or be
affected by your project. The stakeholder list doesn’t usually include
people who are merely interested in your project.

v A distribution list identifies people who receive copies of written project
communications, and the lists are often out of date. Some people are on
the list simply because no one removes them; other people are on the
list because no one wants to run the risk of insulting them by removing
them. In either case, their name on this list doesn’t ensure that they
actually support, are affected by, or are interested in your project.

v Team members are people whom the project manager directs. All team
members are stakeholders and, as such, they’re part of the project audi-
ence, but the audience list includes more than just the team members.

As you identify the different audiences for your project, write them in an
audience list. Check out the next section for more information on how to pre-
pare this list.

Developing an Audience List

A project audience list is a living document. Start to develop your list as soon
as you begin to think about your project. Write down any names that occur to
you; when you discuss your project with other people, ask them who they
think may be affected or interested. Then select a small group of people and
conduct a formal brainstorming session. Continue to add and subtract names
until the list is complete. To increase your chances of identifying all appropri-
ate people, develop your audience list in categories. For example, you're less
likely to overlook people if you consider them department by department or
group by group instead of trying to identify all of the people from the entire
organization at the same time.

< Start your audience list by developing a hierarchical grouping of categories

that covers the universe of people who may be affected by, needed for their

support, or interested in your project. I often use the following list:



Chapter 3: Knowing Your Project's Audience: Involving the Right People

Categorize, categorize, categorize

A client of mine asked me to review an audi-
ence list he had prepared for a multiyear pro-
ject that would touch every aspect of his
organization. His list included more than 300
names, organized alphabetically, and he asked
me whether | thought anyone was missing. The
problem was that | had no way of knowing
whether anyone was missing. Because the list
had 300 uncategorized names, | had no idea
why the people were on the list or what areas
they represented.

If the names in the list were categorized by
department or group, | could have easily
checked to see whether the areas of the com-
pany that | thought should be involved were rep-
resented. | could also tell when one person
represented two or more different areas.
Unfortunately, the list's format made it impossi-
ble to tell whether audiences had been over-
looked or whether people on the list really didn't
belong there.

v Internal: People and groups inside your organization

Upper management: Executive-level management responsible for

the general oversight of all organization operations

Requester: The person who came up with the idea for your project

and all people through whom the request passed before you

received it

Project manager: The person with overall responsibility for suc-
cessfully completing the project

Team members: People whose work the project manager directs

Groups normally involved: Groups typically involved in most pro-

jects in the organization, such as human resources, finance, con-
tracts, and the legal department

Groups needed just for this project: Groups or people with special

knowledge related to this project

v External: People and groups outside your organization

Clients or customers: People or groups that buy or use your orga-

nization’s products and services

Collaborators: Groups or organizations with whom you may
pursue joint ventures related to your project

Vendors, suppliers, and contractors: Organizations that provide

human, physical, or financial resources to help you perform your

project’s work

Regulators: Government agencies that establish regulations and
guidelines that govern some aspect of your project work

b7
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Professional societies: Groups of professionals that may influence
or be interested in your project

The public: The local, national, and international community of
people who may be affected by or interested in your project

\P
) Continue to develop your audience list by subdividing these categories fur-
ther until you arrive at position descriptions and the names of the people
who occupy them.
@"“\BER As you develop your audience list, be sure not to overlook the following
& potential audiences:

v~ All support groups: These people don'’t tell you what you should do;
instead, they help you accomplish the project’s goals. If support groups
know about your project early, they can fit you into their work schedules
more readily. They can also tell you information about their capabilities
and processes that may influence what your project can accomplish and
by when. Such groups include

¢ Facilities

¢ Finance

¢ Human resources

¢ Information services

® Legal services

¢ Procurement or contracting
¢ Quality

e Security

+~ End-users of your project’s products: In some cases, you may omit end-
users on your audience list because you don’t know who they are. In
other situations, you may think you have taken them into account
through liaisons — people who represent the interests of the end-users.
(Check out the nearby sidebar “Discovering the real end users” for a
costly example.)

v People who will maintain or support the final product: People who will
service your project’s products affect the continuing success of these
products. Involving these people throughout your project gives them a
chance to make your project’s products easier to maintain and support.
Their involvement also allows them to become familiar with the prod-
ucts and effectively build their maintenance into existing procedures.
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Dealing with reality rather than ignoring it

A number of years ago, | ran into a woman who
had attended one of my project-management
training sessions. Although she felt the session
had been very helpful and she had already put
several techniques into practice, she said the
audience list seemed to be useless.

She then explained what had happened. Her
boss had assigned her a project that she had to
finish in two months. She immediately devel-
oped an audience list, but, much to her horror,
the listincluded more than 150 names! How, she
wondered, was she supposed to involve more
than 150 people in a two-month project? She
concluded that the audience list was clearly
useless.

In fact, her audience list had fulfilled its purpose
perfectly. Apparently she initially felt that each

of the people on her list would affect the suc-
cess of her project. ldentifying them at the start
of her project gave her three options:

v She could plan how and when to involve
each person during the project.

v She could assess the potential conse-
quences of notinvolving one or more of her
audiences.

v She could discuss extending the project
deadline or reducing its scope with her
boss if she felt she couldn’t ignore any of
the audiences.

The audience list itself doesn’t decide who you
should involve in your project. Instead, it speci-
fies the people to consider involving by weigh-
ing the benefits and the costs.

Discovering the real end-users

A major international bank had spent millions of
dollars revising and upgrading its information
system. The people in charge of the project had
worked closely with special liaisons in Europe
who represented the interests of the local bank
personnel — the people who would enter and
retrieve data from the system. When the system
became operable, they discovered a fatal prob-
lem: More than 90 percent of the local bank per-
sonnel in Europe were non-English speaking,
but the system documentation was in English.
The entire system was unusable!

The system designers had spent substantial time
and money working with the liaisons to identify
and address the interests and needs of the users.
However, the liaisons had identified issues from
their own experience instead of identifying and
sharing the needs and concerns of the local
bank personnel. Because English was the pri-
mary language of all the liaisons, the issue of lan-
guage never came up. Putting both the liaisons
and the local bank personnel on the audience list
would have reminded the project staff to con-
sider the concerns of the local bank personnel.
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Suppose you're asked to coordinate your organization’s annual blood drive.
Table 3-1 illustrates some of the groups and people you may include in your
project’s audience list.

Table 3-1 A Portion of an Audience List
Category Subcategory Audiences
Internal Upper management Executive oversight commit-

tee, vice president of sales
and marketing, vice president
of operations, vice president
of administration

Team members Customer service representa-
tive, community relations rep-
resentative, administrative

assistant

Groups normally included Finance, facilities, legal
department

Groups or people with Project manager and team

special knowledge or from last year's blood drive,

interest public relations

External Clients, customers Donors from prior years,

potential donors

Regulatory agencies Local Board of Health

Vendors, contractors Nurses in attendance, food-
service provider, landlord of
the facility

Professional societies American Medical

Association, American
Association of Blood Banks

Public Local community, local news-
papers, local television and
radio stations

Ensuring your audience list is
complete and up-to-date

A wide range of people influences the success of your project. Knowing who
these people are allows you to plan to involve them at the appropriate times
during your project. Therefore, identifying all project audiences as soon as pos-
sible and reflecting any changes as soon as they occur are important steps.
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To ensure your audience list is complete, consider the following guidelines:

v Eventually identify each audience by position description and name.
You may, for example, initially identify people from sales and marketing
as an audience. Eventually, however, you want to specify the particular
people from that group, such as brand manager for XYZ product, Sharon
Wilson.

v~ Speak with a wide range of people. Check with people in different orga-
nizational units, from different disciplines, and with different tenures in
the organization. Ask every person whether he can think of anyone else
that you should speak with. The more people you speak with, the less
likely you are to overlook someone important.

1 Allow sufficient time to develop your audience list. Start to develop
your list as soon as you become project manager. The longer you think
about your project, the more potential audiences you can identify.
Throughout the project, continue to check with people about additional
audiences.

+” Include audiences who may play a role at any time during your pro-
ject. Your only job at this stage is to identify names so you don’t forget
them. At a later point, you can decide whether, when, and how to
involve these people (see the “Identifying the Drivers, Supporters, and
Observers in Your Audience” section later in this chapter).

+” Include team members’ functional managers. Include the people to
whom the project manager and team members directly report. Even
though functional managers don’t directly perform project tasks, they
can help ensure that the project manager and team members devote the
time they originally promised to the project.

v Include a person’s name on the audience list for every role she plays.
Suppose your boss will also provide expert technical advice to your pro-
ject team. Include your boss’s name twice — once as your direct super-
visor and once as the technical expert. If your boss is promoted but
continues to serve as a technical advisor to your project, the separate
listings remind you that a new person now occupies your direct supervi-
sor’s slot.

1 Continue to add and remove names from your audience list through-
out your project. Your audience list evolves as you understand more
about your project and as your project changes. Encourage people
involved in your project to continually identify new candidates as they
think of them.

+* When in doubt, write down a person’s name. Your goal is to avoid
overlooking someone who may play an important part in your project.
Identifying a potential audience doesn’t mean you have to involve that
person; it means that you must consider him. Eliminating the name of
someone who won’t be involved is a lot easier than trying to add a name
of someone who should be.
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Making an audience list template

An audience list template is a predesigned audience list that contains typical
audiences for projects similar to yours. The template reflects the cumulative
experiences of a particular type of project. As you perform more projects,
you can add audiences to the template that you overlooked in earlier pro-
jects and remove audiences that proved unnecessary. Using templates can
save you time and improve your accuracy.

Suppose you prepare the budget for your department each quarter. After
doing a number of these budgets, you know most of the people who give you
the necessary information, who draft and print the document, and who have
to approve the final budget. Each time you finish another budget, you revise
your audience list template to include new information from that project. The
next time you prepare your quarterly budget, you begin your audience list
with that template. You then add and subtract names as appropriate for this
CMBER particular budget preparation.

When using audience list templates, keep the following in mind:

v Develop templates for frequently performed tasks and for entire pro-
jects. Templates for kicking off the annual blood drive or submitting a
newly developed drug to the Food and Drug Administration are valuable.
But so are templates for individual tasks that are part of these projects,
such as awarding a competitive contract or printing a document. Many
times projects that appear totally new contain some tasks that you've
done before. You can still reap the benefits of your prior experience by
including the audience list templates for these tasks into your overall
project audience list.

v Focus on position descriptions rather than the names of prior audi-
ences. Identify an audience as accounts payable manager rather than Bill
Miller. People come and go, but functions endure. For each specific pro-
ject, you can fill in the appropriate names.

v Develop and modify your audience list template from previous pro-
jects that actually worked, not from plans that looked good. Often you
develop a detailed audience list at the start of your project but don’t
revise the list during the project or add audiences that you overlooked
in your initial planning. If you only update your template with informa-
tion from an initial list, your template can’t reflect the discoveries you
made throughout the project.

1 Use templates as starting points, not ending points. Make clear to your
team that the template isn’t the final list. Every project differs in some
ways from similar ones. If you don’t critically examine the template, you
may miss people who weren’t involved in previous projects but whom
you need to consider for this one.
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v Continually update your templates to reflect the experiences from dif-
ferent projects. The postproject evaluation (see Chapter 15) is an excel-
lent time to review and critique your original audience list, so take a
moment to be sure your template reflects your experience.

QNING/ Templates can save time and improve accuracy. However, starting with a tem-
Y plate that’s too polished can suggest you’ve made up your mind about its
contents, which may discourage people from sharing their thoughts freely
about the list. Their lack of involvement may lead to their lack of commit-
ment to the project’s success.

Identifying the Drivers, Supporters, and
Observers in Your Audience

After identifying everyone in your project audience, determine which of the
following groups they fall into. Then you can decide whether to involve them
and, if so, how and when.

v Drivers: People who have some say in defining the results of your pro-
ject. You're performing your project for these people.

v Supporters: The people who help you perform your project. Supporters
include individuals who authorize the resources for your project and
who actually work on it.

v Observers: People who are interested in the activities and results of
your project. Observers have no say in your project and they’re not
actively involved in it. However, your project may affect them at some
point in the future.

Categorizing audiences in this way helps you decide what information to seek
from and share with each one and helps them clarify which project decisions
to be involved in.

Consider that an information technology group has the job of modifying the
layout and content of a monthly sales report for all sales representatives. The
vice president of sales requested the project, and the chief information offi-
cer (CIO — the boss of the head of the information technology group)
approved it. If you were the project manager for this project, you may con-
sider categorizing your project’s audiences as follows:

v Drivers: The vice president of sales is a driver because he has specific
reasons for revising the report. The CIO is a potential driver because she
may hope to develop certain new capabilities for her group through this
project. Individual sales representatives are all drivers for this project
because they’ll use the redesigned report to support their work.
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v Supporters: The systems analyst who designs the revised report, the
training specialist who trains the users, and the vice president of finance
who authorizes the funds for printing the changes in the manual are all
supporters.

1 Observers: The head of the customer service department is a potential
observer because he hopes your project will improve the chances for an
improved problem-tracking system this year.

Beware of supporters who try to act like drivers. In the previous example, the
analyst that finalizes the content and format of the report may try to include
certain items that she thinks are helpful. However, only the drivers should
determine the specific data that go into the report. The analyst just deter-
mines whether it’s possible to include the desired data and what it will cost.

Keep in mind that one person can be both a driver and a supporter. The vice
president of sales is a driver for the project to develop a revised monthly
sales report. But this same person is also a supporter if he has to transfer
funds from the sales department budget to pay for developing the report.

This section helps you identify when you need to involve drivers, supporters,
and observers, and the best ways to keep them involved.

Deciding when to involve them

Projects pass through the following five stages as they progress from an ini-
tial idea to completion (see Chapter 1 for detailed explanations of these
phases):

v Conceive

v Define

v Start

v Perform

v Close

Plan to involve drivers, supporters, and observers in each phase.

Drivers

Involve drivers from the start to the finish of your project. Keeping them
involved is critical because they define what your project should produce,
and they evaluate your project’s success when it’s finished. Check out Table
3-2 to see how to keep drivers involved during the five phases.
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Include a project champion

A project champion is a person in a high posi-  recruit one. An effective champion has the fol-
tion in the organization who strongly supports  lowing characteristics:

your project; advocates for your project in dis-
putes, planning meetings, and review sessions;
and takes whatever actions are necessary to
help ensure the successful completion of your
project. v Akeen interestin the results of your project

v~ Sufficient power and authority to resolve
conflicts over resources, schedules, and
technical issues

As soon as you start planning, find out whether  »* A willingness to have his or her name cited
your project has a champion. If it doesn't, try to as a strong supporter of your project.

Table 3-2 Involving Drivers in the Different Phases of Your Project

Phase Involvement Level  Rationale

Concept Heavy Identify and speak with as many drivers as
possible. Their desires and your assess-
ment of feasibility can influence whether
you should pursue the project. If you
uncover additional drivers later, explore
with them the issues that led to the project;
ask them to identify and assess any special
expectations they may have.

Definition Moderate to heavy  Consult with drivers to ensure your project
plan addresses their needs and expecta-
tions. Have them formally approve the plan
before you start the actual project work.

Start Moderate Announce and introduce the drivers to the
project team. Having the drivers talk about
their needs and interests reinforces the
importance of the project and helps team
members form a more accurate picture of
project goals. Having the drivers meet team
members increases the drivers’ confidence
that the members can successfully com-
plete the project.

(continued)
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Table 3-2 (continued)

Phase Involvement Level  Rationale

Perform Moderate Keep drivers apprised of project accom-
plishments and progress to sustain their
ongoing interest and enthusiasm. Involving
drivers during this phase also ensures that
the results are meeting their needs.

Close Heavy Have drivers assess the project’s results
and determine whether their needs and
expectations were met. ldentify their rec-
ommendations for improving performance
on similar projects in the future.

Supporters

Just as with drivers, involve supporters from start to finish. Because they
perform and support the project work, they need to know about changing
requirements so they can promptly identify and address problems.
Involvement also sustains their ongoing motivation and commitment to the
project. Check out Table 3-3 to see how to keep supporters involved during
the five phases.

Table 3-3 Involving Supporters in the Different
Phases of Your Project

Phase Involvement Level Rationale

Concept Moderate Wherever possible, have key supporters

assess the feasibility of meeting driver
expectations. If you identify key supporters
later in the project, have them confirm the
feasibility of previously set expectations.

Definition Heavy Supporters are the major contributors to the
project plan. Because they facilitate or do all
the work, have them determine necessary
technical approaches, schedules, and
resources. Also have them formally commit
to all aspects of the plan.

Start Heavy Familiarize all supporters with the planned
work. Clarify how the supporters will work
together to achieve the results. Have sup-
porters decide how they’ll communicate,
resolve conflicts, and make decisions
throughout the project.
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Phase Involvement Level

Rationale

Performance Heavy

Supporters perform the work of the project.
Keep them informed of project progress,
encourage them to identify performance
problems they encounter or anticipate, and
work with them to develop and implement
solutions to these problems.

Closure Heavy Have supporters conclude their different tasks.
Inform them of project accomplishments and
recognize their roles in project achievements.
Elicit their suggestions for more effective per-
formances of future projects.

Observers

Choose the observers with whom you want to actively share project informa-
tion. Involve them minimally throughout the project because they neither tell
you what should be done nor help you do it. Table 3-4 shows how to keep

observers involved.

Table 3-4 Involving Observers in the Different
Phases of Your Project

Phase Involvement Level  Rationale

Concept Minimal Inform observers that your project exists
and what it'll produce.

Definition Minimal Inform observers about the planned out-
comes and timeframes.

Start Minimal Tell them that the project has started and
confirm the dates for planned milestones.

Performance Minimal Inform observers of key achievements
during the project.

Closure Minimal When the project is complete, inform

observers about the project’s products
and results.

Using different methods
to keep them involved

Keeping drivers, supporters, and observers informed as you progress in your
project is critical to the project’s success. Choosing the right method can
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stimulate a group’s continued interest and encourage them to actively sup-
port your work. Consider the following approaches for keeping your project
audiences involved throughout your project:

+* One-on-one meetings: One-on-one meetings (formal or informal discus-
sions with one or two other people about project issues) are particularly
useful for interactively exploring and clarifying special issues of interest
to a small number of people.

v Group meetings: These are planned sessions for some or all team mem-
bers or audiences. Smaller meetings are useful to brainstorm project
issues, reinforce team-member roles, and develop mutual trust and
respect among team members. Larger meetings are useful to present
information of general interest.

v+~ Informal written correspondence: Informal written correspondence
(notes, memos, letters, and e-mail) helps you document informal discus-
sions and share important project information.

v Written approvals: Written approvals (such as a technical approach to
project work or formal agreements about a product, schedule, or
resource commitment) serve as a record of project decisions and
achievements.

To maximize your audiences’ contributions, consider the following guidelines
throughout your project:

v Involve an audience early in planning if they have a role later on.
Give your audience the option to participate in planning even if they
don’t perform until later in the project. Sometimes they can share infor-
mation that’ll make their tasks easier. At the least, they can reserve time
to provide their services when you need them.

v If you'’re concerned with the legality of involving a specific audience,
check with your legal department or contracts office. Suppose you're
planning to award a competitive contract to buy certain equipment. You
want to know whether prospective bidders typically have this equip-
ment on hand and how long it’ll take to receive it after you award the
contract. However, you're concerned that speaking to potential contrac-
tors in the planning stage may tip them off about the procurement and
lead to charges of favoritism by unsuccessful bidders who didn’t know
about the procurement in advance. Instead of ignoring this important
audience, check with your contracts office or legal department to deter-
mine how you can get the information you want and still maintain the
integrity of the bidding process.

v Develop a plan with each key audience to meet their information
needs and interests as well as yours. Determine the information they
want and the information you believe they need. Also decide when to
provide that information and in what format. Finally, clarify what you
want from them and how and when they can provide it.
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v Always be sure you understand each audience’s What'’s In It For Me
(WIIFM). Clarify why it’s in each audience’s interest to see your project
succeed. Throughout your project, keep reminding them of the benefits
they’ll realize when your project’s complete and the progress your pro-

ject’s made towards achieving those benefits. See more about identifying

project benefits for different audiences in Chapter 14.

Getting People with Sufficient Authority

Authority is the right to make project decisions that others must follow.
Having opinions about how an aspect should be addressed is different from
having the authority to decide how it will be addressed. Mistaking a person’s
level of authority can lead to frustration as well as wasted time and money.

Confirm that the people you've identified as audiences can make the neces-
sary decisions to perform their tasks. If they don’t have that authority, find
out who does and how to bring those people into the process. (Check out the

nearby sidebar “Avoid a headache — involve the people who really have the

authority” for an example.)

Avoid a headache — involve the people who
really have the authority

A client of mine attended a meeting to choose
the color of his group’s new offices. All of the
people working on the project to renovate and
upgrade his group's offices were present. After
intense discussions, they agreed the walls
should be light gray.

One week later, the team member from the facil-
ities department informed the rest of the team
that his boss had decided that color was too
expensive and that they’'d have to choose
another one. The entire meeting a week earlier
had been a complete waste of time. They had
assumed that every member of the group had
the necessary authority to support the group’s

decision. If they had they known that the facili-
ties department rep didn't have this authority,
they could have

v~ Asked the representative from the facilities
department to find out the criteria for the
color

v Developed and prioritized two or more
alternatives and asked the rep to present
them to his boss for final approval

v Invited the person who did have the authority

v Postponed the meeting until the right
people could attend
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In your own projects, take the following steps to define each audience
member’s authority:

1. Clarify each person’s tasks and decisions.

Define with each person his tasks and his role in those tasks. Will he
only work on the task, or will he also approve the schedules, resource
expenditures, and work approaches?

2. Ask each person her authority regarding each decision and task.

Ask about individual tasks rather than all issues in a particular area. For
example, a person can be more confident about her authority to
approve supply purchases up to $5,000 than about her authority to
approve all equipment purchases, no matter the type or amount.

Clarify decisions that the person can make herself. For decisions need-
ing someone else’s approval, find out whose approval she needs. (Ask,
never assume!)

3. Ask people how they know what authority they have.

Does a written policy, procedure, or guideline confirm the authority? Did
the person’s boss tell him in conversation? Is the person just assuming?
If the person has no specific confirming information, encourage him to
check with the above sources to get it.

4. Check the history.

Have you or other people worked with this person in the past? Has he
been overruled on decisions that he said he was authorized to make? If
so, ask him why he believes he won’t be similarly overruled this time.

5. Verify whether anything has recently changed.

Is there any reason to believe that this person’s authority has changed?
Is the person new to his current group? To his current position? Has the
person recently started working for a new boss? If any of these situa-
tions is true, encourage the person to find specific documentation to
confirm his authority for his benefit as well as yours.

Reconfirm the information in these steps when the audience’s decision-
making assignments change. Suppose, for example, that you initially expect
all individual purchases on your project to be at or under $2,500. Bill, the
team representative from the finance group, assures you that he has the
authority to approve such purchases for your project without checking with
his boss. Midway through the project, you find that you have to purchase a
piece of equipment for $5,000. Be sure to verify with Bill that he can person-
ally authorize this larger expenditure. If he can’t, find out whose approval you
need and plan how to get it.
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Developing Your Game Plan:
Getting from Here to There

In This Chapter

Breaking down your project

Knowing how much detail is enough
Developing and displaying a Work Breakdown Structure

Dealing with unknown activities

Fle keys to successful project planning and performance are complete-
ness and continuity. You want to identify all important information in
your project plan, and you want to address all aspects of your plan during
project performance.

\‘&“l\BEH Your description of project work provides the basis for: scheduling and

~J resource planning, defining roles and responsibilities, assigning work to team
members, capturing key project performance data, and reporting on com-
pleted project work. This chapter gets you on the right track.

Dividing and Conquering: Working on
Vour Project in Manageable Chunks

One of my major concerns when I start a new project is remembering to plan
for all important pieces of work. Another concern is accurately estimating
required time and resources. To address both issues, I develop a logical
framework to define all work that is necessary to complete the project.
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MPLE [ have a friend who loves jigsaw puzzles. A while back, he told me about an
‘3} acquaintance who had asked him to assemble a 5,000-piece puzzle of the
United States. When his acquaintance suggested that he should determine
whether any pieces were missing, my friend laughed. He had always deter-
mined whether a piece was missing by assembling the puzzle and then noting
whether the picture had any holes. How else could he do it?

You’ve probably had the same experience with your project assignments.
Suppose you're asked to design and present a training program. You and a
colleague work intensely for a couple of months developing the content and
materials, arranging for the facilities, and inviting the participants. A week
before the session, you ask your colleague whether he’s made arrangements
to print the training manuals. He says he hadn’t thought about it, and you say
you hadn’t either because you thought he was dealing with the final details.
Unfortunately, both of you overlooked printing the manuals because you
both thought the other person was handling it. Now you have a training ses-
sion in a week but neither time nor money to print the needed materials. It’s
crisis time.

How can you avoid this situation? By using an organized approach in the
planning stage to identify all necessary work. This section explains how to
identify all required project work by breaking down activities into smaller
pieces of work.

Thinking in detail

“@N\BEH The most important guideline when identifying and describing project work
& is: Think in detail! I find that people consistently underestimate the time and
resources they need because they just don’t recognize everything they have

to do to complete their tasks.

Suppose you have to write a report of your team’s most recent meeting. Your
first task is to estimate the necessary time and resources to prepare this
report. Because you’ve written many, you figure it’ll take a few days. But how
confident are you in this estimate? Are you sure you’'ve considered all the
activities the report will entail?

The key to describing your work is decomposition, breaking down a piece of
work into its component parts. Preparing the report actually entails three
separate activities: writing a draft, reviewing the draft, and preparing the final
report. Preparing the final report, in turn, involves two separate activities:
writing the final report and printing the final report.
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Follow two guidelines to decompose an activity correctly:

v No gaps: Identify all work in the subelements. In the example of writing a
report, no gaps means the three subelements encompass all the work
that goes into writing the report. If you feel there’s more work, define
another subelement to include it.

* No overlaps: Don’t include the same work in more than one of your
subelements. For example, don’t say that writing the draft involves
having people review preliminary versions if all reviews are under
reviewing the draft.

Detailing your work in this way increases your confidence that you haven’t
overlooked anything important and lets you develop more accurate esti-
mates of the necessary time and resources.

Thinking of hierarchy

Thinking in detail is critical but you also need to consider the big picture. If
you fail to identify a major part of your project’s work, you won’t have the
chance to detail it! You must be comprehensive and specific.

My friend’s jigsaw puzzle dilemma (refer to the previous section) suggests an
approach that can help you achieve your goal. He can count the pieces before
assembling the puzzle to determine whether any piece is missing. However,
knowing that he only has 4,999 pieces can’t help him determine which piece is
missing. He needs to divide the 5,000 pieces into smaller groups that he can
examine and understand. Suppose he divides the puzzle of the United States
into 50 separate puzzles, one for each of the 50 states, each comprising 100
pieces. Because he knows the United States has 50 states, he’s confident that
each piece of the puzzle can be in one and only one box.

Suppose he takes it a step further and divides each state into northeast,
northwest, southeast, and southwest sections, each containing 25 pieces. He
can then count the pieces in each box to see whether any are missing.
Determining which one of 25 pieces is missing from the northeast sector of
New Jersey is a lot easier than figuring out which piece is missing from the
5,000-piece puzzle of the entire United States.

Figure 4-1 shows a Work Breakdown Structure, which uses the approach of
dividing an item into its component parts to describe the details of a project.
A Work Breakdown Structure (WBS) is an organized, hierarchical representa-
tion of all work — broken out in sufficient detail — to support a project’s
planning, assignment of roles and responsibilities, and ongoing monitoring
and control.
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The different WBS levels have had many different names. The very top ele-
ment is typically a project and the lowest level of detail is typically a work
package. However, the levels in between have been called phases, subprojects,
work assignments, tasks, subtasks, deliverables, and subdeliverables. In this

book, the top-level box is a project, the lowest level of detail is a work pack-
age, and all other levels are Level 1, Level 2 and so forth.

1. Determine the major pieces of work.

Consider that you're planning to develop and present a new training program
for your organization. Develop your WBS as follows.

Ask yourself, “What major pieces of work does this project entail?”

Identify the following pieces:
¢ Determine the needs
¢ Design the program
¢ Develop the materials
¢ Test the program

¢ Present the program

2. Divide each of these major pieces into its component parts in the same

manner.

Choose any piece to begin. Suppose you choose Determine the needs.

Ask, “What major pieces of work are necessary to complete this portion

of the project?”

Determine that you have to

¢ I[dentify people who have an interest in the program.

¢ Interview some of these people.

¢ Review written materials that discuss needs for the program.

® Prepare a report of the needs this program will address.
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3. Divide each of these work pieces into its component parts.
Suppose you choose to start with Interview some of these people.

Ask, “What major pieces of work have to be done to complete this por-
tion of the project?”

Decide that you have to
e Select the people you want to interview.
¢ Prepare the questions to ask.
e Schedule the interviews.
¢ Conduct the interviews.
e Write up the results of the interviews.

But why stop here? You can break each of these five pieces of work into
finer detail and then break those pieces into finer detail. How far should
you go? The following sections can help.

Asking three key questions

Determining how much detail you need isn’t a trivial task. Experienced pro-
ject managers often have difficulty deciding when to say when. A client told
me of a situation she had experienced with overdetailing. Her boss had asked
her to plan out her work for the next 12 months by breaking down her pro-
posed activities into 20-minute intervals! She was a strong supporter of pro-
ject management but she wondered, “Isn’t this going a bit too far?”

You want to describe your work in sufficient detail to support accurate plan-
ning and meaningful tracking. But the benefits of these details must justify
the additional time you spend developing and maintaining your plans and
reporting your progress. The following three questions can help you decide
whether an activity has sufficient details.

v Can you accurately estimate the resources you'll need? (Resources
include personnel, equipment, raw materials, money, facilities, informa-
tion, and so on.)

v Can you accurately estimate how long the activity will take?

v If you have to assign the activity to someone else, are you confident that
he’ll understand exactly what to do?

If your answer to any one of these questions is No, break down the work into
finer detail. Your answers to these questions depend on: how familiar you are
with the work, how critical the activity is to the success of your project, what
happens if something goes wrong, who you may assign to perform the activ-
ity, how well you know that person, and so on. In other words, the correct
level of detail for your WBS depends upon your judgment.
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) If you're a little uneasy about answering these three questions, try this even

simpler test: Break your activity into more detail when you feel either of the
following applies:

v It'll take significantly longer than two calendar weeks to complete

v It'll require significantly more than 80 person-hours to complete.

Remember, these are just guidelines. Suppose you estimate calendar time of two
weeks and two days to prepare a report — that’s sufficient detail. But what if
you figure two to three months to finalize requirements for your new product?
Then you need to break your project into more detail because you may have so
many activities in that period that you can’t confidently plan your time, your
resource estimates, or your ability to assign the task to someone else.

Making assumptions to clarify planned work

Sometimes the work isn’t defined in sufficient detail, but certain unknowns
stop you from defining it further. How do you resolve this dilemma? Make
assumptions regarding the unknowns! If your assumptions prove to be incor-
rect in time, you can change your plan to reflect the correct information.

For example, suppose you decide that Conduct the interviews from Step 3 ear-
lier in this section needs more detail so you can estimate its required time
and resources. However, you don’t know how to detail it further because you
don’t know how many people you'll interview or how many separate sets of
interviews you need to conduct. If you assume you’ll interview five groups of
seven people each, you can then develop specific plans for arranging and
conducting each of these sessions. In most situations, consider a guess in the
middle of the possible range. You may also analyze several different assump-
tions to determine how sensitive your results are to the different values.

\\3

Be sure to write your assumptions down so you remember to change your
plan if you conduct more or less than five sessions. See the discussion in
Chapter 2 for more information about detailing assumptions.

Using action verbs at the lowest levels of detail

To clarify the nature of the work, use action verbs at the lowest levels of
detail. Action verbs can improve: your time and resource estimates, your
work assignments to team members, and your tracking and reporting
because they provide a clear picture of an activity.

Consider the assignment to prepare a report. Suppose you choose to break
this project into three work assignments: draft, reviews, and final. If that’s all
you provide, you haven’t stated clearly whether draft includes any or all of
the following activities:
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v Collect information for the draft

v Determine length and format expectations and restrictions
v Handwrite the draft

1 Review the draft

But, if you simply word the activity as Design and handwrite the draft — voilal
Your scope of work is instantly clearer. A few well-chosen words at this level
go a long way.

Using a Work Breakdown Structure for large and small projects

You develop a WBS for very large projects, very small projects, and everything
in between. Building a skyscraper, designing a new airplane, researching and
developing a new drug, and revamping your organization’s information sys-
tems all need a WBS. So, too, do writing a report, scheduling and conducting a
meeting, coordinating your organization’s annual blood drive, and moving into
your new office. The size of the WBS may vary immensely depending on the
project, but the hierarchical scheme to develop each one is the same.

Occasionally your detailed WBS may seem to make your project more com-
plex than it really is. I agree that 100 tasks (not to mention 10,000) written out
can be a little unnerving! The truth is, though, the project’s complexity was
there all the time; the WBS just displays it. In fact, by clearly portraying all
aspects of the work, the structure actually simplifies your project.

Check out the sidebar “Conducting a survey: Utilizing the Work Breakdown
Structure” in this chapter for an illustration of how a WBS helps you develop
a more accurate estimate of the time you need to complete your work.

Dealing with special situations

With a little bit of thought, you can break most work into detailed compo-
nents. However, this section looks a little more closely at several special situ-
ations that require some creativity.

Representing a conditionally repeating activity

Suppose you plan an activity that requires an unknown number of repetitive
cycles, such as obtaining approval of a report. In reality, you write a draft and
submit it for review and approval. If the reviewers approve the draft, you pro-
ceed to the next activity (such as preparing the final version). But, if the
reviewers don’t approve the draft, you have to revise it to incorporate their
comments and then resubmit it for a second review and approval. If they
approve the second draft, you proceed to the final version. But if they still
don’t approve that draft, you have to repeat the process (or try to catch
them in a better mood).



Part I: Understanding Expectations (The Who, What, and Why of Your Project) _

68

&

Conducting a survey: Utilizing the Work
Breakdown Structure

Suppose your boss asks you to estimate how
long it'll take to survey people regarding char-
acteristics of a new product that your company
may develop. Based on initial thoughts, you
figure you need to contact people at your head-
quarters, at two regional activity centers, and
from a sampling of your current clients. You tell
your hoss, “Between one and six months.”

Have you ever noticed that bosses aren’t happy
when you respond to their question of “How
long?” with an answer of “Between one and six
months”? You figure that finishing anytime
before six months meets your promise, but your
boss expects you can be done in a month, given
some (okay, a lot of) hard work. The truth is,
though, you don't have a clue how long the
survey will take because you don't have a clue
how much work you have to do.

Developing a WBS encourages you to define
exactly what you'll do and, correspondingly,
how long it'll take. In this example, you decide
to conduct three different surveys: personal
interviews with people at your headquarters,
phone conference calls with people at the two
regional activity centers, and a mail survey of a
sample of clients. Realizing you need to
describe each survey in more detail, you begin
by considering the mail survey and realize it
includes five activities:

1~ Select a sample of clients to survey: You
figure it should take one week to select your
sample of clients if the sales department
has a current listing of all company clients.
You check with them and they do.

v~ Design and print a survey questionnaire:
You get lucky. A colleague tells you she

thinks the company conducted a similar
survey of a different target population a
year ago and that extra questionnaires may
still be around. You find that a local ware-
house has 1,000 of these guestionnaires
and —yes! — they're perfect for your
survey. How much time do you need to
allow for designing and printing the ques-
tionnaires? Zero!

v+ Send out the survey and receive the
returns: You determine you'll need a
response rate of at least 70 percent for the
results to be valid. You consult with people
who've done these surveys before and find
out that a minimum response rate of 70 per-
cent needs a three-phased approach: First,
mail out a set of questionnaires and collect
responses for four weeks. Second, mail out
another set of the same questionnaires to
the nonrespondents and wait another four
weeks. Finally, conduct phone follow-ups
for two more weeks with the people who
still haven't responded.

v+~ Enter and analyze the data: You figure you
need about two weeks to enter and analyze
the data you expect to receive.

v~ Prepare the final report: You estimate two
weeks to prepare the final report.

Now, instead of one to six months, your esti-
mated time to complete your mail survey is 15
weeks. Because you've clarified the work and
how you’ll do it, you're more confident in your
number and you've increased the chances that
you'll achieve it!
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Revising the draft is a conditional activity; it only occurs if a certain condition
(in the report example, not receiving everyone’s approval) comes to pass.
Unfortunately, a WBS doesn’t include conditional activities — you plan to
perform every activity that you detail. So you can represent conditional activ-
ities in two ways.

+” You can define a single activity as Review/revise report and assign
one duration to that activity. You're saying, in effect, that you can per-
form as many reviews and revisions as possible within the established
time period.

+* You can assume that you'll need a certain number of revisions and
include each of these reviews and revisions as separate activities in
your WBS. This approach defines a separate milestone at the end of
each review and revision, which also allows more meaningful tracking.

Assuming that your project needs three reviews and two revisions doesn’t
guarantee that your draft will be good to go after the third review. If your
draft is approved after the first review, congratulations! You’ve bought some
time in the schedule and can move on to the next activity immediately (that
is, you don’t perform two revisions just because the plan says so!).

However, if you still haven’t received approval after the third review, you con-
tinue to revise it and submit it for further review until you do get that seal of
approval. Of course, then you have to reexamine your plan to determine the
impact of the additional reviews and revisions on the schedule and budget of
future activities.

A plan isn’t a guarantee of the future; it’s your statement of what you’ll work
to achieve. If you're unable to accomplish any part of your plan, you must
revise it accordingly (and promptly).

Handling an activity with no obvious break points

Sometimes you can’t see how to break down an activity into two-week inter-
vals. And sometimes that detail just doesn’t seem necessary. Even in these
situations, divide the activity into smaller chunks to remind yourself to peri-
odically verify that schedule and resource estimates are still valid.

No matter how carefully you plan, something unanticipated can always occur.
The sooner you find out about such an occurrence, the more time you have
to minimize any negative impact on your project.
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Keeping a closer eye on your project

A number of years back, | met a young engineer
at one of my training sessions. Soon after he
joined his organization, he received an assign-
ment to design and build a piece of equipment
for a client. When he asked his procurement
office to order the raw materials he needed, he
was told that the material would arrive in six
months. He was to notify the procurement office
if he hadn’t received the raw materials by the
promised date. Being young, inexperienced,
and new to the organization, he wasn’t com-
fortable trying to fight this established proce-
dure. So he waited for six months.

When he hadn't received his raw materials after
six months, he notified the procurement office.
The procurement specialist discovered that
there had been a fire in the vendor's facilities
five months earlier that had caused all produc-
tion to stop. Production had just resumed the
previous week, and the vendor estimated his

materials would be shipped in about five
months!

The young engineer's Work Breakdown
Structure had identified one activity, Buy raw
materials, with a duration of six months. He rea-
soned that, after placing the order, nothing else
was to happen until five and one-half months
later, when he would start to work on his design
and the final materials would arrive two weeks
later. How was he to break this activity down
further?

| suggested he could have divided the waiting
time into one-month intervals and called the
vendor at the end of each month to see whether
anything could change the projected delivery
date. Although checking wouldn’t have pre-
vented the fire, he would have known about it
five months sooner and could have made other
plans immediately.

Planning a long-term project

A long-term project presents a different challenge. Often the activities you
perform a year or more in the future depend on the results of the work you
do between now and then. Even if you can accurately predict the activities
you’ll perform later, the farther into the future you plan, the more likely
something will change and require you to modify your plans.

When developing a WBS for a long-term project, use a rolling-wave approach,
which continually refines your plans throughout the life of your project as
you understand the project and its environment better. The rolling-wave
approach acknowledges that uncertainties may limit your plan’s initial detail
and accuracy, and it encourages you to reflect more accurate information in
your plans as soon as you discover it. Take the following steps in a rolling-

wave approach:
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1. Break down the first three months’ activities into components that
take two weeks or less to complete.

2. Plan the remainder of the project in less detail, perhaps describing
the work in packages you estimate to take between one and two
months.

3. Revise your initial plan at the end of the first three months to detail
your activities for the next three months in components that take two
weeks or less to complete.

4. Modify any future activities as necessary, based on the results of your
first three months’ work.

5. Continue revising your plan in this way throughout the project.

Creating and Displaying Your
Work Breakdown Structure

You can use several different schemes to develop and display your project’s
WBS, and each one can be effective under different circumstances. This sec-
tion looks at a few of those different schemes and provides some examples
and advice on their application.

Considering different hierarchal schemes
for classifying activities

You can use many different schemes to subdivide a project and its activities.
The following are four of the most common schemes and examples of each:

v Product components: Floor plan, training manuals, screen design, or
promotional literature

v Functions: Design, launch, review, or test

v Geographical areas: Region 1 or the northwest

v Organizational units: Marketing, operations, or facilities

Product component and function are the most common schemes.
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When you choose the scheme you want to use, stick with that scheme to pre-
vent possible overlap in categories.

For example, consider that you want to develop finer detail for the activity
Prepare report. You may choose to break out the detail according to function,
such as write the draft report, review the draft report, and write the final report.
Or, you may choose to break it out by product component, such as Section I,
Section 2, and Section 3.

Vg‘\\“‘"i’ However, don’t try to break out details by using some elements from both
8 schemes, such as Section 1, Section 2, review the draft report, and write the
final report. This breakout creates confusion. For example, the activity
Prepare the final version of Section 2 could be included in either of two cate-
gories: Section 2 or Write the final report.

Consider the following questions when choosing a detail scheme:

v What higher-level milestones will be most meaningful when reporting
progress? For example, is it more helpful to report that Section 1 is com-
pleted or that the entire draft of the report is done?

v How will responsibility be assigned? For example, is one person respon-
sible for drafting, reviewing, and finalizing Section 1, or is one person
responsible for all drafts of Sections 1, 2, and 3?

v How will the work actually be done? For example, is drafting, reviewing,
and finalizing of Section 1 separate from the same activities for Section
2, or are all chapters drafted together, reviewed together, and finalized
together?

Developing your WBS

How you develop your WBS depends on how familiar you and your team are
with your project, whether similar projects have been successful in the past,
and how many new methods and approaches you’ll use. Choose one of the
following two approaches depending on your project’s characteristics:

v Top-down: Start at the top level in the hierarchy and systematically
break down activities into their component parts.

This approach is very useful when people have a good idea of the work
beforehand. It ensures that you thoroughly consider each category at
each level, and it reduces the chances that you overlook activities in
those categories.
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v+~ Brainstorming: Generate all possible activities for this project and then
group them into categories.

Brainstorming is very helpful when people don’t have a clear sense at the
outset of a project’s required activities. This approach encourages
people to generate any and all possible activities that may have to be
done, without worrying about how to organize them in the final WBS.
After you decide that a proposed piece of work is a necessary part of the
project, you can identify related activities that are also required.

In either case, consider using stickums to support your work. As you identify
activities, write them on the notes and put them on the wall. Add, remove, and
regroup the notes as you continue to think through your work. This approach
encourages open sharing of ideas and helps all people appreciate — in detail —
the nature of the work that needs to be done.

Top-down approach

Use the top-down approach for projects that you or others are familiar with.
Proceed as follows:

1. Specify all work assignments for the entire project.

2. Determine all necessary tasks for each work assignment.

3. Specify the subtasks for each task as necessary.

4. Continue in this way until you’ve detailed your entire project.

Brainstorming approach
Use the following brainstorming approach for projects involving untested

methods or for projects you and your team members haven’t done before.
1. Write all activities that you think are necessary for your project.
Don’t worry about overlap or level of detail.
Don’t discuss activity wording or other details.
Don’t make any judgments about the appropriateness of the activity.

2. Group the activities into a few major categories with common charac-
teristics and eliminate any activities you don’t have to perform.

These groupings are your level I categories.

3. Next divide the activities under each level 1 category into groups with
common characteristics.

These groups are your level 2 categories.

/3
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4. Now use the top-down method to identify any additional activities that
you overlooked in the categories that you created.

5. Continue in this manner until you have described all project work
clearly and completely.

Taking different paths to the same end

P Early in the development of your WBS, you can look at two or more different
hierarchical schemes to describe your project. Considering your project from
two or more perspectives helps you identify activities you may have over-
looked.

Suppose a local community wants to open a halfway house for substance
abusers. Figures 4-2 and 4-3 depict two different schemes to categorize the
work for this community-based treatment facility. The first scheme classifies
the work at the highest level by product component, and the second classi-
fies the work by function.

Figure 4-2 defines the following project components as level 1 categories: staff,
facility, residents (people who’ll be living at the facility and receiving ser-
vices), and community training.

|
Figure 4-2:
A product | Community Based Treatment Facility |
component |
scheme for | | | |
B all(:jNork | Staff | | Facility | | Residents | |Community Training |
reakdown
Structure Recruit Set facility Set criteria for
for director requirements residents
preparing to Recruit other Find facility Select residents
opena staff
community- . Buy facility Buy residents’
based Hire staff supplies supplies
treatment Train staff
facility.
|

Figure 4-3 defines the functions as level 1 categories: planning, recruiting,
buying, and training.



|
Figure 4-3:
A functional
scheme for
a WBS for
preparing to
opena
community-
based
treatment
facility.
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| Community Based Treatment Facility |

| Planning | | Recruting | | Buying | | Training |
Set facility Recruit Buy facility Train staff
requirements director supplies
Set criteria for Hire staff Buy residents’ Conduct
residents supplies community
Select resident ini
electresidents Find facility training

The same lowest-level activities are in both WBSs.

When you think about your project in terms of major functions (rather than
project components), you realize that you forgot the following activities:

»* You have no planning activity for hiring of staff.
v You have no activity to buy staff supplies.

v You forgot an activity to plan your community training.

After you identify the activities you overlooked, you can represent them in
either of the two WBSs.

Be sure you choose only one WBS before you leave your planning phase.
Nothing confuses people faster than trying to use two or more different WBSs
to describe the same project.

Labeling your WBS entries

As the size of a project grows, its WBS becomes increasingly complex. It’s
often easy to lose sight of how a particular piece of work relates to other
parts of the project. This problem can lead to poor coordination between
related activities and lack of urgency on the part of people who must com-
plete an activity.

Figure 4-4 illustrates a scheme for labeling your WBS entries so you can easily
see their relationships with each other and their relative positions in the
overall project.

75
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v The first number refers to a level 1 category.

v The number after the first period refers to a level 2 category under that
level 1 category.

v The number after the second period refers to a level 3 category under
that level 2 category.

v The number after the third period refers to a work package under that
level 3 category.

|
Figure 4-4: 3 9 1.4 Order Materials
A useful
scheme for Work package identifier
identifying Level 3 identifier
your WBS Level 2 identifier
activities. Level 1 identifier
|

Displaying your WBS in different formats

You can use several different formats to display your WBS. This section looks
at three of the most common.

The organization-chart format

Figure 4-5 shows a WBS in an organization-chart format. This format effec-
tively portrays an overview of your project and the hierarchical relationships
of different categories at the highest levels. However, because this format
generally requires a lot of space, it’s less effective for displaying large num-
bers of activities.

Prepare
report
|
Figure 4-5: | |
Drawing Prepare Review Prepare
your WBS | draft report draft final report
inan
organization- ,—k—\
fofr};z: ‘ Write Print
final report final report




|
Figure 4-6:
Drawing
your WBS in
an indented-
outline
format.
|
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|
Figure 4-7:
Drawing
your WBS in
a bubble-
chart
format.
|
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The indented-outline format

The indented-outline format in Figure 4-6 is another way to display your WBS.
This format allows you to read and understand a complex WBS with many
activities. However, you can easily get lost in the details of a large project
with this format and forget how the different pieces all fit together.

Prepare Report

1.0 Prepare draft report

2.0 Review draft report

3.0 Prepare final report
3.1 Write final report
3.2 Printfinal report

Both formats can display a WBS for a small project. For a large project, how-
ever, consider using a combination of the organization-chart and the
indented-outline formats to explain your WBS. You can display the level 1 and
level 2 categories in the organization-chart format and portray the detailed
breakout for every level 2 category in the indented-outline format.

The bubble-chart format
The bubble-chart format in Figure 4-7 is particularly effective for supporting
the brainstorming process for both small and large projects. You interpret the
bubble chart as follows:

v The bubble in the center represents your entire project.

v Lines from the center bubble lead to level 1 breakouts.

v Lines from each level 1 breakout lead to level 2 breakouts related to that
level 1 breakout.

Review
draft
report

Prepare
final report

Prepare
report

Prepare
draft report

/7
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The freeform nature of the bubble chart makes it effective for easily record-
ing thoughts generated in a brainstorming process. You can also easily
rearrange activities as you proceed with your analysis.

Vg&\“"‘;-’ The bubble chart isn’t effective for displaying your WBS to audiences who
S aren’t familiar with your project. Use the bubble chart to develop your WBS
with your team but transpose it into an organization-chart or indented-outline
format when you present it to people outside your team.

Improving the quality of your WBS

You increase the chances for project success when your WBS is accurate and
complete and when people who will be performing the work understand and
agree with it. The following tips suggest some ways to improve a WBS’s accu-
racy and acceptance.

1 Involve the people who’ll be doing the work. When possible, involve
them during the initial development of the WBS. If they join the project
after the initial planning, have them review and critique the WBS before
they begin work.

v Review and include information from WBSs from similar projects.
Review plans and consult people who’ve worked on projects similar to
yours that were successful. Incorporate your findings into your WBS.

v Keep your WBS current. When you add, delete, or change activities
during your project, be sure to reflect these changes in your WBS. (See
“Gathering What You Need to Know about Your Activities” later in this
chapter for more about sharing the updated structure with the team.)

1 Make assumptions regarding uncertain activities. If you aren’t certain
whether you’ll do a particular activity, make an assumption and prepare
your WBS based on that assumption. Be sure to document that assump-
tion. If your assumption proves to be wrong during the project, change
your plan to reflect the true situation. (See the sections “Making assump-
tions to clarify planned work” and “Representing a conditionally repeat-
ing activity” earlier in this chapter for more about assumptions.)

“@N\BEH + Remember that your WBS only identifies the elements of activities; it
& doesn’t depict their chronological order. Nothing is wrong with includ-
ing activities from left to right or top to bottom in the approximate order
that you’ll perform them. However, you may have difficulty showing
detailed interrelationships among activities in complex projects in the
WBS format. The purpose of the WBS is to ensure that you identify all
activities. Check out Chapter 5 for more on developing the schedule for
your project’s activities.
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Using templates

A WBS template is an existing WBS that contains activities typical for a partic-
ular type of project. This template reflects people’s cumulative experience
from performing many projects of the same type. As people perform more
projects, they add activities to the template that were overlooked and
remove activities that weren’t needed. Using templates can save you time
and improve your accuracy.

Although templates can save time and improve accuracy, don’t inhibit
people’s active involvement in the development of the WBS by using a tem-
plate that’s too polished. Lack of people’s involvement can lead to missed
activities and lack of commitment to project success.

This section looks at how you can develop a WBS template and improve its
accuracy and completeness.

Drawing upon previous experience

Suppose you prepare your department’s quarterly budget. After doing a
number of these budgets, you know most of the activities you have to per-
form. Each time you finish another budget, you revise your WBS template to
include new information you gleaned from the recently completed project.

The next time you start to plan a quarterly budget-preparation project, begin
with the WBS template that you’'ve developed from your past projects. You
then add and subtract activities as appropriate for this particular budget
preparation.

By drawing on previous experience, you can prepare your WBS in less time
and be more confident that you've included all the important activities.

Improving your WBS templates

The more accurate and complete your WBS templates are, the more time
they can save on future projects. This section offers several suggestions for
continually improving the quality of your templates.

When using templates, keep the following in mind:

v Develop templates for frequently performed tasks as well as for entire
projects. Templates for the annual organization blood drive or the sub-
mission of a newly developed drug to the Food and Drug Administration
are valuable. So are templates for individual tasks that are part of these
projects, such as awarding a competitive contract or having a document
printed. You can always incorporate templates for individual tasks into a
larger WBS for an entire project where you plan to perform these tasks.
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v Develop and modify your WBS template from previous projects that
worked, not from initial plans that looked good. Often you develop a
detailed WBS at the start of your project, but you may forget to add
activities that you overlooked in your initial planning. If you update your
template from a WBS that you prepared at the start of your project, it
won'’t reflect what you discovered during the actual performance of the
project.

v~ Use templates as starting points, not ending points. Make it clear to
your team members and others involved in the project that the template
is only the start of your WBS, not the final version. Every project differs
in some ways from similar ones in the past. If you don’t critically exam-
ine the template, you miss activities that weren’t in previous projects
but that need to be in this one.

v Continually update your templates to reflect your experiences from
different projects. The postproject evaluation is an excellent opportu-
nity to review and critique your original WBS. (See Chapter 15 for infor-
mation on how to plan and conduct this evaluation.) At the end of your
project, take a moment to revise your WBS template to reflect what you
discovered.

Identifying Risks While Detailing
Vour Activities

In addition to helping you identify activities to perform, a WBS helps you
identify unknowns that may cause problems. As you think through the work
to complete your project, you often identify considerations that may affect
how or whether you can perform certain project activities. Sometimes this
information is certain and sometimes it’s unknown. Identifying and dealing
effectively with unknowns can dramatically increase your chances for suc-
cess with your project.

Unknown information can fall into either of two categories:

v A known unknown: Information you don’t have but someone else does.

v An unknown unknown: Information that you don’t have because it
\BER doesn’t yet exist.
\g&
& You deal with known unknowns by finding out who has the information and
determining the information. You deal with unknown unknowns by
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v Buying insurance to minimize damage that occurs if something doesn’t
turn out the way you wanted.

v Developing contingency plans for when you do get the information.

v Trying to influence what eventually happens.

You've just become aware that twice in the past month a computer operator
accidentally spilled some coffee when he was preparing to mount the tape on
a tape drive, and it destroyed the tape. You also know that the survey you're
going to conduct requires a tape mounted on a tape drive. So now you’re con-
cerned that Mr. Coffee will accidentally destroy your tape also.

Whether or not he’ll spill coffee on your tape is an unknown unknown when
you prepare your plan. You can’t be certain whether he’ll spill coffee on your
tape because it’s an unintended, unplanned act (at least we hope so!).

Because you can’t find out whether or not it’ll happen, you have to consider
the following approaches to address this risk:

+ You can buy insurance. For example, have one or more back-up tapes.

+ You can develop a contingency plan. For example, have the statistician
who guides the selection of the sample also develop a scheme for select-
ing names randomly by hand from the hard copy of the data tape.

+ You can take steps to reduce the likelihood that coffee is spilled on
your data tape. For example, on the morning that your data tape is to be
run, check beforehand to see whether open cups of coffee are in the
computer room.

Developing the WBS helps you identify a situation that may compromise your
project’s success. You then must decide how to deal with that situation. See
Chapter 8 for more detailed information on how to identify and manage pro-
ject risks and uncertainties.

Gathering What You Need to
Know about Your Activities

After detailing your project work, specify all important information about
your lowest-level activities. You and your team will use this information to
develop the remaining parts of your plan and refer to it during the project. To
ensure easy access, keep this information in a WBS dictionary that’s available
to all members. The project manager (or her designee) should approve all
changes to information in this dictionary.
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The WBS dictionary contains the following information:
v Work detail: Narrative description of work processes and procedures to
accomplish the activity
v Inputs: Work products from other activities that this activity will use
v Outputs: Products or results of this activity

+ Roles and responsibilities: How team members will work with each
other on this activity

v Duration: Estimated calendar time this activity will take
v Required resources: People, funds, equipment, facilities, raw materials,
information, and so on that this activity needs
Sometimes the dictionary also includes the following information:
+ Immediate predecessors: Activities that must be completed right before
this activity can begin

+ Immediate successors: Activities that can be started as soon as this
activity is finished
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In this part . . .

ou have the greatest chance of achieving project suc-
cess when you have a plan that meets your client’s
needs and that you believe is possible to accomplish.

In this part, [ show you how to develop a feasible and
responsive initial project schedule and how to respond
when you need to complete your project earlier than
planned. I discuss how to estimate the people, funds, and
other resources you’ll need to perform the project work.
And last, but definitely not least, [ discuss how you can
identify and deal with potential project risks.




Chapter 5

You Want This Project
Done When?

In This Chapter

Creating a network diagram for your project

Using your network diagram to determine schedule possibilities

Forming your initial schedule

Estimating activity durations

Presenting your schedule
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project assignments always have deadlines. So even though you’re not
sure what your new project is to accomplish, you want to know when it
has to be finished. Unfortunately, when you do find out the end date, your
immediate reaction is often “But I don’t have enough time!”

The truth is, when you receive your project assignment, you usually have no
idea how long it’ll take. First reactions tend to be based on fear and anxiety
more than facts, especially if you're trying to juggle multiple responsibilities
and the project sounds complex.

You need an organized approach to clarify how you plan to perform your pro-
ject’s activities, what schedules are possible, and how you’ll meet deadlines
that initially appear unrealistic. This chapter describes a technique that
helps you proactively develop your schedule possibilities.

The discussion in this chapter on network diagramming to develop project
schedules is the most technically detailed presentation in this book. Even
though the technique takes about ten minutes to master, the explanations
and illustrations can appear overwhelming. If this is your first contact with
flowcharts, I suggest you initially scan this chapter and then read the differ-
ent sections several times. The more you read the text, the more logical the
explanations become. However, if you get frustrated with the technical
details, put the book away and come back to it at another time. You'll be sur-
prised how much clearer the details are the second or third time around!
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Itustrating Your Work Plan
with a Network Diagram

Suppose you have a project consisting of ten activities and each takes one
week. How long will it take you to complete your project? Truth is, you can’t
tell. You may finish the project in one week if you can perform all activities at
the same time and have sufficient resources. You may take ten weeks if you
have to do the activities one at a time in sequential order. Or you may take
between one and ten weeks if you have to do some, but not all, activities in
sequence.

In order to determine the amount of time for your project, you need two
pieces of information:

v Duration: How long each individual activity takes

v Sequence: The order in which you perform the activities

To develop a schedule for a small project, you can probably consider the
durations and interdependencies in your head. But projects with 15 to 20
activities or more — many of which you can perform at the same time —
require a method to guide your analysis.

This section can help you develop feasible schedules by showing how to draw
network diagrams and then how to choose the best one for your project.

Defining a network diagram’s elements

A network diagram is a flowchart that illustrates the order in which you per-
form project activities. Think of the network diagram as your project’s test
laboratory — it gives you a chance to try out different strategies before per-
forming the work.

No matter how complex your project, its network diagram has the following
three elements.

Event

An event is a significant occurrence in the life of your project, sometimes
called a milestone or a deliverable. Events take no time and consume no
resources; they occur instantaneously. Think of them as signposts that sig-
nify a certain point in your trip to project completion. Events mark the start
or finish of one activity or a group of activities. Examples of events are draft
report approved and design begun.
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The word event in this book is different from other contexts you may have
seen. Suppose you read that the premier social event of a postelection year
was the presidential inaugural ball. In project management terms, the inau-
gural ball is an activity rather than an event because it takes time and lots of
resources!

Activity
An activity is the work to go from one event to the next in your project.

Activities take time and consume resources; they describe action. Examples
of activities are design report format and identify needs for new product.

Make sure you define activities and events clearly. The more clearly you
define them, the more accurately you can estimate time and resources, the
more easily you can assign the task to someone else, and the more meaning-
ful your tracking becomes.

Span time

Span time is the actual calendar time to complete an activity, also called dura-
tion. The amount of work effort, people’s availability, and whether people can
work on an activity at the same time all affect the activity’s span time.
Capacity of nonpersonnel resources (for example, a computer’s processing
speed and the pages per minute that a copier can print) and availability of
those resources also affect span time. Delay can also add to an activity’s span
time. If your boss spends one hour reading your memo after it sat in her
inbox for four days and seven hours, the activity’s span time is five days,
even though she spent only one hour reading it.

Understanding the basis of a span-time estimate helps you to figure out ways
to reduce it. For example, suppose you estimate that a software package
must run for 24 hours on a computer to do a complete test. If you can use the
computer only six hours in any one day, the span time for your software test
is four days. Suppose you want to cut the span time for your software test in
half. Doubling the number of people assigned to the activity won’t do it, but
getting approval to use the computer for 12 hours a day will.

The units of time describe two related, but different, activity characteristics.
Span time is duration; work effort is the amount of time a person needs to
work on the activity to complete it. (See Chapter 6 for more discussion of
work effort.) Suppose four people had to work together full time for five days
to complete an activity. The activity’s span time is five days. The work effort
is 20 person-days (four people multiplied by five days).
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|
Figure 5-1:
The three
symbols in
an activity-
in-the-box
network
diagram.
|

Drawing your network diagram

Determining your project’s end date requires you to choose the dates each
activity starts and ends and the date each event is reached. These dates
depend on the order in which you perform your activities and their span
times. This section shows you how to draw a network diagram that repre-
sents the order in which you perform your project’s activities so you can
determine schedule possibilities.

Activity-in-the-box approach
The activity-in-the-box technique (also called activity-in-the-node, precedence

diagramming, or dependency diagramming) uses three symbols to describe
the three elements of the diagram:

1 Boxes represent events and activities. You can tell whether a box repre-
sents an event or an activity by its span time. If the span time is 0, it’s an
event. Note: Event boxes are sometimes highlighted with lines that are
bold, double, or otherwise more noticeable.

v The letter t represents span time.

v Arrows represent the direction work flows from one activity or event to
the next.

Figure 5-1 presents a simple illustration. When you reach Event A (the box on
the left), you can perform Activity 1 (the box in the middle). You estimate
that Activity 1 will take two weeks to complete. Upon completing Activity 1,
you reach Event B (the box on the right). The arrows indicate the direction of
workflow.

Activity - Work required to move
from one event to another

A 1 B
ta=0 t; =2 weeks tg=0
Event — Milestone or Span time — Duration Event
deliverable
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Figure 5-1 illustrates how you can use the activity-in-the-box approach to rep-
resent events and activities. In this approach, however, the use of events is
optional; you can have one activity lead directly to another with no event
between them.

Activity-on-the-arrow approach

You can also draw your network diagram using the activity-on-the-arrow
approach, (also called the classical or traditional approach). This method
depicts the three elements of the diagram as follows:

v Circles represent events.
v Arrows represent activities.

v The letter t represents span time.

The two diagramming approaches are interchangeable; anything you can rep-
resent with one technique you can also represent with the other. If you
choose, you can draw your entire project using only activities in the activity-
in-the-box approach, but with the activity-in-the-arrow technique, all activi-
ties must start and end with an event.

Today, most integrated project-management software packages use the activity-
in-the-box approach. Because many people find that format to be simpler and
more intuitive, [ use the activity-in-the-box technique in this book.

Analyzing Your Network Diagram

Think of your project as a trip for you and several friends. Each of you has a
car and will travel a different route to the final destination. During the trip,
two or more of your routes will cross at certain places. You agree that all
people who pass through a common point must arrive at that point before
anyone can proceed on the next leg of the journey. The trip is over when all
of you reach the final destination.

You certainly don’t want to undertake a trip this complex without planning it
out on a road map. Planning your trip allows you to

v Determine how long the entire trip will take.

v Ildentify potential difficulties along the way.

v Consider alternate routes to get to your final destination more quickly.
This section helps you plan your project by telling you how to read and inter-

pret a road map (your network diagram) so you can determine the likely con-
sequences of your approach.



90

Part ll: Determining When and How Much

|
Figure 5-2:
Example of

a network
diagram.
|

Reading your network diagram

Use the following two rules to draw and interpret your network diagram.
After you understand these rules, analyzing the diagram is a snap:

v Rule 1: After you finish an activity or reach an event, you can proceed to
the next activity or event, as indicated by the arrow(s).

v Rule 2: Before you can start an activity or reach an event, you must have
first completed all activities and reached all events with arrows pointing
to that activity or event.

Figure 5-2 illustrates a network diagram. According to Rule 1, from Start, you
can work on Activity 1 or 3, which means you can do Activity 1 or Activity 3
or both Activities 1 and 3. In other words, they’re independent of one
another.

Activity 1 Activity 2
t,=5 t=1
Start End
t=0 t=0
Activity 3 Activity 4 Activity 5
=1 =3 t5=2
Critical path (in bold) = 7 weeks | | All times are in weeks |

You may also choose to do neither of the activities. Rule 1 is an allowing rela-
tionship, not a forcing relationship. In other words, you can work on the activ-
ities that the Start arrows lead to, but it doesn’t say that you must work on
any of them. For example, suppose a part of your plan includes two activities
to build a device: receive parts and assemble parts. As soon as you receive the
parts, you can start to assemble them. However, suppose that you've
received all of the parts you ordered. Nothing says that you must start to
assemble them immediately; you can assemble them if you want to, but you
can also wait.
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Of course, if you work on neither activity, your project will be delayed. But
that’s your choice. According to Rule 2, you can start working on Activity 2 in
Figure 5-2 as soon as you complete Activity 1 because the arrow from Activity
1 is the only one leading into Activity 2. Rule 2, therefore, is a forcing (or
requiring) relationship. If arrows from three activities enter Activity 2, you
must complete all three activities before you can start Activity 2. The dia-
gram doesn’t indicate that you can start working on Activity 2 by completing
only one or two of the three activities.

Interpreting your network diagram

The network diagram illustrates the order of your project’s activities. Use the
diagram to figure out when to start and end activities and when you’ll finish
the entire project if you perform the activities in this way. This section gives
you the key information you need to determine your schedule.

You need the following information to find out the schedule that your
approach will allow:

v Critical path: A sequence of activities that takes the longest time to
complete

v Noncritical path: A sequence of activities that you can delay and still
finish your project in the shortest possible time

v Slack time: The maximum amount of time that you can delay an activity
and still finish your project in the shortest possible time

v~ Earliest start date: The earliest date you can start an activity
v~ Earliest finish date: The earliest date you can finish an activity

v~ Latest start date: The latest date you can start an activity and still finish
your project in the shortest possible time

v~ Latest finish date: The latest date you can finish an activity and still
finish your project in the shortest possible time

The lengths of your project’s critical path(s) define your project’s length. If
you want to finish your project in less time, consider ways to shorten the
critical path.

Monitor critical-path activities closely during performance because any delay
in critical-path activities delays your project’s completion.
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Your project can have two or more critical paths at the same time. In fact,
every path can be critical if they all take the same amount of time. However,
when every path is critical, you have a high-risk situation; a delay in any
activity immediately causes a delay in the completion of the project.

Critical paths can change as your project unfolds. Sometimes activities on a
critical path finish so early that the path becomes shorter than one or more
other paths. Also, activities on an initially noncritical path can be sufficiently
delayed so that its completion time exceeds the time of the current critical
path.

The forward pass — determining critical paths, noncritical paths,
and earliest start and finish dates

Your first step in analyzing your project’s network diagram is to start at the
beginning and see how quickly you can complete the activities along each
path. This start-to-finish analysis is called the forward pass.

You can perform a forward pass through the diagram in Figure 5-2 as follows:

Using Rule 1 (check out “Reading your network diagram” earlier in this chap-
ter for more info), you can consider working on Activity 1 or 3 as soon as the
project starts. First consider Activities 1 and 2 in the upper path:

v The earliest you can start Activity 1 is the moment the project starts.

v The earliest you can finish Activity 1 is the end of week 5 (add Activity
1’s estimated span time of five weeks to its earliest start time, which is
the start of the project).

v According to Rule 2, the earliest you can start Activity 2 is the beginning
of week 6 because the arrow from Activity 1 is the only one entering
Activity 2.

v The earliest you can finish Activity 2 is the end of week 6.
So far, so good. Now consider the path of Activities 3, 4, and 5 at the bottom
of the diagram:
v The earliest you can start Activity 3 is the moment the project starts.
v The earliest you can finish Activity 3 is the end of week 1.
v The earliest you can start Activity 4 is the beginning of week 2.
v The earliest you can finish Activity 4 is the end of week 4.

Ah, there’s a catch. According to Rule 2, the two arrows entering Activity 5
indicate you must finish both Activity 1 and Activity 4 before you begin
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Activity 5. Even though you can finish Activity 4 by the end of week 4, you
can’t finish Activity 1 until the end of week 5. Therefore, the earliest you can
start Activity 5 is the beginning of week 6.

This situation illustrates the following guideline: If two or more activities lead
to the same activity, the earliest you can start that activity is the latest finish
date of the preceding activities.

In the example, the finish dates for Activity 4 and Activity 1 are the ends of
weeks 4 and 5, respectively. Therefore, the earliest date you can start Activity
5 is the beginning of week 6.

Is your head spinning yet? Take heart, the end is in sight.

v The earliest you can start Activity 5 is the beginning of week 6.
v The earliest you can finish Activity 5 is the end of week 7.

v The earliest you can finish Activity 2 is the end of week 6. Therefore, the
earliest you can finish the entire project (and reach the event called
End) is the end of week 7.

So far you have the following information about your project:

v The length of the critical path (the shortest time in which you can com-
plete the project) is seven weeks. Only one critical path takes seven
weeks; it includes the event Start, Activity 1, Activity 5, and the event End.

v Activity 2, Activity 3, and Activity 4 aren’t on critical paths.

v The earliest dates you can start and finish each activity in your project
are summarized in Table 5-1.

Table 5-1 Earliest Start and Finish Dates for Figure 5-2
Activity Earliest Start Date Earliest Finish Date

1 Beginning of week 1 End of week 5

2 Beginning of week 6 End of week 6

3 Beginning of week 1 End of week 1

4 Beginning of week 2 End of week 4

5 Beginning of week 6 End of week 7
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The backward pass — determining slack times and
earliest start and finish dates

You're halfway home. In case resource conflicts or unexpected delays pre-
vent you from beginning all the project activities at their earliest possible
start times, you want to know how much you can delay the activities along
each path and still finish the project at the earliest possible date. This finish-
to-start analysis is called the backward pass.

You found out from the forward pass that the earliest date you can reach the
event End is the end of week 7. However, Rule 2 says you can’t reach that
event until you have completed Activities 2 and 5. Therefore, to finish your
project by the end of week 7, the latest you can finish Activities 2 and 5 is the
end of week 7. Again, consider the lower path with Activities 3, 4, and 5.

v You must start Activity 5 by the beginning of week 6 to finish it by the
end of week 7.

v According to Rule 2, you can’t start Activity 5 until you finish Activities 1
and 4. Therefore, you must finish Activities 1 and 4 by the end of week 5.

v Hence, you must start Activity 4 by the beginning of week 3.

v You must finish Activity 3 before you can work on Activity 4. Therefore,
you must finish Activity 3 by the end of week 2.

v You must start Activity 3 by the beginning of week 2.
Finally, consider the upper path.

v You must start Activity 2 by the beginning of week 7.

v You can’t work on Activity 2 until you finish Activity 1. Therefore, you
must finish Activity 1 by the end of week 6.

Now again, you see a catch. You must finish Activity 1 by the end of week 5 to
start Activity 5 at the beginning of week 6. But, to start work on Activity 2 at
the beginning of week 7, you must finish Activity 1 by the end of week 6. So,
finishing Activity 1 by the end of week 5 satisfies both requirements. This sit-
uation illustrates the following guideline:
“\Q,N\BEI?
& If two or more arrows leave the same activity, then the latest date to finish
the activity or reach the event is also the earliest that you can start the next
activity or reach the next event.

In Figure 5-2, the latest start dates for Activities 2 and 5 are the beginnings of
week 7 and week 6, respectively. Therefore, the latest date to finish Activity 1
is the end of week 5. The rest is straightforward: You must start Activity 1 by
the beginning of week 1 at the latest.
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Table 5-2 summarizes the latest dates to start and finish each activity in our

example.

Table 5-2 Latest Start and Finish Dates for Figure 5-2
Activity Latest Start Date Latest Finish Date

1 Beginning of week 1 End of week 5

2 Beginning of week 7 End of week 7

3 Beginning of week 2 End of week 2

4 Beginning of week 3 End of week 5

5 Beginning of week 6 End of week 7

Sometimes you may feel that all these calculations are bogging you down.
Consider writing the earliest and latest start dates and the earliest and latest
finish dates at the top of each box. This step makes the whole process seem
much simpler. See how this detail looks in Figure 5-3.

ES=B1 EF=E5 ES=B6 EF=E6
LS=B1 LF=E5 LS=B7 LF=E7
Activity 1 Activity 2
t=5 t=1
Start End
t=0 t=0
ES=B1 EF=E1 ES=B2 EF=E4 ES=B6|EF=E7
LS=B2 LF=E2 LS=B3 LF=E5 LS=B6yLF=E7
Activity 3 Activity 4 Activity 5
ty=1 t,=3 ts=2

ES = earliest start EF = earliest finish
LS = latest start  LF = latest finish

B1 = beginning of week 1
E1=end of week 1
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Finally, determine the slack time of each activity in one of these two ways:

v Subtract the earliest possible start date from the latest allowable start
date.

v Subtract the earliest possible finish date from the latest allowable finish
date.

Activity 2, 3, and 4 have one-week slack times, while Activity 1 and 5 have no
slack time. Note: If an activity’s slack time is 0, the activity is on a critical
path.

An activity’s slack time is the amount of time it can be delayed without caus-
ing a delay in your overall project completion time. However, slack time is
actually associated with a sequence of activities rather than with an individ-
ual activity. Table 5-3 indicates that both Activities 2 and 3 (which are on the
same path) have slack times of one week. If Activity 2 is delayed by a week,
Activity 3 will have 0 slack time.

Working with Your Project’s

Network Diagram

The previous sections in this chapter explain the general rules and proce-
dures for drawing and analyzing any network diagram. This section tells you
how to create and analyze the network diagram for your own project.

Determining precedence

To draw your project’s network diagram, decide the order of your project’s
activities. This section tells you different reasons why it may be necessary to
perform activities in a particular order.

A predecessor to Activity 4 is an activity you must complete before you can
work on Activity 4. An activity is an immediate predecessor to Activity 4 if you
don’t have any other activities between it and Activity 4.

When you determine the immediate predecessors for every activity, you have
all the information you need to draw your project’s network diagram. Several
considerations affect the order in which you must perform your project’s
activities:
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v Required relationships: Relationships that must be observed if project
work is to be a success.

¢ Legal requirements: Federal, state, and local laws or regulations
that require certain activities to be done before others.

As an example, consider a pharmaceutical company that has devel-
oped a new drug in the laboratory and demonstrated its safety and
effectiveness in clinical trials. The manufacturer wants to start pro-
ducing and selling the drug immediately but can’t. Federal law
requires that the company obtain Food and Drug Administration
(FDA) approval of the drug before selling it.

Procedural requirements: Company policies and procedures that
require certain activities to be done before others.

Suppose you're developing a new piece of software for your organi-
zation. You've finished your design and want to start programming
the software. However, your organization follows a systems devel-
opment methodology that requires the management-oversight
committee to formally approve your design before you can
develop it.

v~ Discretionary relationships: Relationships you choose to establish
between activities.

¢ Logical relationships: Performing certain activities before others
because that procedure seems to make the most sense.

Suppose you’re writing a report. Because much of Chapter 3
depends on what you write in Chapter 2, you decide to write
Chapter 2 first. You could write Chapter 3 first or work on both at
the same time, but that plan increases the chance that you’ll have
to rewrite some of Chapter 3 after you finish Chapter 2.

¢ Managerial choices: Arbitrary decisions to work on certain activi-
ties before others.

Perhaps one activity is harder, more apt to have problems, and so
on. These reasons can influence the manager’s decision to adjust
the relationship of the project activities.

Decide on the immediate predecessors for your project’s activities in one of
two ways:

v Frontto-back: Start with the activities you can perform as soon as your
project begins and work your way through to the end.

1. Select the first activity or activities to perform as soon as your
project starts.

2. Consider one of these activities and decide which activity or
activities you can perform as soon as you finish your first ones.
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3. Continue in this way until you’ve considered all activities in the
project.

v Back-to-front: Choose the activity or activities that will be done last on
the project and continue backward toward the beginning.

1. Identify the last activity or activities of your project.

2. Choose one of these activities and decide which activities to per-
form immediately before you start the last activity.

3. Continue in this manner until you’ve considered all activities in
your project.

In either case, record your project’s immediate predecessors in a simple
table as illustrated in Table 5-3.

Table 5-3 Immediate Predecessors

Work Breakdown Activity Description Immediate Structure
Code Predecessors

1 (activity name) None

2 (activity name) 1

3 (activity name) None

4 (activity name) 3

5 (activity name) 1,4

P Determine precedence based on the nature and requirements of the activi-

ties, not on the resources you think are available. Suppose Activities A and B
can be performed at the same time but you plan to assign them to the same
person. In this case, don’t make Activity A the immediate predecessor for B,
thinking that the person can work on only one activity at a time. Instead, let
your diagram show that A and B can be done at the same time. Later, if you
find out you have another resource who can help out with this work, you’ll be
able to evaluate the impact of performing Activities A and B at the same time.
(See Chapter 6 for a discussion on how to determine when people are over-
committed and how to resolve these situations.)

P When you create your network diagram for simple projects, consider using
stickum notes to represent your activities and events and attach them to
chart paper or a wall. For more complex projects, consider using an inte-
grated project-management software package. (See Chapter 17 for a discus-
sion of how to use software to support your project planning and control,
and check out Microsoft Project For Dummies by Martin Doucette [Wiley] for
the lowdown on the most popular project-management software package.)
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Using a network diagram to
analyze a simple example

Consider the following example of preparing for a picnic to illustrate the net-
work diagram to determine schedules and meet expectations. (I'm not sug-
gesting that you plan all your picnics this way, but it does illustrate the
technique!)

It’s Friday evening after a very tense week. You and your friend are consider-
ing what to do on the weekend to unwind and relax. The forecast for Saturday
is sunny and mild weather, so you decide to visit a local lake for a picnic
tomorrow. Because you want to get the most enjoyment possible from your
picnic, you decide to plan this outing carefully by drawing and analyzing a
network diagram.

Table 5-4 illustrates the seven activities you must perform to prepare your
picnic and get to the lake.

Table 5-4 Activities for Your Picnic at the Lake
Activity Identifier ~ Description Who Will Do Duration
the Work (minutes)
1 Load car You and your friend 5
2 Get money You 5
from bank
3 Make egg Your friend 10
sandwiches
4 Drive to lake You and your friend 30
5 Decide which  You and your friend 2
lake
6 Buy gasoline You 10
7 Boil eggs Your friend 10
(for egg

sandwiches)

99



1 00 Part Il: Determining When and How Much

In addition, you agree to observe the following constraints:
v You and your friend will start all activities at your house at 8 a.m.
Saturday — you can’t do anything before that time.
»* You must complete all activities.
v You can’t change who does the activities.
v The two lakes you're considering are in opposite directions from your

house, so you have to choose before you begin your drive.

First, you decide the order of these various activities. In other words, you deter-
mine the immediate predecessors for each activity. Two dependencies are
required: Your friend must boil the eggs before he can make the egg sandwiches
(Duh!), and you must agree on which lake to visit before you start your drive.

The order of the rest of the activities is up to you. You may consider the fol-
lowing approach:

v Decide which lake before you do anything else.

v After you agree on the lake, you drive to the bank to get money.

v After you get money from the bank, you get gasoline.

v After you agree on the lake, your friend starts to boil the eggs.

v~ After the eggs are boiled, your friend makes the sandwiches.

v After you get back with the gas and your friend finishes the egg sand-
wiches, you both load the car.

v After you both load the car, you drive to the lake.

Table 5-5 illustrates these predecessor relationships.

Table 5-5 Predecessor Relationships for Your Picnic
Activity Identifier Description Immediate Predecessors
1 Load car 3,6

2 Get money from bank 5

3 Make egg sandwiches 7

4 Drive to lake 1

5 Decide which lake None

6 Buy gasoline 2

7 Boil eggs 5

(for egg sandwiches)
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|
Figure 5-4:
Starting
your picnic-
at-the-lake
network
diagram.
|

Draw the network diagram for your project from the information in this table
as follows:
1. Start your project with a single event, Start.

2. Find all activities that have no immediate predecessors — they can all
start as soon as you begin your project.

In this case, Activity 5 is the only activity that has no immediate
predecessors.

3. Start your diagram by representing these relationships, as illustrated
in Figure 5-4.

Represent Activity 5 in a box and draw an arrow from Start to this box.

Start Decide which lake
t=0 t;=2

All times are in minutes

4. Find all activities that have your first activity as an immediate
predecessor.

In this case, your table shows two activities (2 and 7) have Activity 5 as
an immediate predecessor. Represent them in boxes and draw arrows
from Activity 5 to these boxes.

5. Continue on in the same way with the remaining activities.

Recognize from Table 5-5 that only Activity 6 has Activity 2 as an imme-
diate predecessor. Draw a box representing Activity 6 and draw an arrow
from Activity 2 to Activity 6.

The table shows further that only Activity 3 has Activity 7 as an immedi-
ate predecessor. Draw a box representing Activity 3 and draw an arrow
from Activity 7 to Activity 3. Figure 5-5 depicts your diagram-in-progress.

Now you realize that Activity 1 has both Activities 3 and 6 as immediate
predecessors.

6. Draw a box representing Activity 1 and draw arrows from Activity 3
to Activity 1 and from Activity 6 to Activity 1.

The rest is pretty straightforward. Only Activity 4 has Activity 1 as its
immediate predecessor.
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|
Figure 5-5:
Continuing
your picnic-
at-the-lake
network
diagram.
|

|
Figure 5-6:
Completed
picnic-at-
the-lake
network
diagram.
|

Start
t=0

Get money
t,=5

Buy gasoline

All times are in minutes

Decide which lake
t;=2

Boil eggs
=10

t;=10

Make sandwiches

t;=10

7. Draw a box representing Activity 4 and draw an arrow from Activity 1
to Activity 4.

8. Draw a box representing the event called End and draw an arrow
from Activity 4 to that box.

Figure 5-6 depicts your project’s complete network diagram.

Start
t=0

) Get money Buy gasoline |
tz = 5 ts = 10
Decide which lake Load car Drive to lake
ty=2 t,=5 t,=30
Boil eggs Make
; :1909 =] sandwiches |~
7 ;=10

End

Critical path (in bold) = 57 minutes

All times are in minutes
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Now for the important questions. First, how long will you take to get to the
lake for your picnic? The upper path (Activity 2 and 6) takes 15 minutes to
complete. The lower path (Activity 7 and 3) takes 20 minutes to complete.
Because the critical path is the longest path through your project, the path
with Activity 5, 7, 3, 1, and 4 is the critical path. Your trip will take 57 minutes
if you follow your network diagram.

Next, can you delay any activities and still get to the lake in 57 minutes? If so,
which ones?
v The upper path (Activity 2 and 6) is a noncritical path.

v The network diagram reveals that Activity 5, 7, 3, 1, and 4 are on the crit-
ical path. Therefore, you can’t delay any of them if you want to get to the
lake in 57 minutes.

v However, Activity 2 and 6 can be performed at the same time as Activity
7 and 3. Activity 7 and 3 take 20 minutes to perform, while Activity 2 and
6 take 15 minutes. Therefore, Activity 2 and 6 have a total slack time of 5
minutes.

Developing Vour Project’s Schedule

Developing your schedule requires a combination of activities, resources,
and activity-performance sequences that gives you the greatest chance of
meeting your client’s expectations with the least amount of risk. This section
helps you start making a schedule. It also focuses on some potential pitfalls
and meeting time crunches.

Taking the first steps

After you've specified your project’s activities (see the discussion on creating
Work Breakdown Structures in Chapter 4), take the following steps to develop
an initial project schedule.
1. Identify immediate predecessors for all activities.
Immediate predecessors define the structure of your network diagram.
2. Estimate span times for all activities.
See the section on estimating activity duration later in this chapter.
3. Identify all intermediate and final dates that must be met.

These define the criteria that your schedule must meet.
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4. Identify all activities or events outside your project that affect your
project’s activities.

Once you know these, you can set up the appropriate dependencies
between them and your project’s activities and events.

5. Draw your network diagram.

Use the network diagram to determine what schedules your project can
achieve.

6. Analyze your project’s network diagram to identity all critical paths
and their lengths and to identify the slack times of noncritical paths.
(See the section Interpreting your network diagram earlier in this chapter
for additional information on critical and noncritical paths.)

This information helps you choose which project activities to monitor
how often. It also suggests strategies for getting back on track if you
encounter unexpected schedule delays.

If the completion date is acceptable to your client, you're done with your
scheduling. However, if your client wants you to finish faster than your initial
schedule allows, your analyses are just beginning.

Avoiding the pitfall of backing
in to your schedule

Beware of developing a schedule by backing in, that is, starting at the end of a
project and working your way back toward the start to identify activities and
estimate durations that allow you to meet your client’s desired end date.
Using this approach substantially decreases the chances that you’ll meet the
schedule for the following reasons:

v You may miss activities because your focus is on meeting a time con-
straint, not ensuring that you’ve identified all required work.

v You base your span-time estimates on what you can allow activities to
take rather than what they’ll require.

v The order for your proposed activities may not be the most effective
one.

[ was reviewing a colleague’s project plan a while back and noticed that she
had allowed one week for her final report’s review and approval. When I
asked her whether she thought this estimate was realistic, she replied that it
certainly wasn’t but she had to put it in for the project plan to work out. In
other words, she was using time estimates that totaled to the number she
wanted to reach rather than one she could reach.
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Meeting an established time constraint

Suppose your initial schedule has you finishing your project in three months,
but your client wants the results in two months. Consider the following
options for reducing the length of your critical paths:

v Recheck the original span-time estimates.
¢ Be sure you have clearly described the activity’s work.

¢ If you used past performance as a guide for developing the span
times, recheck to be sure all characteristics of your current situa-
tion are the same as those of the past performance.

e Ask other experts to review and validate your estimates.

¢ Ask the people who'll actually be doing the work on these activi-
ties to review and validate your estimates.

v Consider using more-experienced personnel. Sometimes more-
experienced personnel can get work done in less time. Of course, using
more-experienced people may cost you more money. Further, you're
not the only one in your organization who needs those more-experienced
personnel; they may not always be available!

v~ Consider different strategies for performing the activities. As an exam-
ple, if you estimate a task you're planning to do internally to take three
weeks, see if you can find an external contractor who can perform it in
two weeks.

v Consider fast tracking — removing tasks from the critical path and
doing them in parallel with other tasks on the path. Fast tracking
reduces the time to complete the remaining path and may change the
path to a noncritical one.

The technical term for performing activities in parallel to reduce the time is
called fast tracking. Although you can finish faster by fast tracking, you
increase the risk of having to redo portions of your work because finishing
some tasks before others may have an impact on them.

As you find ways to reduce the lengths of critical paths, monitor paths that
aren’t initially critical to ensure that they haven’t become critical. If one or
more paths have become critical, use these same approaches to reduce their
length.
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Illustrating ways to shorten a schedule

If your initial schedule doesn’t meet your requirements, consider changing
your network diagram to reduce the length of your project’s critical paths.
Consider the example of preparing for a picnic to see how you can approach
this task.

Figure 5-6 illustrates your initial 57-minute plan. If arriving at the lake in 57
minutes is okay, your analysis is done. But suppose you and your friend agree
that you must reach the lake no later than 45 minutes after you start on
Saturday morning. What changes can you make to save you 12 minutes?

You may be tempted to change the estimated time for the drive from 30 min-
utes to 18 minutes, figuring that you’ll just drive faster. Unfortunately, doing
so doesn’t work if the drive really takes 30 minutes. Remember, your plan
represents an approach that you believe has a chance to work (though not
necessarily one that’s guaranteed). If you have to drive at speeds in excess of
100 miles per hour over dirt roads to get to the lake in 18 minutes, reducing
the time has no chance of working. (However, it does have an excellent
chance of getting you a speeding ticket.)

To develop a more realistic plan to reduce your project’s schedule, take the
following steps:

1. Start to reduce your project’s time by finding the critical path and
reducing its time until a second path becomes critical.

2. To reduce your project’s time further, shorten both critical paths by
the same amount until a third path becomes critical.

3. To reduce the time still further, shorten all three critical paths by the
same amount of time until a fourth path becomes critical, and so on.

Performing activities at the same time

One way to shorten a path’s length is by taking one or more activities off the
path and doing them in parallel with the remaining activities. However, often
you have to be creative to successfully perform activities in parallel.

Consider the 57-minute solution to the picnic example in Figure 6-1. Assume
an automatic teller machine (ATM) is next to the gas station that you use. If
you use a full-service gas island, you can get money from the ATM while the
attendant fills your gas tank. This strategy allows you to perform Activities 2
and 6 at the same time — in a total of 10 minutes rather than the 15 minutes
you indicated in the initial diagram.
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|
Figure 5-7:
Making
sandwiches
while

driving to
the lake.
|

At first glance, it appears you can cut the total time down to 52 minutes by
making this change. But look again. These two activities aren’t on the critical
path, so reducing their time has no impact on the overall project schedule.
(In case you think you can save five minutes by helping your friend make the
sandwiches, remember: You agreed that you can’t swap jobs.)

Try again. This time, remember you must reduce the length of the critical
path if you want to save time. Here’s another idea: On your trip to the lake,
you and your friend are in the car, but only one of you is driving. The other
person is just sitting there. If you agree to drive, your friend can load the fix-
ings for the sandwiches into the car and make the sandwiches while you
drive. This adjustment appears to take ten minutes off the critical path. But
can it?

The diagram in Figure 5-6 reveals that the upper path (Activity 2 and 6) takes
15 minutes, and the lower path (Activity 7 and 3) takes 20 minutes. Because the
lower path is the critical path, removing five minutes from it can reduce the
time to complete the overall project by five minutes. However, reducing the
lower path by five minutes makes it the same length (five minutes) as the
upper path. Therefore, both paths take five minutes and both are now critical.

Taking an additional 5 minutes off the lower path (because the sandwiches
take 10 minutes to make) doesn’t save more time for the overall project
because the upper path still takes 15 minutes. However, you do have five min-
utes of added slack to the lower path.

Figure 5-7 reflects this change in your network diagram. Consider using your
first idea to get money at the ATM while an attendant fills your car with gas.
This move now can save you five minutes because the upper path is now
critical.

Get money Buy gasoline
t,=5 ;=10
Start Decide which lake| | Load car N Drive to lake
t=0 t;=2 t,=5 t,=30
Boil eggs Mal_(e
> =10 sandwiches
7= t;=10

Critical path (in bold) = 52 minutes
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|
Figure 5-8:
Getting to
your picnic
atthe lake

in 45
minutes.
|

\\3

Finally, you can decide which lake to visit and load the car at the same time,
which saves you an additional two minutes. The final 45-minute solution is
illustrated in Figure 5-8.

Drive to lake
=30

Load car
=5

Get money
t,=5

Ready to
drive
t=0

Buy gasoline
ta = 10

Start
t=0

Make sandwiches
;=10

Decide which lake
t5=2

Boil eggs
;=10

Critical path (in bold) = 45 minutes

Consider a situation where you have to complete two or more activities
before you can work on two or more new ones. Show this relationship in your
diagram by defining an event that represents the two or more completed
activities and then draw arrows from the completed activities to this event.
Then draw arrows from that event to the new activities (see Figure 5-8).

In the example, you first complete the activities Get money, Buy gasoline, and
Boil eggs, and then you can perform the activities Load car and Decide which
lake. You represent this relationship by drawing arrows from each of the first
three activities to a newly defined event, Ready to load car, and by drawing
arrows from that event to the activities Load car and Decide which lake.

If you think this analysis is getting complicated, you're right. You pay a price
to perform a group of activities faster. This price includes

1 Increased planning time: You have to precisely detail all the activities
and their interrelationships because you can’t afford to make mistakes.
v Increased risks: The list of assumptions grows, increasing the chances

that one or more will turn out to be wrong.

In the picnic-at-the-lake example, you make the following assumptions to
arrive at a possible 45-minute solution:
» You can get right into the full-service island at a little after 8 a.m.

v Attendants are available to fill up your tank as soon as you pull into the
full-service island.
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v The ATM is available and working when you pull into the full-service
island.

v You and your friend can load the car and make a decision together with-
out getting into an argument that takes an hour to resolve.

v Your friend can make sandwiches in the moving car without totally
destroying the car’s interior in the process.

However, when you identify assumptions, you can increase the chances that
they’ll be true or develop contingency plans in case they don’t happen.

Consider your assumption that you can get right into a full-service island
about 8 a.m. on Saturday. You can call the gas station owner and ask whether
your assumption is reasonable. If the gas station owner tells you he has no
any idea of how long you’ll have to wait, you may ask him whether it would
make a difference if you paid him $200 in cash. When he immediately
promises to cordon off the full-service island from 7:55 a.m. until 8:20 a.m.
and assign two attendants to wait there, one with a nozzle and the other with
a charge receipt ready to be filled out, so you’ll be out in ten minutes, you
realize you can reduce most uncertainties for a price! Your job is to deter-
mine how much you can reduce the uncertainty and what its price will be.

Devising an entirely new strategy

So you have a plan for getting to the lake in 45 minutes. You can’t guarantee
the plan will work, but at least you have a chance. However, suppose your
friend now tells you he really needs to get to the lake in 10 minutes, not 45!
Your immediate reaction is probably “Impossible!” You figure creative plan-
ning is one thing, but how can you get to the lake in 10 minutes when the
drive alone is 30 minutes?

By deciding that there is no way to arrive at the lake in 10 minutes when the
drive alone takes 30 minutes, you have just redefined your criterion for pro-
ject success. The true indicator of success in this project is arriving at the
lake for your picnic, not performing a predetermined set of activities. The
seven activities you originally formulated were fine, as long as they allowed
you to get to the lake within your established constraints. But if the activities
won'’t allow you to achieve success as you now define it (arriving at the lake
in ten minutes), consider changing the activities.

Suppose you decide to seek out modes other than driving to the lake. After
some checking, you discover that you can rent a helicopter for $500 per day
that’ll fly you and your friend to the lake in ten minutes. However, you figure
that you both were thinking about spending a total of $10 on your picnic (for
admission to the park at the lake). Clearly, spending $500 to get to a $10
picnic is absurd. So you don’t even tell your friend about the possibility of
renting the helicopter; you just reaffirm that getting to the lake in ten minutes
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|
Figure 5-9:
Reducing
span time by
subdividing
an activity.
|

is impossible. Unfortunately, you didn’t know the reason your friend wanted
to get to the lake in ten minutes. You find out that he can make a $10,000
profit on a business deal if he can get to the lake in ten minutes. Is spending
$500 worth making $10,000? Sure. But you didn’t know about the $10,000.

When developing schedule options, it’s not your job to preempt someone
else from making a decision. Instead, you want to present all options and
their associated costs to the decision maker so he can make the best deci-
sion. In this instance, you should have told your friend about the helicopter
option so he could have taken the relevant facts into account when he made
the final decision.

Subdividing activities

You can often reduce the time to complete a sequence of activities by sub-
dividing one or more of the activities and performing parts of them at the
same time. Figure 5-9 illustrates how your friend can save seven minutes
when boiling the eggs and preparing the egg sandwiches by using this
approach:

Boil eggs
in water
t5B = 7
Prepare to Finish making
boil eggs sandwiches
t5A=3 t3B =3

Perform initial steps
to make sandwiches
t3A = 7

Time to boil eggs and make sandwiches = 13 minutes

v~ Divide the activity of boiling into two parts.

* Prepare to boil eggs: Remove the pot from the cupboard, take the
eggs out of the refrigerator, put the water and eggs in the pot, put
the pot on the stove, and turn on the heat — estimated span time
of three minutes.

¢ Boil eggs in water: Allow the eggs to boil in a pot until they’re hard —
estimated span time of seven minutes.
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v~ Divide the activity of making the egg sandwiches into two parts.

¢ Perform initial steps to make sandwiches: Take the bread, mayon-
naise, lettuce, and tomatoes out of the refrigerator; take the wax
paper out of the drawer; put the bread on the wax paper; put the
mayonnaise, lettuce, and tomatoes on the bread — estimated span
time of seven minutes.

¢ Finish making sandwiches: Take the eggs out of the pot; shell, slice,
and put them on the bread; slice and finish wrapping the sand-
wiches — estimated span time of three minutes.

1~ First “Prepare to boil eggs”; next “Boil eggs in water” and “Perform
initial steps to make sandwiches” at the same time; finally “Finish
making sandwiches”.

As Figure 5-9 illustrates, the total time to boil the eggs and prepare the sand-
wiches is (3 minutes + 7 minutes + 3 minutes) = 13 minutes. Note: The total
time for the original activity to boil the eggs is still ten minutes (three minutes
to prepare and seven minutes in the water), and the total time for the original
activity to make the sandwiches is also still ten minutes (seven minutes for
the initial steps and three minutes to finish up). By specifying exactly how to
perform these activities, you can complete them in 13 minutes rather than 20.

Estimating Activity Duration

A span-time estimate is your best sense of how long you need to actually per-
form an activity. The estimate is not how long you want the activity to take or
how long someone tells you it must take; the estimate is how long you think it
really will take.

Unrealistically short span-time estimates can actually cause an activity to
take longer than necessary.

v Because unrealistic estimates appear to comfortably meet your sched-
ule targets, you don’t seek realistic alternative strategies that increase
the chances of accomplishing activities in their declared span times.

v~ If people believe span-time estimates are totally unrealistic, they’ll stop
trying to achieve them. When delays occur during an activity, people
will accept them as inevitable instead of trying to find ways to overcome
them.

Check out the nearby sidebar “Estimating isn’t negotiating or bartering” for
an example of estimating activity duration.
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This section looks more closely at what you need to accurately estimate
activity duration, including underlying factors, important resources, histori-
cal information, and your personal estimating skills.

Determining the underlying factors

The underlying makeup of an activity determines how long it will take.
Therefore, accurately estimating that activity’s span time requires you to
describe its different aspects and determine the effect of each one.
gMBER
When estimating an activity’s span time, consider past experience, expert
opinion, and other available sources of information to clarify the following
components:

+» Work performed by people: Physical and mental activities that people
perform. Examples include writing a report, assembling a piece of equip-
ment, and thinking of ideas for an ad campaign.

v Work performed by nonhuman resources: Testing software on a com-
puter and printing a report on a high-speed copy machine are examples.

v~ Physical processes: Physical or chemical reactions. Concrete curing,
paint drying, and chemical reactions in a laboratory are examples.

v Time delays: Passage of time where no resource is performing. Time
delays are typically due to the availability of resources. The need to
reserve a conference room two weeks prior to holding a meeting is an
example.

Considering resource characteristics

Knowing the types of resources an activity requires can improve your esti-
mate of the activity’s span time. For example, not all reproduction machines
generate copies at the same rate. Specifying the characteristics of the partic-
ular machine you’ll use can improve the activity’s span-time estimate.

You may need the following types of resources to support project work:

v Personnel

v Equipment

v Facilities

v Raw materials
v Information

v Funds
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Estimating isn't negotiating or bartering

Suppose your boss asks you to complete a pro-
ject in six months. You explore all alternative
strategies and determine you can't complete
the project in less than 12 months. After some
back-and-forth negotiating, you and your boss
agree that you'll complete the project in nine
months.

If you were both being honest initially, you just
guaranteed the project’s failure. You have
agreed to complete the project three months
before you can possibly finish it. Your boss has
agreed to accept the final product three months

If you weren’t honest initially, you each discov-
ered something about the other. You found out
that you need to add 50 percent to any end date
your boss gives you (nine months is 50 percent
more than six months). And your boss figured
out that she can subtract 25 percent from your
earliest date (nine months is 25 percent less
than 12 months).

Atthe worst, you've reached an agreement that
defines a performance target that's unaccept-
able to both of you. At the best, you've figured
out not to trust the information you share with

113

after she needs it. each other!

For each resource you need, determine its

v Capacity: Productivity per unit time period

v Availability: On the calendar; when a resource will be available

For example, a reproduction machine that produces 1,000 copies per minute
can complete a job in half the time a machine that produces 500 copies per
minute requires. Likewise, a large printing job can take half as long if you
have access to a reproduction machine for four hours a day rather than two
hours a day. (See Chapter 7 for more information on estimating project
requirements for nonhuman resources.)

Finding sources of supporting information

The first step toward improving your estimate’s accuracy is recognizing the
need to consider particular information when estimating span time. However,
the accuracy also depends on the accuracy of the information you base that
estimate on.
Q‘&N\BER
& The information you need often has no single authoritative source. Therefore,
compare information from the following sources as you prepare your estimates:
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v Historical records of how long similar activities have taken in the past
v People who've performed similar activities in the past
v People who’ll be working on the activities

v Experts familiar with the type of activity, even if they haven’t performed
work exactly like it before

Improving activity span-time estimates

In addition to ensuring accurate and complete data, do the following to
improve the quality of your span-time estimates (see Chapter 4 for further
discussion of how to define and describe your project’s activities):

v Define your activities clearly. Minimize the use of technical jargon and
describe work processes fully.

v~ Subdivide your activities until your lowest-level activity estimates are
two weeks or less.

1 Define activity start and end points clearly.

v Involve the people who’ll perform an activity when estimating its
duration.

» Minimize the use of fudge factors. A fudge factor is an amount of time
you add to your best estimate of span time just to be safe. Automatically
estimating your final span-time estimates to be 50 percent greater than
your initial ones is an example. Fudge factors compromise your planning
for several reasons:

e Work tends to expand to fill the allotted time. If you're able to
finish an activity in two weeks but use a 50 percent fudge factor to
indicate a span time of three weeks, the likelihood that you’ll finish
in less than three weeks is almost zero.

¢ People use fudge factors to avoid studying activities in sufficient
depth; as a result they can’t develop viable performance strategies.

e Team members and other project audiences lose faith in the accu-
racy and feasibility of your plan because they know you’re playing
with numbers rather than thinking activities through in detail.

No matter how hard you try, estimating span time accurately can be next to
impossible for some activities. Examples are activities you haven’t done
before, activities you’ll perform in the future, and activities with a history of
unpredictability. In these cases:
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v Make the best estimate you can by following the approaches and guide-
lines in this section.

v Monitor activities closely as your project unfolds to identify details that
may affect your initial estimate.

1 Reflect any changes in your project schedule as soon as you become
aware of them.

Displaying Your Project’s Schedule

Your network diagram doesn’t contain your schedule — it presents informa-
tion to consider as you develop your schedule. After you've selected your
actual dates, choose one of the following formats to present your schedule:

1 Key-events list: A table that lists events and the dates you plan to reach
them

v Activities list: A table that lists activities and the dates you plan to start
and end them

1 Combined key-events/activities list: A table that includes events and
activity dates

v Gantt chart: A timeline that illustrates when each activity starts, how
long it continues, and when it ends

v Combined milestone chart and Gantt chart: A timeline that illustrates

when activities start, how long they continue, when they end, and when
selected events are achieved

Your 45-minute schedule for your picnic at the lake is presented in a key-
events/activities list and a combined milestone and Gantt chart in Figures
5-10 and 5-11 (where triangles represent milestones), respectively.

Each format can be effective in particular situations. Consider the following
when choosing the format to display your schedule:

v Key-events lists and activities reports are more effective for indicating
specific dates.

v The Gantt chart provides a clearer picture of the relative lengths of
activities and when they overlap.

v The Gantt chart provides a better high-level overview of a project.
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Figure 5-10:
Represent-
ing your
picnic-at-
the-lake
schedule in
a key-
events/
activities list.
|

Figure 5-11:
Represent-
ing your
picnic-at-
the-lake
schedule in
a combined
milestone
and Gantt
chart.
|

Start Date End Date
(minutes after | (minutes after
Key Event/Activity Person Responsible | project start) | project start) | Comments
1. Get money You 0 5
2. Buy gasoline You 0 10 Critical path
3. Boil eggs Your friend 0 10 Critical path
A. Ready to load car You and your friend - 10 Critical path
4. Load car You and your friend 10 15 Critical path
5. Decide which lake You and your friend 10 12
B. Ready to drive You and your friend - 15 Critical path
6. Make egg sandwiches | Your friend 15 25
7. Drive to lake You and your friend 15 45 Critical path
C. End — arrived at lake | You and your friend - 45 Critical path
Activity Event

Decide which lake [ ]

Get money I I‘ Critical path is in bold ‘I

Get gas I_J
Boileggs | [
Make egg | |
sandwiches
Load car 1
Car loaded A
Drive to lake | ]
Arrived at lake A

10 15 20 25

30

35

40

Time (in minutes after start)

45 50 55 60




Chapter 6

Establishing Whom You Need,
How Much, and When

In This Chapter

Focusing first on people’s abilities

Accurately planning your project’s personnel needs
Striking a balance among all those commitments

remember reading the following declaration from a stressed-out project
manager: “We’ve done so much with so little for so long [that] they now
expect us to do everything with nothing!”

The truth is, of course, you can’t accomplish anything with nothing; every-
thing has a price. You live in a world of limited resources and not enough
time. You always have more work to do than time and resources allow. You
need to decide which tasks to pursue and then do everything possible to suc-
ceed at those activities. By identifying and planning the resources you need
to perform your project, you can

v Explain team members’ contributions to the project.

v Ensure that the resources are available when they’re needed.

v Develop more accurate and realistic schedules.

v Monitor resource expenditures to identify and address possible overruns.
Some organizations have procedures that detail and track every resource on
every project. Other organizations don’t formally plan or track project

resources at all. However, planning your resource needs is invaluable to your
project’s success, whether or not your organization requires it.

This chapter helps you figure out whom you need on your project, when, and
for how long. The chapter also discusses how you can identify and manage
conflicting demands for people’s time.
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Determining People’s Skills
and Knowledge

Your project’s success rests on your ability to enlist the help of the right
people to perform necessary work. Take the following steps to clarify the
work and to get qualified people to perform it.

v Identify the skills and knowledge needed to perform your project’s
activities.

v Specify the people who'll work on each activity.

v Determine how much effort they have to invest to complete their
assignments.

v For those tasks on which they are less than fully committed, determine
when they need to invest their time.

If you can influence the selection of team members, the personnel planning

in the following sections can help you get the most qualified people. When
you're arbitrarily assigned people or when your team already exists, the plan-
ning in the next sections can help you make the best use of their individual
skills and knowledge.

Working with a Skills Roster

The first requirement for selecting appropriate people for your project is
knowing the skills and knowledge of potential candidates. A Skills Roster,
illustrated in Figure 6-1, is a convenient format to display the skills and
knowledge of people who may work on your project.

Figure 6-1: Bill Mary Sue Ed
Displaying Technical writing
people’s A A
skills, Legal research A A o
knowledge,
agnd Graphic design A @) A
interests in Questionnaire
a Skills desian | © /\
Roster.

=
-
[}
=3
@
17}
-

>

) . — Primary skill or knowledge O — Secondary skill or knowledge
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The left-hand column identifies skill and knowledge areas and the top row
lists people’s names. At the intersection of the rows and columns, you iden-
tify the level of each person’s particular skills, knowledge, and interests.

You can use the following symbols to represent people’s skill, knowledge, and
interest levels:

v Primary capability: Person is able to assume a lead role in an assignment
requiring this skill or knowledge.

1 Secondary capability: Person has some training or experience in the
skill or knowledge area but should work under another’s guidance.

+ Interest: Person would like to work on assignments involving this skill or
knowledge.

The Skills Roster in Figure 6-1 shows that Sue is qualified to lead technical
writing assignments and that she wants to work on this type of assignment.
Ed is qualified to lead legal research tasks, but he’d prefer not to work on
them. He prefers working on questionnaire design activities, but he has no
skills or knowledge in this area.

By the way, you may figure that you’ll never assign Ed to work on a question-
naire design activity because he has no relevant skills or knowledge. However,
if you're trying to find more people who can develop questionnaires, Ed is a
prime candidate. Because he wants to work on these types of assignments, he
most likely is willing to put in extra effort to acquire the necessary capabilities.

Depicting skill and knowledge
levels in more detail

You can use a variety of numerical or alphanumeric codes to describe a
person’s skill, knowledge, or interest level. As an example, you can represent
relative levels with the following numerical scale:

5: Outstanding

4: Above Average

3: Average

2: Limited

1: Minimal

You may also indicate people’s experience on activities that require skills and
knowledge.
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In addition to helping you request the appropriate people, a Skills Roster can
reveal gaps and weaknesses in staff skills and knowledge. This information
can guide the following:

v Training: The organization can develop or make available training to

address the deficiencies.

v Career development: Individuals can develop skills and knowledge that

are in short supply in order to increase their opportunities for greater
responsibilities in the organization.

v Recruiting: When looking to hire staff for specific assignments,

recruiters can look for candidates who have skills and knowledge in
areas that the organization is deficient in.

Creating the Skills Roster

Because Skills Rosters can be useful in different areas, your organization’s
group managers and supervisors, training departments, and employee-
recruiting departments may already have rosters for some or all of the staff.
If you decide to create a roster or help someone else in your organization
create one, proceed as follows:

1.

Develop a complete list of the skill and knowledge areas that may be
required for anticipated project assignments.

Determine these areas by consulting with subject-matter experts, your
human resources department, and staff people who have done similar
work in the past.

. Develop a list of all people who’ll be included in the Skills Roster.

Include all people who may be assigned to your project.

. Have the people on your list rate their proficiency in each skill and

knowledge area and then their interest in working on assignments in
each area.

. Have each person’s direct supervisor rate the person’s skill, knowl-

edge, and interest.

. Compare the ratings made by the person and his supervisor and rec-

oncile any differences.

Consult the person being rated and his supervisor to determine the
reasons for differences in ratings; choose the rating that you feel most
accurately describes the person’s proficiency.

. Prepare a final version of the Skills Roster.
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In a project environment, you often work with people you don’t know well or
haven’t spent much time with. Making a special effort to find out about their
skills, knowledge, and interests helps you to make more appropriate use of
their special talents. In turn, this effort improves the team members’ morale
and productivity.

Reconciling ratings: When a person
and her supervisor’s views differ

P Comparing a person’s ratings of her own skills, knowledge, and interests with
those made by her supervisor can help identify situations that may lead to
future performance problems. The following are typical situations, potential
problems, and possible solutions:

1 A person rates her skills and knowledge in an area higher than her
supervisor rates them.

¢ Potential situation: She may feel that her supervisor is unfair,
choosing not to give her challenging assignments with greater
responsibility.

¢ Possible solution: Her supervisor can give her a more challenging
assignment and monitor her performance closely. If all goes well, her
supervisor’s opinion of her capabilities can improve. If she has prob-
lems with the assignment, she can work out a plan with her supervi-
sor to develop any skills or knowledge that she may be lacking.

1 A person rates her skills and knowledge in an area lower than her
supervisor rates them.

¢ Potential situation: She checks with her supervisor about the
smallest issues and decisions because she feels she’s not qualified
to deal with them herself.

¢ Possible solution: Her supervisor can explain to her why he feels
she’s qualified to handle her assignment; her supervisor can point
out when she’s handling issues correctly and why.

1 A person has interests in areas that her boss doesn’t know about.

¢ Potential situation: She misses out on opportunities to work on
assignments.

¢ Possible solution: The person can frequently talk with her supervi-
sor about her interests and why she thinks she may perform well
on assignments in these areas.
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v~ A person’s boss thinks she has interests in areas where she doesn’t.

¢ Potential situation: The person’s boss repeatedly gives her assign-
ments in which she has little or no interest; she becomes bored
and disinterested in work, and her productivity suffers.

¢ Possible solution: The person can discuss her interests with her
boss; she can ask her boss whether she can work in those areas in
addition to her normal assignments.

Estimating Needed Commitment

Just because a person has the right skills and knowledge doesn’t assure suc-
cess. That person must be given an adequate amount of time to perform all
the necessary work.

This section tells you how to prepare a Human Resources Matrix to display
the people you need and the effort they’ll have to put in to complete their
tasks. In addition, it explains how you can take into account productivity,
efficiency, and availability to make your estimates more accurate.

Using a Human Resources Matriy

Planning your personnel needs begins with identifying whom you need and
how much effort they have to invest. You can display this information in a
Human Resources Matrix, as illustrated in Figure 6-2. The Human Resources
Matrix displays the people assigned to each project activity and the work
effort each person will contribute to each assignment.

Activity Personnel (Person-hours)
. Work Breakdown Description J. Jones F. Smith Analyst
Figure 6-2: | Structure Code
Displaying
personnel 211 Design questionnaire 32 0 24
needsina
Human 212 Pilot questionnaire 0 40 60
Resources
Matrix. 2.2.1 Prepare instructions 40 24 10
|
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Work effort or person effort is the actual time a person spends doing an activ-
ity. Express work effort in units of person-hours, person-days, person-weeks,
and so forth. (You may still hear people express work effort as man-hours or
man-days. Same concept — just outdated and politically incorrect!)

Work effort is related to, but different from, span time (duration). Work effort
is a measure of resource use; span time is a measure of time passage (see
Chapter 5 for more discussion of span time). Consider the work effort to com-
plete the design questionnaire in the Human Resources Matrix in Figure 6-2.
According to the matrix, J. Jones works on this activity for 32 person-hours
and an unnamed analyst works on it for 24 person-hours.

This information alone, however, doesn’t tell you the span time of the activ-
ity. If both people can work on the activity at the same time, if they’re both
assigned 100 percent to the project, and if no other aspects of the task take
additional time, then the activity may be finished in four days. However, if
either person is available for less than 100 percent time, if one or both people
must work overtime, or if one person has to finish her work before the other
can start, the span time won’t be four days.

Describing needed personnel

Gather the different personnel for the top row of the Human Resources
Matrix as follows. In your Work Breakdown Structure (see Chapter 4 for fur-
ther discussion), a lowest-level activity is one that’s not subdivided any fur-
ther. From your Linear Responsibility Chart (see Chapter 10 for further
discussion), identify all personnel who will play a role on each lowest-level
activity in your project. You can specify these people by listing the following:

v Name: The person who'’ll do the work

v~ Position description: The position or title of the person who'll do
the work

v~ Skills and knowledge: The specific skills and knowledge that the person
must have

Early in your planning, try to specify needed skills and knowledge, such as must
be able to develop work process flow charts or must be able to use Microsoft
PowerPoint. If you can identify the exact skills and knowledge that a person
must have for a particular task, you increase the chances that the proper
person will be assigned.
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On occasion, you may use a position description or title (such as operations
specialist) to identify a needed resource. In doing so, you assume anyone with
that title has the necessary skills and knowledge. Unfortunately, titles are
often vague and position descriptions are frequently out of date. Therefore,
using titles or position descriptions are risky ways to get the right person

for the job.

Very often, you identify people you want on your project by name. The
reason is simple: If you've worked with someone before and she’s done a
good job, you want to work with her again. Unfortunately, although it’s great
for that person’s ego, this method often reduces the chances that you’ll get
the best person for your project. People who develop reputations for excel-
lence often get more requests than they can handle. When you don’t specify
the particular skills and knowledge needed for the activity, the manager —
who has to find a substitute for that overextended person — doesn’t know
what skills and knowledge the substitute needs to have.

Estimating required work effort

For all lowest-level activities, estimate the work effort that each person has to
invest and enter the numbers in the appropriate boxes in the Human
Resources Matrix. Develop your work-effort estimates as follows:

1 Describe in detail all work to perform the activity. Include work
directly and indirectly related to the activity.

Examples of work directly related to an activity include writing a report,
meeting with clients, performing a laboratory test, and designing a new
logo. Examples of indirect work include training to perform activity-
related work and preparing periodic activity-progress reports.

1 Consider history. Past history doesn’t guarantee future performance. It
does, however, provide a guideline for what’s possible.

Determine whether an activity has been done before. If it has, review
written records to determine the work effort. If written records weren’t
kept, ask people who’ve done the activity before to estimate the work
effort they invested.

When using prior history to support your estimates, be sure

¢ The people had qualifications and experience similar to those of
the people who'll work on your project.

¢ The facilities, equipment, and technology were similar to those
that’ll be used for your project.

¢ The time frame was similar to the one you anticipate for your pro-
ject activity.
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+~ Have the person who'’ll do the work participate in estimating the
required work effort. Having people contribute to their work-effort esti-
mates provides several benefits: Their understanding of the activity
improves; the estimates are tailored for a person with their particular
skills, knowledge, and prior experience; and their commitment to do the
work for that level of work effort increases.

If you know who’ll be working on the activity, have those people partici-
pate during the initial planning. If people don’t join the project team
until the start or during the project, have them review and comment on
the plans you've developed.

1 Consult with experts familiar with this type of activity, even when
they haven’t performed work exactly like it before. Experience and
knowledge from all sources improve the accuracy of your estimate.

Factoring in productivity, efficiency,
and availability

Being assigned to a project full time doesn’t mean a person can perform pro-
ject work at peak productivity 40 hours per week, 52 weeks per year. Additional
personal and organizational activities reduce the amount of work he produces.
Therefore, consider each of the following factors when you determine the
number of hours that people need to complete their project assignments:

v Productivity: The results a person produces per unit of time that he
spends on an activity. The following affect his productivity:

¢ Knowledge and skills: The raw talent and capability he has to
perform a particular task.

¢ Prior experience: His familiarity with the work and the typical
problems of a particular task.

¢ Sense of urgency: A person’s drive to generate the desired results
within established time frames. Urgency influences a person’s
focus and concentration on an activity.

¢ Ability to switch among several tasks: A person’s level of comfort
moving to a second task when she hits a roadblock in her first one
so she doesn’t sit around stewing about her frustrations and wast-
ing time.

¢ The quality and setup of the physical environment: Proximity
and arrangement of a person’s furniture and the support equip-
ment he uses; also the availability and condition of the equipment
and resources.
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v~ Efficiency: The proportion of time that a person spends on project work
as opposed to organizational tasks that aren’t related to specific pro-
jects. The following factors affect a person’s efficiency:

¢ Non-project-specific professional activities: Time spent attending
general organization meetings, handling incidental requests,
and reading technical journals and periodicals about her field
of specialty.

¢ Personal activities: Time spent getting a drink of water, going to
the restroom, organizing her work area, conducting personal busi-
ness on the job, and talking about non-work-related topics with
co-workers.

The more time a person spends each day on non-project-specific and
personal activities, the less time he has to work on his project assign-
ments. (Check out the “How workers really spend their time” sidebar in
this chapter for more info.)

v Availability: The portion of time a person is at the job as opposed to on
leave. Organization policy regarding employee vacation days, sick days,
holidays, personal days, mental health days, administrative leave, and
so on define a person’s availability.

When deciding how many work-hours to allow a person to do a particular
task, adjust the number required at peak performance to allow for actual
levels of productivity, efficiency, and availability.

How workers really spend their time

A number of years ago, | read a study that deter-
mined the typical employee spends an average
of four hours of an eight-hour work day on pre-
planned project activities and work assign-
ments. The interviewers in this study spoke with
people with a wide range of job responsibilities
from more than 100 organizations. In other
words, the typical employee in this study aver-
aged a work efficiency of 50 percent!

Since then | have found several organizations
that conducted similar studies of their own oper-
ations. These organizations all found workers’

efficiency to be about 75 percent. You may think
the workers in these companies were more effi-
cient than the ones in the previous study. But, in
fact, these studies were biased. The people sur-
veyed wanted their organizations to think they
were spending most of their time working on pro-
ject assignments, and the organizations wanted
to believe this was the case. Still, the organiza-
tion studies found that people spent about 25
percent of each day doing something other than
preplanned, project-related activities!
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Reflecting efficiency when
you use historical data

How you reflect efficiency in your personnel planning depends on whether
and how you track your work effort. If you base your estimate on historical
data from time sheets and if either of the following situations is true, you
don’t have to factor in a separate measure for efficiency:

v Time sheets have one or more categories to show time spent on non-
project-specific work and people accurately report the actual time
they spend on their different activities.

If this is the case, the historical information represents the actual number
of hours people worked on the activity in the past. You can comfortably
use these numbers to estimate the actual level of effort this activity will
require in the future, as long as people continue to record in separate cat-
egories the hours they spend on non-project-specific activities.

v Your time sheet has no category for recording your time on non-project-
specific work. However, you report accurately (by activity) the time
you spend on work-related activities, and you apportion in a consis-
tent manner your non-project-specific work among the available pro-
ject activities.

This historical information reflects the number of hours that people
recorded they spent on the activity in the past, which includes time they
actually spent on the activity and a portion of the total time they spent
on non-project-specific work.

Again, if people’s time-recording practices haven’t changed, you can use
these numbers to estimate the hours that people record for this activity
in the future.
MWNG/
§g~ When collected properly, time-sheet data provide the most reliable source of
past experience. However, the following time-sheet practices can cause the

data to be inaccurate:

v People aren’t allowed to record overtime, so some hours actually spent
on an activity may never be known.

v People fill out their time sheets for a period several days before the period
is over, so they must guess their hourly allocations for those several days.

»” You copy the work-effort estimates from the project plan onto your time
sheet each period instead of recording the actual number of hours you
spend.

If any of these situations exist in your organization, don’t use historical data
from time sheets to support your work-effort estimates for your current
project.
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Factoring efficiency into

personal estimates

If you base estimates on the opinions of people with experience in similar
activities or people who’ll do the activities instead of on historical records,
you have to factor in a measure of efficiency.

First, ask the person to estimate the required work effort assuming 100 per-
cent efficiency. (In other words, don’t worry about normal interruptions
during the day, having to work on multiple tasks at a time, and so on.) Then
modify the estimate to reflect efficiency as follows:

v~ If the person will use a time sheet that has one or more categories for
non-project-specific work, then use her original estimate.

v~ If she’ll use a time sheet that doesn’t have categories to record
non-project-specific work, add an additional amount to her original
estimate to account for her efficiency.

Be wise to the difference between efficiency
and availability

A while back, a person in one of my training ses-
sions was convinced that he took efficiency into
accountwhen he estimated levels of resources
for his projects. His organization had performed
an internal study and determined that a typical
employee spent about 25 percent of his time on
a combination of sick days, holidays, vacation
time, personal days, and administrative leave.
Therefore, he defined full-time availability to be
120 person hours each month for an employee,
or 75 percent of the available 160 person hours.
(He derived his estimate of 160 person hours by
multiplying 8 hours per day by five days a week
by four weeks per month — admittedly, this is
an approximation.)

| explained that employees don’t work at 100
percent efficiency even though they're avail-
able 120 person-hours each month. | told him
that people actually have about 90 productive

hours each month if they work at 75 percent
efficiency. (I determined 90 person-hours by
multiplying the 160 hours by the 75 percent
availability factor and that number by the 75 per-
cent efficiency factor.)

His reaction to my suggestion was interesting:
He completely rejected my analysis! He said he
refused to tell people that they only had to do six
hours of work for every eight hours they
charged to his project.

Unfortunately, he didn't realize that it wasn't
about allowing people to bill eight hours while
only working six. They were already doing this.
He needed to decide whether to recognize the
fact and reflect it in his plans or ignore it and
pretend it wasn’t happening. But ignoring the
fact wouldn't change the reality.
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As an example, suppose a person estimates that he needs 30 person-hours to
perform a task (if he can be 100 percent efficient) and his time sheets have no
categories for recording non-project-specific work. If you estimate that he’ll
work at about 75 percent efficiency, allow him to charge 40 person-hours to
your project to complete the task. (75 percent of 40 person-hours is 30
person-hours — the amount you really need.)

Failure to consider efficiency in work-effort estimates and reviews can lead to
incorrect conclusions about people’s performance. Suppose your boss
assigns you a project on Monday morning. He tells you the project will take
about 40 person-hours, but he really needs it by Friday close of business.
Suppose further that you work intensely all week and finish the task by
Friday close of business. In the process, you record 55 hours for the project
on your time sheet.

If your boss doesn’t realize that his initial estimate of 40 person-hours was
based on your working at 100 percent efficiency, he’ll think you took 15 hours
longer than you should have. On the other hand, if your boss recognizes that
55 person-hours on the job translates into about 40 person-hours of work on
specific project tasks, your boss will appreciate that you invested extra effort
to meet his aggressive deadline.

Although your performance is the same, overlooking the impact of efficiency
makes you appear less capable, while correctly considering it makes you
appear intensely dedicated.

The longer your involvement in an assignment, the more important efficiency
and availability become. Suppose you decide you have to spend one hour on
an assignment. You can reasonably figure your availability is 100 percent and
your efficiency is 100 percent, so you charge your project one hour for the
assignment. If you need to spend six hours on an assignment, you can figure
your availability is 100 percent, but you must consider 75 per cent efficiency
(or a similar planning figure). Therefore, charge one workday (eight work
hours) to ensure that you can spend the six hours on your assignment.

However, if you plan to devote one month or more to your assignment, you'll
most likely take some leave days during that time. Even though your project
budget doesn’t have to pay for your annual or sick leave, one person-month
means you have about 97 hours for productive work on your assignment,
assuming 75 percent efficiency and 75 percent availability (2,080 hours total
in a year + 12 months in a year x .75 x .75).

The numbers in Table 6-1 depict productive person-hours available at differ-
ent levels of efficiency and availability.
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Beware of the hierarchical work-effort estimate

Reflecting reality in your plan increases the
chances that you'll actually accomplish it.
However, in your effort to consider all important
influences, sometimes you overcompensate
and actually make the plan less realistic.

Suppose you plan to assign a task to Harry's
group. However, Harry passes the assignment to
Mary, who passes it to Beth, who passes it to Joe,
who actually does the required work. You ask
Harry to estimate the work effort to complete the
task. Harry in turn asks Mary, who asks Beth, who
asks Joe. Joe estimates it'll take two person-
weeks of actual work to complete the task.
However, Joe, Beth, Mary, and Harry all know the

organization has determined that people work at
75 percent efficiency, so each of them reflects
this factor in his or her estimate to be realistic. So
Joe tells Beth it'll take 2.7 person-weeks; Beth
tells Mary it'll take 3.6 person-weeks; Mary tells
Harry it'll take 4.8 person-weeks; and Harry tells
you it'll take 6.4 person-weeks!

The problem, of course, was communication (or
the lack of it!). Each person separately factored
in efficiency without telling the other members
of the group. Including this factor one time is
appropriate; including it four times is wasteful
and misleading.

\\J

Table 6-1 Person-Hours Available for Project Work
Productive Person-Hours Available

100 Percent 75 Percent 75 Percent
Efficiency, Efficiency, Efficiency,
100 Percent 100 Percent 75 Percent
Availability Availability Availability

1 person-day 8 6 45

1 person-week 40 30 22.5

1 person-month 173 130 98

1 person-year 2080 1560 1170

Develop your own planning figures if your organization uses different levels

of efficiency or availability.

In addition to reflecting the influence of efficiency and availability, improve
the accuracy of your work-effort estimates by doing the following:

v Define your activities clearly. Minimize the use of technical jargon
and describe associated work processes (see Chapter 4 for further

discussion).
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v Subdivide your activities. Do so until you estimate that your lowest-
level activities will take two person-weeks or less.

v Update work-effort estimates when project personnel or task assign-
ments change.

Ensuring Vou Can Meet Vour
Resource Commitments

If you work on only one activity at a time, determining whether or not you're
overcommitted can be straightforward. But suppose you plan to work on sev-
eral activities that partially overlap during a particular time period. Then you
must decide when to work on each activity to see whether your multitasking
has left you overcommitted.

This section shows how to schedule your work effort for a task, how to iden-
tify resource overloads, and how to resolve those overloads.

Planning your initial allocations

The first step in making sure you can handle all project commitments is to
decide when you’ll work on each activity. If your initial plan has you working
on more than one activity at the same time, your next task is to determine the
total level of effort you'll have to devote to meet your multiple commitments.

Begin planning out your workload by developing

v A Human Resources Matrix (see “Using a Human Resources Matrix” ear-
lier in this chapter for more info).

v A Person-Loading Graph or Person Loading Chart for each individual in
the Human Resource Matrix.

A Person-Loading Graph is a bar graph that depicts the level of work effort
you'll spend each day, week, or month of an activity. A Person-Loading Chart
presents the same information in a table. The graphical format highlights
peaks, valleys, and overloads more effectively while the tabular format pre-
sents exact work-effort amounts more clearly. Prepare Person-Loading Charts
or Graphs for each project team member.

Suppose you plan to work on Tasks 1, 2, and 3 of a project. Table 6-2 depicts
the person-hours you plan to spend on each task (consider that efficiency
has already been reflected in these estimates — see the previous section
“Estimating Needed Commitment” for more on efficiency).
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Table 6-2 Proposed Work Effort on Three Activities
Activity Level of Effort (person-hours)
Task 1 60

Task 2 40

Task 3 30

The Gantt Chart (see Chapter 5) in Figure 6-3 illustrates a plan to perform
Task 1 in Weeks 1, 2, and 3, Task 2 in Weeks 2 and 3, and Task 3 in Weeks 3, 4,
and 5. The chart shows Task 1 and Task 3 take three weeks and Task 2 takes
two weeks. Table 6-2 indicates 60 person-hours on Task 1 (50 percent of your
available time over the task’s three-week period), 40 person-hours on Task 2
(50 percent of your available time over the task’s two-week period), and 30
person-hours on Task 3 (25 percent of your available time over the task’s
three-week period). Therefore, if you don’t have to work on the tasks at the
same time, you should have no problem completing your work on each one.

But your initial plan has you working on both Tasks 1 and 2 in week 2 and on
all three tasks in week 3. You have to decide how much effort you’ll put in
each week on each of the three tasks to see whether you can work on all
three activities as they're currently scheduled.

As a starting point, assume you’ll spend your time evenly over the life of each
task. That means you’ll work 20 hours a week on Task 1 during Weeks 1, 2,
and 3, 20 hours a week on Task 2 during Weeks 2 and 3, and 10 hours a week
on Task 3 during Weeks 3, 4, and 5.

Determine the total effort you’ll have to devote to the overall project each
week by adding up the hours you'll spend on each task each week as follows:

v In Week 1, you'll work 20 person-hours on Task 1 for a total commitment
to the project of 20 person-hours.

v In Week 2, you'll work 20 person-hours on Task 1 and 20 person-hours on
Task 2, for a total commitment to the project of 40 person-hours.

v In Week 3, you'll work 20 person-hours on Task 1, 20 on Task 2 and 10 on
Task 3, for a total commitment to the project of 50 person-hours.

v In Weeks 4 and 5, you'll work 10 person-hours on Task 3, for a total com-
mitment to the project of 10 person-hours.
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These commitments are displayed in the Person Loading Chart of Figure 6-3. A
quick review reveals that this plan has you working 10 hours of overtime in
Week 3. If you're comfortable putting in this overtime, this plan works. If you
aren’t, you have to come up with an alternative strategy to reduce your Week
3 commitments.

Resolving potential resource overloads

If you don’t change your allocations for Week 3 and you’re unwilling to work
10 hours of overtime, you’ll accomplish less on one or both of the activities
than you planned because you’ll only put in 80 percent of the total effort
required. This lower per cent delays at least one of the two activities.

Gantt Chart
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Consider the following strategies to eliminate your overcommitment:

v~ Allocate your time unevenly over the duration of one or more activi-
ties. Instead of spending the same number of hours on a task each week,
plan to spend more hours some weeks than others.

Suppose you choose to spend your hours unevenly over the duration

of Task 1 by increasing your commitment by 10 hours in the first week
and reducing it by 10 hours in the third week, as depicted in Table 6-3.
Figure 6-4 illustrates how this uneven distribution removes your over-
commitment in week 3.

Table 6-3 Proposed Work Effort Each Week on Task 1
Time Period Level of Effort (person-hours)
Week 1 30
Week 2 20
Week 3 10
Task 1 | a0 2 — Unequal
£l el .1 allocation
f effort
Gantt Chart  Task2 orene
Task 3
1 2 3 4 5 6
Weeks
I Full time
Figure 6-4: 00—
Eliminating .40 ]
aresource | Person Loading
overload Chart
by chang- 20—
ing the 10—
allocation of 0
hours over 1 ) 3 4 5 6
the task life. Weeks
|
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v~ Take advantage of any slack time that may exist in your assigned
activities. Consider starting one or more activities earlier or later.

Figure 6-5 illustrates how you can remove the overcommitment in Week
3 by taking advantage of slack time that may be associated with Task 3. If
Task 3 has at least one week of slack time, you can reduce your total
work on the project in Week 3 to 40 person-hours by delaying both the
start and the end of Task 3 by one week. (See Chapter 5 for a detailed
definition and discussion of slack time.)

1 Assign some of the work you were planning to do in Week 3 to some-
one else on your project, or to a newly assigned team member of an
external vendor, or to a contractor. Reassigning 10 person-hours of
your work in Week 3 removes your overcommitment.

Task 1
Gantt Chart

(If Task 3initially 1,1
has one week of
slack at the end)

Task 3
1 2 3 4 5 6
Weeks
50—+
o L
Person Loading 20
Chart
20
10—
0
1 2 3 4 5 6
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Using
slack
time

Full time
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Show the total hours that each person will spend on your project in a
Summary Person Loading Chart as illustrated in Figure 6-6. This chart helps
you to

v~ ldentify who may be available to share the load of overcommitted
people.

v Determine the personnel budget for your project by multiplying the
number of hours people work on the project by their weighted labor
rates. (See Chapter 7 for more information.)

Person-hours
Week 1| Week 2 | Week 3 | Week 4 | Week 5 | Total
You 20 40 50 10 10 130
Bill 10 20 10 30 10 80
Mary 15 10 20 10 30 85
Total 45 70 80 50 50 295

Coordinating assignments
across multiple projects

Working on overlapping tasks can place conflicting demands on a person,
whether the tasks are on one project or several. Although successfully
addressing these conflicts can be more difficult when more than one project
manager is involved, the techniques for analyzing them are the same. This
section illustrates how you can use the techniques and displays from the pre-
vious sections to resolve resource conflicts that arise from working on multi-
ple projects at the same time.

You can manage resource assignments across projects if you prepare Person
Loading Graphs or Charts for each project.

Figure 6-7 illustrates a Person Loading Chart for each person in your group.
This chart is derived from the summary Person Loading Charts for each
person’s projects.
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Suppose you’ll be working on three projects in January, February, and March.
Consider your current plans for February. You're already committed to work
on Projects A, B, and C for 40, 20, and 40 person-hours, respectively. If some-
one wants you to devote 80 person-hours to Project D in February, you have
several options:

v If you assume that you have a total of 160 person-hours available in
the month, then you can devote 60 person-hours to Project D with no
problem.

v However, you don’t currently have the other 20 hours available. You may
consider the following:

¢ Find someone to assume 20 person-hours of your commitments to
Projects A, B, or C in February.

e Shift your work on one or more of these projects to January or
March.

e Work overtime.
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Chapter 7

Planning for Other Resources
and Developing the Budget

In This Chapter

Accounting for the project’s nonpersonnel costs

Preparing a detailed budget

A key part of effective project management is ensuring that resources
are available throughout the project when and where they’re needed
and according to specifications. When people are available for a scheduled
task but the necessary computers and laboratory equipment aren’t, your
project can have costly delays and unanticipated expenditures. Also,

your team members may experience frustration that leads to their reduced
commitment.

The final requirement for a successful project is sufficient funds to secure the
necessary people and resources. All major project decisions (including
whether to undertake it, whether to continue it, and — after it’'s done — to
determine how successful it was) must consider the project’s costs.

This chapter looks at how you can determine, specify, and display your non-
personnel resource needs and then how to develop your project budget.

Planning for Nonpersonnel Resources

In addition to personnel, your project may require a variety of other resources
(such as furniture, fixtures, equipment, raw materials, and information) that
are important to your project’s success. Plan for these nonpersonnel
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resources the same way you plan to meet your personnel requirements.
(Check out Chapter 6 for more on meeting your personnel needs.) Develop
the following:

v A resources matrix for all nonpersonnel resources

v Individual usage charts for each nonpersonnel resource

v A summary usage chart for all nonpersonnel resources
Figure 7-1 illustrates a resources matrix for nonpersonnel resources. The
matrix displays the following information for every lowest-level activity in

your project Work Breakdown Structure (WBS; see Chapter 4 for a discussion
of a WBS):

v The nonpersonnel resources to perform the activity (in this illustration,
computers, copiers, and use of a test laboratory)

v The required amount of each resource

Activity Amount of Resource Required (Hours)
Work Breakdown Description Computer Copier Test Lab
Structure Code
1.2.1 Design layout 32 0 0
2.14 Prepare report 0 40 0
3.3.1 Design device 40 0 32

Figure 7-1 suggests you’ll need 40 hours of computer time and 32 hours of the
test laboratory to design a device.

Estimate the amount of each resource you need by examining the nature of
the task and the capacity of the resource. For example, determine the amount
of copier time you need to reproduce a report as follows:

v Estimate the number of report copies.

v Estimate the number of pages per copy.

v Specify the copier capacity in pages per unit of time.

v Multiply the first two numbers and divide the result by the third number
to determine the amount of copier time to reproduce your reports.



Chapter 7: Planning for Other Resources and Developing the Budget ’ 4 1

Figure 7-2 illustrates a computer usage chart for your task. The chart indi-
cates that Task 1 requires ten hours of computer time in Weeks 1, 2, and 3,
respectively.

Computer Time Required (Hours)
Week 1| Week 2 | Week 3 | Week 4 | Week 5 | Total
Task 1 10 10 10 30
Task 2 20 20 40
—
Figure 7-2:
Illustration | Task 3 10 20 30 60
of a
computer
usage chart. | Total 10 30 40 20 30 130
—

Figure 7-3 summarizes the weekly usage of all resources for the project.

Amount of Resource Required (Hours)

Week 1| Week 2 | Week 3 | Week 4 | Week 5 | Total
|
Figure 7-3:

llustration [computer| 10 30 40 20 30 130
ofa
summary

usage chart | Copier | 10 20 10 30 10 80
for non-
personnel

resources. | Testlab 15 10 20 10 30 85
|

Making Sense of the Dollar:
Project Costs and Budgets

All project resources cost money. In a world of limited funds, you're con-
stantly deciding how to get the most return for your investment. Therefore,
estimating a project’s costs is important for several reasons:
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v It enables you to weigh anticipated benefits against anticipated costs to
see whether the project makes sense.

v~ It allows you to see whether the necessary funds are available to sup-
port the project.

v It serves as a guideline to help ensure that you have sufficient funds to
complete the project.

Although you may not develop and monitor detailed budgets for all your pro-
jects, knowing how to work with project costs can make you a better project
manager and increase your chances of project success.

This section looks at different types of project costs that you may encounter.
It then offers helpful tips for developing your own project budget.

Looking at different types of project costs

A project budget is a detailed, time-phased estimate of all resource costs for
your project. You typically develop a budget in stages — from an initial rough
estimate to a detailed estimate to a completed, approved project budget. On
occasion, you may even revise your approved budget while your project is in
progress (check out “Refining your budget as you move through your pro-
ject” later in this section for more info).

Direct costs are expenditures for resources solely used for your project. Direct
costs include salaries for team members on your project; specific materials,
supplies, and equipment for your project; travel to perform work on your
project; and subcontracts that provide support exclusively to your project.

Indirect costs are expenditures that may support more than one project but
aren’t individually allocated to them. Indirect costs fall into two categories:

v Overhead costs: Expenditures that are difficult to subdivide and allocate
directly. Examples include employee benefits, office space rent, general
supplies, and the costs of furniture, fixtures, and equipment.

You need an office to work on your project activities and office space
costs money. However, your organization has an annual lease for office
space, the space has many individual offices and work areas, and people
work on numerous projects throughout the year. Because you have no
clear record of your office’s rent, your office space is treated as an indi-
rect project cost.

” General and administrative costs: Expenditures that keep your organi-
zation operational (if your organization doesn’t exist, you can’t perform
your project). Examples include salaries of your contracts department,
finance department, and top management as well as fees for accounting
and legal services.
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Suppose you’re planning to design, develop, and produce a company brochure.
Direct costs for this project may include the following:

v Labor: Salaries for you and other team members for the hours you work
on the brochure

v Materials: The special paper stock for the brochure

v Travel: The costs for driving to investigate firms that may design your
brochure cover

1 Subcontract: The services of an outside company to design the cover art
Indirect costs for this project may include the following:

v Employee benefits: Benefits in addition to your salary while you're
working on the brochure

1 Rent: The cost of the office space you use when you're developing the
copy for the brochure

v Equipment: The computer you use to compose the copy for the
brochure

1 Management and administrative salaries: A portion of the salaries of
upper managers and staff who perform the administrative duties neces-
sary to keep your organization functioning

Developing your project budget

Organization decision makers would love to have a detailed and accurate
budget when someone proposes a project so they can assess its relative bene-
fits to the organization and decide whether they have sufficient funds to sup-
port it. Unfortunately, you can’t prepare such an estimate until you develop a
clear understanding of the work and resources the project will require.

But in reality, decisions of whether to go forward and how to undertake pro-
jects must be made before people can prepare highly accurate budgets.
However, you can develop and refine your project budget in the following
stages to provide the best information in time for these key project decisions:

+* Rough order-of-magnitude estimate: An initial estimate of costs based
on a general sense of the project work. This estimate is made without
detailed data. Depending on the nature of the project, the final budget
may wind up 100 per cent (or more!) higher than this initial estimate.

Prepare a rough order-of-magnitude estimate by considering: the costs
of similar projects (or similar activities that will be part of your project)
in the past; applicable cost and productivity ratios (such as the number
of assemblies that can be produced per hour), and other methods of
approximation.
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This estimate sometimes expresses what someone wants to spend rather
than what the project will really cost. You typically don’t detail this esti-
mate by lowest-level project activity because you prepare it in a short
amount of time and before you've identified the project activities.

Whether or not people acknowledge it, initial budget estimates in annual
plans and long-range plans are typically rough order-of-magnitude esti-
mates. As such, these estimates may change significantly as the plan-
ners define the project in greater detail.

1 Detailed budget estimate: An itemization of the estimated costs for each
project activity. You prepare this estimate by developing a detailed WBS
(see Chapter 4) and estimating the costs of all lowest-level activities.
(See Chapter 6 for information on estimating work effort and the section
“Planning for Nonpersonnel Resources” earlier in this chapter for ways
to estimate the needs for nonpersonnel resources.)

1 Completed, approved project budget: A detailed project budget that
essential people approve and agree to support.

Refining your budget as you move through your project

A project moves through five phases as it evolves from an idea to a reality:
conceive, define, start, perform, and close. (See Chapter 1 for more discussion
of these phases.)

Prepare and refine your budget as your project moves through its different
phases.

1. Prepare a rough order-of-magnitude estimate in the conceive phase.

Use this estimate to decide whether the organization should consider this
project further by entering the define phase to develop a detailed plan.

Rather than an actual estimate of costs, this number often represents an
amount that your project can’t exceed in order to have an acceptable
return for the investment. Your confidence in this estimate is low
because you don’t base it on detailed analyses of the project activities.

2. Develop your detailed budget estimate in the define phase after you
specify your project activities and get approval for your detailed
budget.

Check with your organization to find out who must approve project bud-
gets. At a minimum, the budget is typically approved by the project man-
ager, the head of finance, and possibly the project manager’s supervisor.
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3. Review your approved budget in the start phase — when you identify
the people who will be working on your project and when you start to
develop formal agreements for the use of equipment, facilities, ven-
dors, and other resources.

Check Chapter 12 for suggestions on what to look for when reviewing
the budget at the start of your project.

4. Get approval for any required budget changes before you move to the
perform phase.

Submit a request for any changes to the original budget to the same
people who approved the original budget in Step 2.

5. Monitor project activities and related occurrences throughout the
perform and close phases to determine when budget revisions are
necessary.

Check Chapter 12 for how to monitor project expenditures during your
project’s performance and how to determine whether budget changes
are needed. Submit requests for necessary budget revisions as soon as
possible to the same people identified in Step 2.
< You may not personally work on all steps in your project budget. If you join
your project after the initial planning, be sure to review the budget plans and
resolve any questions and issues you may identify.

Estimating project costs
Use a combination of the following approaches to develop a detailed budget:

1 Bottom-up: Develop detailed cost estimates for each lowest-level activity
in the WBS (refer to Chapter 4 for more information on this structure)
and total these estimates to obtain the total project-budget estimate.

v Top-down: Examine the estimated cost of each major work assignment
in the WBS to confirm its reasonableness.

Develop your bottom-up budget estimate as follows:

1. Consider each lowest-level activity.

2. Determine direct labor costs for each activity by multiplying the
number of hours each person will work on the activity by the person’s
\\3 hourly salary.

You can estimate direct labor costs by one of the following methods:
¢ Using the salary of each person on the project

¢ Using the average salary for people with a particular job title or in
a certain department, and so on
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Suppose you need a graphic artist to design overheads for your presen-
tation. The head of the graphics department estimates the person will
spend 100 hours on your project. If you know Harry (with a salary rate
of $30 per hour) will work on the activity, you can estimate your direct
labor costs to be $3,000. However, if the director doesn’t know who’ll
work on your project, then use the average salary of a graphic artist in
your organization to estimate the direct labor costs.

. Estimate the direct costs for materials, equipment, travel, contractual

services, and other resources for each activity.

See the section “Planning for Nonpersonnel Resources” earlier in this
chapter for information on how to determine nonpersonnel resources
you need for your project. Consult with your procurement department,
administrative staff, and finance department to determine the costs of
these resources.

. Determine the indirect costs associated with each activity.

You typically estimate indirect costs as a fraction of the planned direct-
labor costs for the activity. In general, your organization’s finance
department determines this fraction annually by the following method:

e Estimating organization direct labor costs for the coming year.
¢ Estimating organization indirect costs for the coming year.

¢ Dividing the estimated indirect costs by the estimated direct labor
costs.

Choose your method of estimating indirect costs by weighing the poten-
tial accuracy of the estimate against the effort to develop it. See the
nearby “Two approaches for estimating indirect costs” sidebar.

Table 7-1 illustrates a typical budget estimate. Suppose you’re planning a pro-
ject to design and produce a company brochure. You already have the follow-
ing information:

» You estimate that you’'ll spend 200 person-hours on the project at $30

per hour and Mary will spend 100 person-hours at $25 per hour.

+” You estimate your stationery for the brochures to be $1,000.
+* You estimate $300 in travel costs to visit vendors and suppliers.
»” You expect to pay a vendor $5,000 for the brochure’s artwork.

v Your organization has a combined indirect cost rate of 60 percent.
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Table 7-1 Project Budget for a Company Brochure
Cost Category Cost Total
Direct Labor You: 200 hours ($30 per hour) $6,000

Mary: 100 hours ($25 per hour) ~ $2,500

Total Direct Labor $8,500
Indirect Costs (60 percent) $5,100
Other Direct Costs Materials $1,000

Travel $300

Subcontract $5,000

Total Other Direct Costs $6,300
Total Project Costs $19,900

The top-down budget estimate encourages you to consider the relative
emphases of different aspects. As an example, suppose you plan to develop a
new piece of equipment. You develop a bottom-up cost estimate that sug-
gests the project will cost $100,000 as follows:

v Design ($60,000)

v Development ($15,000)

+* Testing ($5,000)

+* Production ($20,000)
However, experience with similar projects suggests that approximately 40
percent of the total budget is devoted to design, not 60 percent. So your num-

bers indicate a design phase for a $150,000 project rather than a $100,000
project.

You have two choices: You can try to devise an alternative strategy for the
design, or you can request an additional $50,000 for your project. But
whichever you choose, you can’t just arbitrarily change the numbers. You
need a strategy for arriving at your new numbers!
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Two approaches for estimating indirect costs

Accurately determining the true cost of a pro-
ject requires all activity and resource costs to
be allocated appropriately. However, the cost of
tracking and recording all expenditures can be
considerable. Therefore, organizations devel-
oped methods for approximating the amounts of
certain expenses assigned to different projects.

Following are two approaches for estimating
indirect costs associated with an activity: The
first approach defines two different indirect
rates; it's more accurate but requires more
detailed record keeping, so it'’s also more costly.

Option 1: Use one rate for overhead costs and
another rate for general and administrative
costs.

v Your finance department determines the
overhead rate by calculating the ratio of all
projected overhead costs to all projected
direct salaries.

v Your finance department determines the
general and administrative rate by calculat-
ing the ratio of all projected general and
administrative costs to the sum of all pro-
jected direct salaries, overhead costs, and
other direct costs.

v You determine overhead costs of an activ-
ity by multiplying its direct salaries by the
overhead rate.

v You determine general and administrative
costs of an activity by multiplying the sum of
its direct salaries, overhead costs, and
other direct costs by the general and
administrative rate.

Option 2: Use one indirect-cost rate for all over-
head and general and administrative costs.

v Your finance department determines the
combined indirect-cost rate by calculating
the ratio of all projected overhead costs to
all projected direct salaries.

+* You determine an activity’s indirect costs by
multiplying its direct salaries by the indirect
cost rate.

Some organizations develop weighted labor
rates, which combine hourly salary and associ-
ated indirect costs. As an example, suppose
your salary is $30 per hour and your organiza-
tion’s indirect cost rate is 0.5. Your weighted
labor rate is $45 per hour ($30 + 0.5 x $30).




Chapter 8

Dealing with Risk
and Uncertainty

In This Chapter

Coming to terms with risk and risk management
Checking risk factors more closely

Evaluating the real costs of risks to your project
Strategizing to stay on top of the risks

Drafting a risk-management plan

our first step toward a successful project is to develop a plan to produce

the desired results on time and within budget. If your project lasts a rela-
tively short time and you’re thorough and realistic in your planning, then
most likely your project will be a success.

However, the larger, more complex, and longer your project is, the more likely
some aspects won’t work out as you envisioned. Remember, “The best laid
plans .. ..” You have the greatest chance for success if you confront the possi-
bility of changes head-on and if you plan how to minimize the consequences
of those changes from the outset.

This chapter discusses how to consider potential risks when you’re deciding
whether you’ll undertake your project, when you’re developing your project
plan, and while you’re performing your project’s work. This chapter shows
you how to identify and assess the impact of project risks, and it explores
strategies for minimizing their consequences. Finally, this chapter gives
pointers for preparing your own risk-management plan.
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Defining Risk and Risk Management

Risk is the possibility that you may not achieve your product, schedule, or
resource targets because something unexpected occurs or something
planned doesn’t occur. All projects have some degree of risk because predict-
ing the future with certainty is impossible. However, project risk is greater

v The longer your project lasts.

v The longer the time between preparing your project plan and starting
the work.

v The less experience you, your team members, or your organization may
have with similar projects.

v The newer your project’s technology.
Risk management is the process of identifying possible risks, assessing their
potential effect, and then developing and implementing plans for minimizing
those negative effects. Risk management can’t eliminate risks, but it offers

the best chance for successfully accomplishing your project despite the
uncertainties of a changing environment.

So how do you address your project’s risks? Take the following steps to
determine, evaluate, and manage the risks that may affect your project:
1. Identify risks.

Determine which aspects of your plan or project environment may
change.

2. Assess their potential effect on your project.

Assess what will happen if those aspects don’t work out the way you
envision.

3. Develop plans for mitigating the effect of the risks.
Decide how you can protect your project from the consequences of risks.
4. Monitor the status of your project’s risks throughout performance.

Determine whether existing risks are still present, whether the likeli-
hood of these risks is increasing or decreasing, and whether new risks
are arising.

5. Inform key audiences.

Explain the status and potential effect of all project risks — from the ini-
tial concept to the project’s completion.
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Don't put all of your eggs in one basket

| met a man who was starting a large project
that was a top priority for his organization. His
project’s success heavily depended on one
person who would work on the project full time
for six months and perform all the technical
development. | asked whether he had consid-
ered the consequences of this person leaving
the project before it was finished. He said he
didnt have to worry about that because he just
wouldn't allow the man to leave.

It occurred to me that his approach for dealing
with risk was similar to the one of a woman who
cancelled her health insurance for a year —
because she wasn't planning on getting sick! He
may have gotten top management to agree that
the person would have no other assignments for
the duration of his project. However, he still
couldn’t guarantee that the person wouldn't get
sick or decide to leave the organization!

Focusing on Risk Factors and Risks

The first step toward controlling risks is identifying them. However, not all

\\3

risks pose the same degree of concern to all projects, and using a scatter-gun

approach to identify risks that may affect your project leaves a significant
chance that you'll overlook some important ones.

This section shows you how to identify potential risks on your project by rec-

ognizing the special situations that are most likely to occur.

Recognizing risk factors

A risk factor is a situation that may give rise to one or more project risks. A

risk factor itself doesn’t cause you to miss a product, schedule, or resource

target. However, it increases the likelihood that you’ll miss one.

The fact that you and your organization haven’t undertaken projects similar
to the present one is a risk factor. Because you have no prior experience, you

may overlook activities you need to perform or you may underestimate the
time and resources to perform them. Having no prior experience doesn’t

guarantee you’ll have these problems. However, it increases the chance that

you’ll have a problem.

Start to manage risks at the outset of your project and continue throughout
its performance. At each point during your project, identify risks by recogniz-
ing your project’s risk factors. Your plan and your current project phase can

both suggest risk factors.
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All projects progress through the following five phases:

v Conceive: An idea is born.

v Define: A plan develops.

v Start: A team forms.

v Perform: The team does the work.

v Close: The project ends.

(See Chapter 1 for a detailed discussion of these phases.)

Table 8-1 illustrates risk factors related to managing your project through

these phases.

Table 8-1 Possible Risk Factors during Your Project’s Evolution

Life-Cycle Phase

Possible Risk Factors

All

Insufficient time on one or more phases

Key information not in writing

Move to a subsequent phase without completing one or
more of the earlier phases

Conceive

Some background information and plans not in writing

No formal cost-benefit analysis

No formal feasibility study

Unknown originator of projectidea

Define

Plan prepared by people unfamiliar with similar projects

Plan not in writing

Missing parts to the plan

All or some aspects of plan not approved by all key
audiences

Start

Plan not prepared by people on the project team

Plan not reviewed or questioned by team members who
didn't participate in its development

No effort to establish team identity and focus

No team procedures to resolve conflicts, reach deci-
sions, or maintain communication
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Life-Cycle Phase

Possible Risk Factors

Perform

Change of primary client's needs

Incomplete or incorrect information regarding schedule
performance and resource expenditures

Inconsistent project-progress reporting

Reassignment of one or more key project-supporters

Replacement of team members

Change of marketplace characteristics or demands

Changes handled informally, with no consistent analysis
of their effect on the overall project

Close

Project results not formally approved by one or more
project drivers

Workers assigned to new projects before completion of
this project

Table 8-2 depicts risk factors that different parts of your project plan may

suggest.
Table 8-2 Possible Risk Factors
Planning Information Possible Risk Factors

Project audiences

New client

Prior problems with your client

Only mild interest in your project by upper manage-
ment or other key drivers (see Chapter 3 for a defini-
tion and discussion of project drivers and supporters)

No project champion

Unidentified project audiences

Project background

Project derived from a spontaneous decision, not a
well-thought-out assessment

No conclusive proof that your project can eliminate
the problem it addresses

Your project’s beginning preceded by other, completed
activities

(continued)
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Table 8-2 (continued)

Planning Information

Possible Risk Factors

Project scope

Unusually large project

Variety of skills and knowledge required

Different organizational units involved

Project strategy

No declared strategy

New, untested technology or approach

Project objectives

Missing objective(s)

Unclear or missing performance measures

Difficult-to-quantify performance measures

Missing performance targets or specifications

Constraints

No identified constraints

Vague constraints

In general, risk factors in all constraints

Assumptions

Vague assumptions

Risk factors in all assumptions

Work packages

Insufficiently detailed work packages

Work package descriptions not developed by some or
all team members

Roles and responsibilities

Roles and responsibilities not developed by all
supporters

Overdependence on one or more people

No primary responsibility for one or more activities

Two or more people with primary responsibility for
same activity

No one person with overall responsibility for project

Schedule (activity-duration
estimates)

Time estimates backed into from an established
end-date

No historical database of performance times

New procedures or technologies for part of project

Activities performed by team members unfamiliar
to you
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Planning Information

Possible Risk Factors

Schedule (activity
interdependencies)

Interdependencies not specifically considered during
schedule development

Partially related activities scheduled simultaneously
to save time

No formal analytical approach to assess effect of
interdependencies on schedule

Personnel

No estimates for actual work effort to perform
activities

No formal consideration of availability and efficiency

No planned work schedules for people working simul-
taneously on two or more tasks

New or inexperienced team members

Other resources

No plans to identify the type, amount, or timing of nec-
essary nonpersonnel resources

Funds

No project budget

Identifying visks

As the next step in your risk assessment, identify the specific risks that may
result from each of your risk factors. With this information, you can deter-
mine the particular effects the risk may have on your project and decide how
you want to manage the risk.

Separately describe how each risk factor may cause you to miss your prod-
uct, schedule, or resource targets.

Suppose you plan to use a new technology in your project. Using a new tech-
nology is a risk factor. Possible product, schedule, and resource risks that
may arise from this risk factor are as follows:

v Product risk: The technology may not produce the desired results.

v Schedule risk: Tasks using the new technology may take longer than you

anticipate.

v Resource risk: Existing facilities and equipment may not be adequate to
support the use of the new technology.
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When identifying potential risks, do the following:

v Review past records of problems in similar situations. If a risk factor
actually resulted in an unexpected occurrence in the past, you definitely
want to be prepared for it this time.

v Brainstorm with experts and other people who have related experi-
ences. The more sources of expert opinion you consult, the less chance
you’ll overlook something important.

v~ Be specific. The more specifically you describe a risk, the better you can
assess its potential effect. As an example:

Specific: “Delivery may take three weeks rather than two.”
Nonspecific: “Activities may be delayed.”
Try to eliminate potential risk factors as soon as possible. For example, sup-
pose a key audience hasn’t approved your project’s objectives. Instead of just

noting the risk that you may not correctly address audience needs, try to get
the audience’s approval!

Assessing Risks: The Likelihood
and Consequences

The expected consequences from a risk depend upon the effect of the risk if it
becomes a reality and the probability that it will become a reality. Consider
the expected consequences of different risks to choose which risks you want
to actively manage and which risks you’ll leave alone. This section discusses
how to determine the probability that a particular risk will occur on your
project.

Gauging the likelihood of a risk

The weather forecaster saying that it may snow isn’t sufficient reason to go
out and buy a $1,000 snow thrower. First, you want to know the chances that
it’ll snow, and second, you want to know how much snow is likely to fall. If
the weather forecaster is sure the total accumulation will be at least 20
inches but the chances of it snowing at all are only one in 1,000, you may
decide not to spend $1,000 for such an unlikely situation.
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The first step in deciding whether to deal proactively with a risk is assessing
the likelihood that it will occur. Use one of the following schemes to describe
the chances that a risk will occur:

v Probability of occurrence: You can express the likelihood that a risk
will occur as a probability. Probability is a number between 0 and 1, with
0.0 signifying a situation will never happen, and 1.0 signifying it will
always occur. (You may also express probability as a percentage, with
100 percent meaning the situation will always occur.)

1 Category ranking: Classify risks into categories that represent their like-
lihood. You may use high, medium, and low, or always, often, sometimes,
rarely, and never.

» Ordinal ranking: Order the risks so the first is the most likely to occur,
the second is the next most likely, and so on.

1 Relative likelihood of occurrence: If you have two possible risks, you
can project a relationship. For example, you can declare the first as twice
as likely to occur.

Relying on objective info
You can estimate the likelihood of a risk by comparing the number of times
the risk actually occurred on similar projects.

Suppose you designed 20 computer-generated reports over the past year for
new clients. Eight times, when you submitted your design for final approval,
new clients wanted at least one change. If you're planning to design a computer-
generated report for another new client, you may conclude the chances are
40 percent that you’ll have to make a change in the design you submit.

When using objective information to determine the likelihood of different
risks,
v Consider previous experience with similar projects.
\&&N\BER 1 Consider as many similar situations as possible.
<
&

v Keep in mind that the more similar situations you consider, the more
confidence you can have in your conclusions.

Counting on personal opinions

In the absence of objective data, solicit the opinions of experts and people
who have worked on similar projects in the past.
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You can estimate the likelihood of a particular risk by soliciting the opinions
of ten people who have worked on projects similar to yours. You can, for
example, ask them to rate the likelihood of a specific risk as high, medium, or
low. Suppose six people choose high, two choose medium, and two choose
low. You may then develop your estimate of the likelihood by assigning
values of 3, 2, and 1, to high, medium, and low, respectively, and determining
the weighted average of the responses as follows:

6Gx3H+2x2)+2x1D)=(18+4+2)+10=24
This formula suggests the risk has medium to high likelihood of occurring.
To increase the accuracy of these estimates, try the following:

v Define the category name as clearly as possible. You may suggest
that low means the likelihood of the risk is between 0 and 33 percent,
medium means 33 to 66 percent, and high means 66 to 100 percent.

v Consider the opinions of as many people as possible. The more data
points you have, the higher your confidence in the estimate.

v~ Be sure the projects your respondents have worked on are truly
similar to yours. Otherwise you have no reason to assume you can
use their experience to predict what’ll happen on your project.

v Don’t allow people to discuss their estimates with each other before
they share them with you. You're looking for their individual opinions,
not a group consensus.

v~ After they’'ve submitted their initial estimates to you, consider
having the people discuss their reasons for their estimates with
each other and then asking them whether they want to revise
their estimates. Some people may choose to modify their original
estimates if they realize they failed to take into account certain
important considerations.

Precision is different from accuracy. Precision refers to the detail of a number.
Accuracy refers to how correct the number is. You may estimate the likeli-
hood of a particular risk to be 67.23 percent. However, even though you
express the risk to two decimal places, your guess has little chance of being
accurate if you have no prior experience with similar projects.

Unfortunately, people often assume that more-precise numbers are also
more accurate. You can help avoid misinterpretations when you share your
assessments of likelihood by using round numbers, categories, or relative
rankings.
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&,N\BE/? The more factors that suggest a particular risk may occur, the higher the like-
& lihood that it will occur. For example, ordering from a vendor that you
haven’t worked with before raises the possibility that delivery times will be
longer than he promised. However, the likelihood of those delays is greater if
the item is also a special order, if you want delivery during a busy period for
the vendor, and if the vendor has to order several parts to make the item.

Estimating the extent of the consequences

Not long ago, [ was waiting to see my doctor when the nurse came out and
told me the doctor had to attend to an emergency and would be slightly
delayed. Imagine my shock when, after waiting for three hours for the doctor,
[ learned that he had gone to a hospital that was an hour away several hours
earlier and was currently in the middle of an emergency operation! If [ had
known the doctor was going to be gone for several hours, I would have
rescheduled my appointment. Instead, because | didn’t know how long the
delay would be, [ wasted three hours. And, unless [ wanted to wait the rest of
the afternoon, I'd have to make a new appointment anyway.

After you identify the likelihood that a particular risk will affect your project,
be sure to determine the magnitude of the consequences that may result.
That magnitude directly influences how you choose to deal with the risk.
Determine the specific effect that each risk may have on your project’s prod-
uct, schedule, and resource performance. When evaluating these effects, do
the following:

v~ Consider the effect of a risk on the total project rather than on just a
portion of it. Taking one week longer than you planned to complete an
activity may cause you to miss intermediate milestones (and cause the
personnel waiting for the results of that activity to sit idle). However, the
effect on the project is even greater if the delayed activity is on your pro-
ject’s critical path (see Chapter 5), which means the one-week delay also
causes a one-week delay for your entire project.

v Consider the combined effect of related risks. The likelihood that
you'll slip your schedule is greater if three activities on the same critical
path have a significant risk of slippage rather than just one.

&,N\BE/? Be sure to describe risks and their associated consequences as specifically as
& possible. For example, suppose a key piece of equipment you ordered for your
project may arrive later than expected. You can describe that risk as the deliv-

ery may be late, or as the delivery may be delayed by two weeks. Just stating

that the delivery may be late doesn’t give you enough information to deter-

mine the effect of that delay on the overall project. It also makes estimating
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the possibility of that risk more difficult. Are you talking about a delay of one
day? One month? Stating that delivery may be delayed by two weeks allows
you to determine the effect on the overall schedule and resources more pre-
cisely. Starting early also allows you to decide how much you’re willing to
spend to avoid that delay.

A variety of formal techniques can support your risk estimation and
assessment:

v Decision trees: Diagrams that illustrate different situations that may
occur as your project unfolds, the likelihood of each situation occurring,
and the consequences to your project if it does.

Figure 8-1 illustrates a simple decision tree to help determine which of
two vendors to buy a piece of equipment from. Both vendors have pro-
posed a price of $50,000 if the equipment is delivered on the agreed-
upon date. Both vendors have also proposed they receive an incentive
for delivering early and absorb a penalty for delivering late, but the
amounts of the incentives and penalties differ.

Multiplying the base price plus the performance incentive for early
delivery by the probability of early delivery yields the expected value of
the price you pay if delivery is early. You can calculate the total
expected prices for Vendors A and B by totaling the expected prices if
each is early, on time, and late, respectively.

This analysis suggests that you can expect to pay Vendor A $45,000 and
have a 70 percent chance he’ll deliver on time or early. You can expect
to pay Vendor B $56,000 and have a 70 percent chance he’ll deliver on
time or early. It looks like Vendor A is the better choice!

Delivery Price Expected Price

$75,000 1% $75,000 = $7,500

$50,000 .6 x $50,000 = $30,000 $45,000

Vendor A
$25,000 .3x $25,000 = $7,500 )

$90,000 .3 % $90,000 = $27,000

Vendor B
$50,000 .4 % $50,000 = $20,000 $56,000

$30,000 .3 x $30,000 = $9,000_/
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v~ Risk assessment questionnaires: Formal data-collection instruments
that elicit expert opinion about the likelihood of different situations
occurring and their associated effects.

v Automated impact assessments: Computerized spreadsheets that con-
sider — in combination — the likelihood that different situations will
occur and the consequences if they do.

Managing Risk

Recognizing risks that pose a threat to your project is the first step toward
controlling them. You also, however, have to develop specific plans for
reducing their potential effect on your project.

This section helps you select the risks you’ll manage proactively, develop a
plan for addressing them, and share your plan with your project’s audiences.

Choosing the risks you want to manage

All identified risks affect your project in some way if they occur (after all,
that’s the definition of a risk). However, you may determine that anticipating
and averting the problems of a particular risk actually takes more time and
effort than just dealing with the problems, should they arise.

So, your first step in developing a risk-management strategy is to choose
those risks that you need to address proactively. When making this choice,
do the following:

1 Consider the likelihood of a risk and its potential effect on your pro-
ject. If the effect of a risk would be great and if the chances it will occur
are high, you probably want to develop plans to manage it. If the effect is
low and the likelihood is low, you may decide not to worry about it.

When the effect would be high but the likelihood is low or vice versa,
consider the situation more carefully. A more formal approach for con-
sidering the combined effect of likelihood of occurrence and potential
consequence is to define the expected value of the risk, as follows:

Expected value of the risk = (quantitative measure of the effect if it
occurs) x (probability it will occur)

Suppose you need to buy certain materials for a device you're planning
to build. When you place your order, you think you have an 80 percent
chance of receiving the materials by the date promised. However, this
means you have a 20 percent chance that something will go wrong and
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that you’ll have to pay a premium to get the materials from another
vendor by the date that you need them. You estimate that the materials
normally cost $1,000 and that you’ll have to pay an additional $500 to
get them from another vendor at the last minute. Determine the
expected value of this risk as follows:

Expected value of risk = Additional cost incurred if you use another
vendor at the last minute x probability that you’ll have to use this
vendor

Expected value of risk = $500 x .2 = $100

You may conclude that, all things being equal, spending more than $100
to reduce the chances of this risk isn’t a wise financial decision.

v Decide whether a potential consequence is so unacceptable that you're

not willing to take the chance even if it’s very unlikely to occur.

Suppose your company wants to build a new plant in an area that has
been hit hard by hurricanes. The estimated cost of the new plant is
$50 million, and the likelihood that a hurricane will totally destroy the
building is 0.1 percent. The expected value of this risk is $50,000
($50,000,000 x 0.001), which the company can easily absorb. However,
if a hurricane actually destroys the building, the associated $50 million
loss would put the company out of business. So, even though the
expected value of the loss is relatively small, the company may feel
that even a 0.1 percent chance of being ruined is unacceptable.

If you choose to build the plant, be sure you develop a strategy to
manage the risk of the plant being totally destroyed (see the next sec-
tion). You may want to reconsider whether you want to undertake the
project at all.

Developing a risk-management strategy

You can take several different approaches to minimize the negative effects
risks can have on your project. However, if these approaches are to work, you
must choose your strategies and plan their implementation at the earliest
time possible in your project.

Choose one of the following approaches for dealing with the risks you decide
to manage:

1+ Minimize the chances they’ll occur. Take actions to reduce the chances

that an undesirable situation will come to pass. For example, consider
that you have a person on your project who’s new to your organization.
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Consequently, you feel the person may take longer to do her assigned
task than you planned. Consider following steps to reduce the chances
that the person will require more time:

e Explain the task and the desired results very clearly to the person
before she begins to work on it.

¢ Develop frequent milestones and monitor the person’s performance
often so you can deal with any problems as soon as they occur.

e Have her attend training to refresh the skills and knowledge she
needs to perform the assignment.

+ Develop contingencies. Develop one or more alternative action plans in
the event an undesirable situation does come to pass. Suppose you plan
to have your organization’s publication department reproduce 100
copies of the manual for your training program. If you’re concerned that
the department may have higher-priority projects at the same time,
locate an external vendor that can reproduce the manuals if the need
arises. Finding the vendor beforehand can reduce any time delay result-
ing from the switch to another resource.

v Buy insurance. Pay a price to reduce the effect when an undesirable sit-
uation occurs. For example, suppose you need a piece of equipment on a
specific date. You may decide to order the same part from two different
vendors to increase the likelihood that at least one of the vendors will
deliver on time.

v Transfer the risk. Pay someone else to assume some or all of the effect
of the risk. Suppose you choose to proceed with your plans to build a
new $50,000,000 facility (see the example in the earlier section
“Choosing the risks you want to manage”). You can buy disaster insur-
ance on the facility so the company doesn’t have to assume the full
burden of a total loss if a hurricane destroys the facility.
<MBER
< Although the following approaches may sometimes seem appealing, they
don’t work:

v The ostrich approach: Ignore risks or pretend they don’t exist.

+~ The prayer approach: Look to a higher being to solve all your problems
or to make them disappear.

v The denial approach: Recognize that certain situations may cause
problems for your project, but refuse to accept that these situations
may occur.

Though it may require a bit of work upfront, proactively planning to manage
your project’s risks always pay dividends down the line.
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Communicating about risks

People often share information about project risks ineffectually or not at all.
As a result, their projects suffer unnecessary problems and setbacks that
proper communication may have avoided.

You may be reluctant to deal with risk because the concept is hard to grasp.
If your project’s a one-time deal, what difference does a risk that occurs 40
times out of 100 make? You may also feel that focusing on risks suggests
you're looking for excuses for failure rather than ways to succeed.

Communicate about project risks early and often. In particular, share infor-
mation with drivers and supporters at the following points in your project
(see Chapter 1):

v Conceive: To support the process of deciding whether or not to under-
take the project

v Define: To guide the development of all aspects of your project plan

v Start: To allow team members to discuss potential risks and to encour-
age them to recognize and address problems as soon as those problems
occur

v Perform: To update the likelihood that identified risks will occur, to
reinforce how people can minimize the negative effect of project risks,
and to guide the assessment of change requests

N\\3
You can improve your communications with your project’s drivers and sup-
porters by

v Explaining in detail the nature of a risk, how it may affect your project,
and how you estimated the likelihood of its occurrence.

v~ Telling people the current chances that certain risks will occur, how
you’re minimizing the chances of problems, and how they can reduce
the chances of negative consequences.

v Encouraging people to think and talk about risks, always with an eye
toward minimizing the negative effects of those risks.

v Documenting in writing all the information about the risk.

You can discuss this information at regularly scheduled team meetings; in
regularly scheduled progress reports and upper management reviews; and in
special meetings to address issues that arise. (See Chapter 13 for more on
sharing project information.)
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Preparing a Risk-Management Plan

A risk-management plan lays out strategies to minimize the negative effects
that uncertain occurrences can have on your project. Develop your risk-
management plan in the define phase of your project, refine it in the start
phase, and continually update it during the perform phase (see Chapter 1
for more on these phases). Include the following in your risk-management

plan:

v Risk factors

v Associated risks

v Your assessment of the likelihood of occurrence and the consequences

for each risk

v How you plan to manage selected risks

v How you plan to keep people informed about those risks throughout

your project

Table 8-3 illustrates a portion of a risk-management plan.

Table 8-3

A Portion of a Risk-Management Plan

Plan Element

Description

Risk factor

You haven't worked with this client before.

Risks

Product: Chance for miscommunication leads to incor-
rect or incomplete understanding of client’s needs.

Schedule: Incomplete understanding of client’s business
operation leads to an underestimate of your time to
survey their current operations.

Resources: Inaccurate understanding of client’s techni-
cal knowledge leads to assigning tasks to client that

he can't perform; you need additional staff to perform
these tasks.

Analysis

Chances of misunderstanding the client’s needs = high.

Chances of underestimating the time to survey
operations = low.

Chances of misunderstanding the client’s technical
knowledge = low.

(continued)
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Table 8-3 (continued)
Plan Element Description
Strategy Only deal with the risk of misunderstanding the client’s

needs. Reduce the chances of this risk by

1. Reviewing past correspondence or written problem
reports to identify the client's needs.

2. Having at least two team members present in every
meeting with the client.

3. Speaking with different staff in the client’s
organization.

4. Putting all communications in writing.

5. Sharing progress assessments with the client every
two weeks throughout the project.
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“Before we start this project, I'd like to clarify
what metaphors we’ll be speaking in. Last time
we vsed sports me’oaphors How about using
cooKing me’oaphors? ‘Half baked’, ‘burnt’,
‘simmering’, that sort of thing?”




In this part . . .

rle key to successful projects is people — using their
capabilities to the fullest, encouraging their mutually
supportive work efforts, and sustaining their ongoing
commitment to your project’s success.

In this part, | identify the people who affect the work envi-
ronment in a project-oriented organization. I also suggest
ways to define team member roles, and I offer approaches
that encourage team members to maintain a supportive
environment. Finally, [ describe how to start your project
off on the right foot.




Chapter 9

Aligning the Key Players
for Your Project

In This Chapter

Stepping from traditional to project organizations
Establishing order in the matrix organization

Building a successful matrix

n the traditional work environment, your supervisor assigned your work,

completed your performance appraisals, approved your salary increases,
and authorized your promotions. However, increasing numbers of organiza-
tions are moving toward a structure where a variety of people direct the work
assignments. The greatest advantage of this new structure? It supports faster
and more effective responses to the diverse projects in an organization.

Success in this new project-oriented organization requires you to

v Recognize the people who define and influence your work environment.

v Understand their unique roles.

v Know how to work effectively with them to create a successful project.
This chapter helps you define your organization’s environment and under-

stand everyone’s roles. | also provide ways to ensure your project’s success
by focusing on the matrix structure.

Defining the Organizational Environment

Over the years, projects have evolved from organizational afterthoughts to
major vehicles for conducting business and developing future capabilities.
Naturally, the approaches for organizing and managing projects have evolved
as well.
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This section focuses on one organizational approach for handling projects,
the matrix, which is extensively used in organizations today. At the end of
the section, I discuss two additional organizational structures that are used
occasionally.

Matriy structure

With increasing frequency, projects today involve and affect many functional
areas within an organization. As a result, personnel in these different units
must work in concert to successfully address people’s individual and collec-
tive needs. The matrix structure facilitates the participation of people from
different areas of the organization in projects that need their expertise.

As Figure 9-1 illustrates, in a matrix structure people from different areas of
the organization are assigned to lead or work on projects. Project managers
guide the performance of project activities while people’s direct supervisors
perform administrative tasks (such as formally appraising people’s perfor-
mances and approving promotions, salary increases, or requests for leave).
Because an individual can be on a project for less than 100 percent of his
time, he may work on more than one project at a time.

[
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—| Project A = !
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—| Project B
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responsibili

A matrix environment is classified as weak, strong, or balanced, depending on
the amount of authority the project managers have over their teams.

v Weak matrix: Project managers have little if any direct authority over
team members and actually function as project coordinators rather than
managers.

v Strong matrix: Companies with a strong matrix structure choose project
managers for new projects from a pool of people whose only job is
to manage projects. These people are never asked to serve as a team
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member. Often these people form a single organizational unit that
reports to a manager of project managers. In addition to directing and
guiding project work, these project managers have certain administra-
tive authority over the team members, such as the right to participate in
their performance appraisals.

v+~ Balanced matrix: This environment is a blend of the weak and strong
environments. People are assigned to lead a project or serve as a team
member based on the project’s needs and not their job descriptions.
Although the project manager may have some administrative authority
over team members (such as approving leave requests), for the most
part he guides, coordinates, and facilitates the project.

Advantages of a matrix structure
A matrix environment offers many benefits, including the following:

1 Teams can assemble rapidly. Because you have a larger resource pool
from which to choose your project team, you don’t have to wait for a few
people to finish current assignments before they can start on your pro-
ject. Additionally, this approach reduces the time-consuming process of
hiring someone from the outside.

v Scarce expertise can be available for several different projects.
Projects often require a small amount of effort from a person with highly
specialized knowledge or skills. If your project can’t support this person
full time, several projects may be able to support her part time.

v Getting buy-in from team members’ functional units is easier. Unit per-
sonnel who work on a project or are affected by its outcome are more
likely to support the project if they’re confident that the team hears
their concerns and issues.

Disadvantages of a matrix structure

However, a matrix environment also introduces challenges that the project
manager must successfully address:

1 Team members working on multiple projects respond to two or
more managers. Each team member has at least two people giving her
direction — a project manager (who coordinates project work and team
support) and a functional manager (who coordinates the member’s pro-
ject assignments, completes her performance appraisal, and approves
requests for leave). When these two managers are at similar levels in the
organization, resolving conflicting demands for the member’s time can be
difficult.

v Team members may not be familiar with each other’s styles and
knowledge. Because team members may not have worked extensively
together, they may require some time to become comfortable with each
other’s work styles and behaviors.
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Figure 9-2:
A central-
ized
structure for
administer-
ing projects.
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»* Team members may focus more on their individual assignments and
less on the project and its goals. For example, a procurement specialist
may be responsible for buying equipment and supplies for all of her pro-
jects. In such a case, the specialist may be less concerned about a pro-
ject’s target date for the purchases and more concerned about correctly
following her department’s procurement procedures.

Other structures

Although organizations use the matrix structure (see the previous section)
extensively today, two other structures are available for handling projects.
Both structures offer benefits, but they’re less flexible than the matrix and
less able to readily accommodate the variety of people and skills typically
required on projects today.

Centralized structure

The centralized structure (see Figure 9-2) is also called the traditional or fixed-
group structure because the specialty units are established parts of the orga-

nization. In this structure, specialty units (such as human resources, training,
and information systems) perform all projects in their specialty areas.

| Executive Office |
[

I
Sales | |0perations| |Administrati0n| |Specia|tyunit

Note: You may have specialty units in areas such as
information systems, training, and human resources

In the centralized structure, each unit reports to a manager at the corporate
level, and all specialty service requests are submitted to the appropriate spe-
cialty unit. For example, if the manufacturing group needs a new production-
control system, they ask the information systems unit to develop it. The major
difference between centralized and matrix structures is that the matrix allows
people to work on multiple projects managed by different people from differ-
ent parts of the organization; the centralized structure gives the head of the
specialty unit ultimate administrative and project control over all projects.



Chapter 9: Aligning the Key Players for Your Project

Advantages of the centralized structure
Working on projects within this structure offers certain benefits:

v Consistent criteria guide project selection. A specialty unit’s manager
receives all project requests. The manager then chooses which projects
to perform based on their expected benefits to the overall organization,
staff availability, and his group’s priorities (such as impact on other pro-
jects and his group’s focus).

1 People can mesh into an effectively performing team more quickly.
The people in the unit start out knowing each other’s skills, knowledge,
and operating styles as a result of working together on previous projects.
They also come to know which people live up to their commitments.

v~ Priorities can be set and conflicts can be resolved more easily. The
specialty unit’s manager makes or approves all personnel assignments
for his unit’s projects. Therefore, he also decides how to resolve conflict-
ing demands for a unit member’s time.

v Clear lines of authority more strongly encourage people to honor
their commitments. The specialty unit manager reviews and approves
her staff’s performance appraisals. Therefore, she can easily ensure that
a unit member’s performance appraisal reflects his project performance.

Disadvantages of the centralized structure

However, working in a centralized structure also presents challenges.

v Project review and approval is often slow. Units throughout the organi-
zation compete against each other for the services of a specialty unit
that has a fixed number of staff.

v Specialty-unit members may not be familiar with the special processes
and characteristics of areas that request the unit’s services. As an
example, a person from an information-services unit who must develop
a repair-parts inventory-control system may have extensive experience
developing inventory-control systems but little or no experience with
the procedures and operating practices of the repair-parts operation in
the organization.

v Individual members of the specialty unit often have more work than
they can handle or not enough work to keep them busy. People in spe-
cialty units only work on projects performed by their units. Unfortunately,
project requests don’t always come in a smooth stream, and the skills and
knowledge required for the requests may not match those of the people
available. As a result, even though members may average 100 percent of
their available time working on assignments, they vary between working
overtime to finish an assignment and sitting around with nothing to do.
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Figure 9-3:
A functional
structure for

administer-
ing projects.
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Functional structure

Unlike the centralized structure (see the previous section) that has specialty
units that provide a particular type of support to the entire organization, the
functional structure has multiple units that provide the same specialized sup-
port to the organization’s different functional groups, as illustrated in Figure
9-3. For example, separate information-services units may support sales,
operations, and administration, respectively. Each specialty unit only per-
forms projects for its functional group.

| Executive Office |
[

Administrations

Specialty units | Specialty units

Note: You may have specialty units in areas such as

Region 1 |

Region 2 |

Specialty units |

information systems, training, and human resources

Advantages of the functional structure

The functional structure is a fixed-group structure because the specialty
units are permanent parts of their functional groups. As such, the functional
structure offers many of the same advantages of the centralized structure. In
addition, the functional structure has these pluses:

v People in the specialty unit have a better understanding of the func-
tional area that they support. Because each specialty unit only
addresses the needs of one functional group, unit members are techni-
cally proficient in the unit’s area of expertise and experienced in the
functional group’s operations.

v Functional groups have less competition for their specialty units’ sup-
port. A specialty unit addresses only the needs of its functional group.
This limited demand reduces the competition and tension that arise
when groups compete for scarce resources.
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Disadvantages of the functional structure
However, the functional structure also has the following drawbacks:

1 Specialty unit members may have difficulty getting buy-in and sup-
port for their project from other functional groups that must support
or will be affected by the project. Each functional group can initiate a
project without consulting other functional groups. As a result, people in
these other areas may be reluctant to support such a project because it
doesn’t address their needs most effectively. They may also be reluctant
to support it because the project may be competing with projects from
their own functional group for scarce resources.

v Making major investments to support a specific specialty unit’s techni-
cal work is more difficult. Suppose your organization’s sales and
marketing group and operations group both have a publications unit.
Furthermore, suppose both units want to buy a new document printer
and sorter that costs $100,000. Both groups have $75,000 in their bud-
gets for such a machine, and each group has enough work to keep the
machine busy about 60 percent of the time. But neither group has suffi-
cient workload to justify the purchase or sufficient funds to make the
purchase. However, the two units together have sufficient needs and
sufficient funds to buy one machine.

+ Chances increase for overlap or duplication among projects in the
same specialty area for different functional groups. Specialty units
providing the same type of support to different functional groups in the
organization are under no obligation to tell each other about their indi-
vidual work activities. As a result, different groups may perform similar
or overlapping projects. In fact, one group may undertake a project simi-
lar to one being performed by another unit just to retain technical and
administrative control of the work. Unfortunately, this power play often
results in duplicate or wasted effort.

Recognizing the Key Players
in a Matrix Environment

The matrix structure encourages people from different parts of the organiza-
tion to bring their expertise to projects. However, working in a matrix requires
the project manager to deal with the styles, interests, and demands of more
people who have some degree of control over their project’s resources, goals,
and objectives.
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In a matrix environment, the following people play critical roles in every pro-
ject’s success:

1 Project manager: The person ultimately responsible for the successful
completion of the project.

v Project team members: People responsible for successfully performing
individual project activities.

v Functional managers: The team members’ direct-line supervisors.
v Upper management: People in charge of the organization’s major busi-

ness units.

This section discusses how each of these people can help your project to
succeed.

Project manager

If you're the project manager, you're responsible for all aspects of the project.
(See Chapter 10 for definitions of authority, responsibility, and accountabil-
ity.) Being responsible doesn’t mean you have to do the whole project your-
self, but you do have to see that every activity gets done satisfactorily. In this
role, you're specifically responsible for the following:

v Determining objectives, schedule, and resource budgets

v Ensuring you have a clear, feasible project plan to reach your perfor-
mance targets

v Identifying and managing project risks

v Creating and sustaining a well-organized, focused, and committed team
v Selecting or creating your team'’s operating practices and procedures
v Accomplishing objectives within time and budget targets

v Monitoring performance against plans and dealing with any problems
that arise

v Resolving priority, work approach, or interpersonal conflicts
v Controlling project changes

v Reporting on project activities

v Keeping your clients informed and committed

v Contributing to your team members’ performance appraisals
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On occasion, you may hear people use the terms project director and project
leader, both of which sound similar to project manager. Check with your
organization, but usually manager and director describe the same position.
Project leader, however, is a different story. People often think of management
as focusing on issues and leadership as focusing on people; management also
deals with established procedures and leadership deals with change.
Therefore, calling someone a project leader emphasizes her responsibility to
focus and energize the people supporting the project, as opposed to the
more technical tasks of planning and controlling.

But again, check with your organization to be sure the term leader is meant to
convey this message. (Often project leader is just another term for project
manager — go figure!)

Project team members

Project team members must satisfy the requests of both their functional man-
agers and their project manager. Team-member responsibilities related to
project assignments include the following:

v Performing tasks in accordance with the highest standards of technical
excellence in your field

v Performing assignments on time and within budget

»* Maintaining the special skills and knowledge to do the work

In addition, you're responsible for working with and supporting your team
members’ project efforts. Such help may entail the following:

v Considering the effect your actions may have on your team members’
tasks
v~ ldentifying situations and problems that may affect team members’ tasks

v Keeping your team members informed of your progress, accomplish-
ments, and any problems you encounter

Functional managers

Functional managers are responsible for orchestrating their staff’s assign-
ments among different projects. In addition they provide the necessary
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resources for their staff to perform their work in accordance with the highest
standards of technical excellence. Specifically, functional managers are
responsible for the following:

v Developing or approving plans that specify the type, timing, and amount
of resources to perform tasks in their area of specialty

v Ensuring team members are available to perform their assigned tasks for
the promised amount of time

v Providing technical expertise and guidance to help team members solve
problems related to their project assignments

v Actually providing the equipment and facilities for a person to do
his work

v Helping people maintain their technical skills and knowledge

v Ensuring members of the functional group use consistent methodologi-
cal approaches on all their projects

v Completing team members’ performance appraisals

v Recognizing performance with salary increases, promotions, and job
assignments

v Approving team members’ requests for annual leave, administrative
leave, training, and other activities that take time away from the job

Upper management

Upper management creates the organizational environment; oversees the
development and use of operating policies, procedures, and practices; and
encourages and funds the development of required information systems.
More specifically, upper management is responsible for the following:

v Creating the organizational mission and goals that provide the frame-
work for selecting projects

v Setting policies and procedures for addressing priorities and conflicts

v Creating and maintaining labor and financial information systems

v Providing facilities and equipment to support project work

v Defining the limits of managers’ decision-making authority



Working Successfully in
a Matrix Environment

A\

Achieving success in a matrix environment requires that you align and coor-
dinate the people who support your project, deflecting any forces that pull
those people in different directions. This section can help you get the highest-
quality work from your team members along with timely and effective support
from the functional and senior managers.

The following tips can help you be successful in a matrix environment:
v Create and continually reinforce a team identity. Committing to work

with others to achieve a common goal encourages people to overcome
problems they may encounter along the way.

¢ Clarify team vision and working relationships. As soon as you
have a team, work with the members to develop a project mission
that members can understand and support. Give people an oppor-
tunity to become familiar with each other’s work styles.

¢ Define team procedures. Encourage your team to develop its own
work procedures instead of allowing people to use the approaches
of their respective functional groups.

¢ Clarify each person’s authority. Team members may have to rep-
resent their functional areas when making project decisions.
Clarify each team member’s level of independent authority to make
such decisions and determine who outside the team can make any
decisions that are beyond the purview of the team member.

¢ Be aware of and attend to your team’s functioning. Help people
establish comfortable and productive interpersonal relationships.
Continue to support these relationships throughout your project.

¢ Be sure one person is assigned the role of project manager —
with overall coordinative responsibilities. The project manager
continually reminds team members of the overarching project
goals and focuses their attention on how they influence and affect
each other’s work.

v Get team-member commitment. Team members typically have little or
no authority over each other in a matrix environment. Therefore, they
perform their project assignments because they choose to, not because
they must. Work with people initially and throughout your project to
encourage them to commit to your project’s goals (see Chapter 14 for
more on how to encourage team member buy-in).
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v Elicit support from other people in the environment.

Get a champion. Because you most likely don’t have authority
over all the people who affect the chances for your project’s suc-
cess, get an ally who does have that authority as soon as possible.
This project champion can resolve team members’ schedule and
interpersonal conflicts and raise your project’s visibility in the
organization. (See Chapter 3 for more on the project champion and
how to get one for your project.)

Ask for and acknowledge your team members’ functional man-
agers’ support. By thanking functional managers for supporting
their staff and allowing the staff to honor their project commitments,
you are encouraging those managers to provide similar support for
you and others in the future.

v Develop procedures in advance that address the more common prob-
lems likely to arise during your project.

Plan in sufficient detail. Work with team members to define
clearly and concisely the project work and each person’s specific
roles and responsibilities for all activities. This planning helps
people more accurately estimate their amount of effort and the
timing of that effort for each assignment.

Identify and address conflicts promptly. Conflicts frequently arise
in a matrix environment, given people’s diverse responsibilities,
different styles, and lack of experience working together. Encourage
people to identify and discuss conflicts as soon as they occur.
Develop systems and procedures to deal with conflicts promptly —
before they get out of hand.

Encourage open communication among team members, especially
regarding problems and frustrations. The earlier you hear about
problems, the more time you have to deal with them. Discussing and
resolving team issues encourages working relationships that are
more enjoyable and productive.

Encourage upper management to establish an oversight committee
to monitor project performance and address resource and other
conflicts. Project and functional managers must focus on the goals
for their respective areas of responsibility. Often, both groups rely
on the same pool of people to reach these goals. But these diverse
needs can place conflicting demands on people’s time and effort. An
upper-management oversight committee can ensure that the needs
of the entire organization are considered when addressing these
conflicts.



Chapter 10

Defining Team Members' Roles
and Responsibilities

In This Chapter

Characterizing authority, responsibility, and accountability
Making key assignments
Developing and using a Linear Responsibility Chart

Handling micromanagement

our project team typically includes people with different skill sets and

operating styles who work in different parts of the organization. You
may not have worked extensively with these people before. In addition, your
project usually has a tight time schedule, and team members most likely are
working on several other projects at the same time.

Success in this environment requires that you all agree how to work with
each other to maximize contributions and minimize wasted time and mis-
takes. The team needs an approach that gives everyone confidence that
members will live up to their commitments. The team leader and every team
member must understand and be comfortable with the planned roles.

This chapter explains different degrees of team-member task involvement,
how to make key assignments, how to encourage people to keep their
promises, how to present an overall picture of team members’ roles and
responsibilities, and how to handle a micromanager.

Understanding the Key Concepts

A typical project activity entails performing specific pieces of work, making
decisions, and coordinating the activities of others. To accomplish the activ-
ity with a minimum of time and resources, each piece of work must be done
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in the correct order and each person must work at peak efficiency, being sure
not to repeat or duplicate unnecessarily work that others have done. The
more complex the task and the greater the number of people working on it,
the more difficult it is to ensure people don’t step on each other’s toes along
the way.

As a first step in coordinating people’s efforts, this section defines three dif-
ferent roles that team members can play when working on a project activity
and their similarities and differences.

Distinguishing authority, responsibility,
and accountability

The following concepts can help you define and clarify how team members
should relate to each other and to their assigned tasks:

v Authority: The ability to make binding decisions about your project’s
products, schedule, resources, and activities. Examples include your
ability to sign purchase orders not to exceed $3,000 and your ability to
change a scheduled date by no more than two weeks.

+* Responsibility: The commitment to achieve specific results. An example
is your promise to have a draft report ready by March 1.

v Accountability: Bringing consequences to bear in response to people’s
performance. An example: Your boss notes in your annual performance
appraisal that you solved a difficult manufacturing problem.

Unfortunately, many people think accountability means paying the price
when you foul up. This fear often causes people to avoid situations
where they’ll be accountable for their performance. Paying a price when
you foul up is certainly half of the concept, but the other half is being
rewarded for doing a good job. This positive reinforcement is far more
effective than negative reinforcement to encourage high-quality results.

Although these three terms are related, each term is a distinct and necessary
element for defining and reinforcing team roles.

Comparing authority and responsibility

Authority and responsibility are similar, yet different. Both authority and
responsibility are upfront agreements. Before you start your project, you
agree who can make which decisions and who will ensure particular results.
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However, authority focuses on process, while responsibility focuses on out-
comes. Authority defines the decisions you can make but does not mention
the results you have to achieve. Responsibility addresses the results you
must accomplish with no mention of the decisions you can make to reach
those results. Remember, too, that you can transfer the authority to make
decisions to another person, but you can’t transfer the responsibility for the
results of those decisions. (For more about delegating authority and sharing
responsibility, check out the next section.)

Suppose you have the authority to issue purchase orders up to $5,000 for
your project. Assume no policy or instructions specifically prevent you from
giving some or all of this authority to someone else, so you give Matt author-
ity to sign purchase orders for your project not to exceed $4,000. However, if
Matt mistakenly issues a $3,000 purchase order for ten reams of specialty
paper instead of a $1,500 purchase order for the five reams that he really
needs, you're still responsible for his error.

< You can always take back authority that you gave to someone else, but you
can’t blame the person for exercising that authority while he has it.

Making Project Assignments: Everything
Vou Need to Know (And Move)

Effectively eliciting the help and support of others in the work you do is
essential to get the most out of all team members. This section focuses
specifically on what you need to know about defining project roles, including
deciding what can and can’t be delegated, assigning roles with confidence,
sharing responsibility, and keeping everyone accountable.

Deciding what to delegate

Delegating is giving away something you have. (I know other definitions of
delegating exist, but to keep it simple: fo delegate is to give away.)

You can delegate authority, but you can only share responsibility. You can
completely transfer your decision-making power to someone else so he can
make the decisions with no or involvement or approval from you. However,
when another person agrees to assume a responsibility of yours, you're still
obligated to ensure that he achieves the desired results.
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You delegate for three reasons:

v To free yourself up to do other tasks
v To have the most qualified person make decisions

v To develop another person’s ability to handle additional assignments

prudently and successfully

Although the potential benefits of delegating can be significant, not every
task can or should be delegated. Consider the following guidelines when
deciding which tasks are appropriate candidates:

v~ Assign yourself to the tasks that you do best. Suppose you're the best

lawyer in town and there is more demand for your services at a fee of
$500 per hour than you can meet. Suppose also that you can type twice
as fast as the next fastest typist in town, who charges $200 per hour.
Should you type all of your own legal briefs? The answer is no. Your
choice is whether to spend an hour providing legal services or typing. If
you spent your hour typing, you would save the $400 you would have to
pay the typist (who would require two hours at a cost of $200 per hour
to do the same work). However, if you spent the same one hour provid-
ing legal services, you'd earn $500, which would allow you to pay the
typist $400 for the work and still have $100 left over. (This is referred to
as the Law of Comparative Advantage.)

v If possible, assign yourself to tasks that aren’t on a project’s critical

path. (See Chapter 5 for a discussion of critical path.) If any activity on a
project critical path is delayed, it will push back the estimated date for
project completion. Therefore, if you have to stop working on a critical
path task to deal with problems on a task that’s not critical, you’ll imme-
diately delay the entire project.

v Don’t assign other people to work on a task that you can’t clearly

describe yourself. The time you save by not working on the task will be
more than offset by the time you’ll spend answering questions and con-
tinually redirecting the person.

Delegation doesn’t have to be an all-or-nothing proposition, where you either
make all decisions yourself or you withdraw from the situation entirely.
Consider the following six degrees of delegation, each of which builds on and
extends the ones that come before it:

v Get in the know. Get the facts and bring them to me for further action.

1 Show me the way to go. Develop alternative actions to take based on

the facts you’ve found.
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v Go when I say so. Be prepared to take one or more of the actions you
have proposed, but don’t do anything until I say so.

v Go unless I say no. Tell me what you propose to do and when; take your
recommended actions unless I tell you otherwise.

1+ How’d it go? Analyze the situation, develop a course of action, take
action, and let me know the results.

v~ Just go! Here’s a situation; deal with it.

Each level entails some degree of independent authority. As manager, when [
ask you to find the facts about a situation, you choose what information
sources to consult, which information to share with me, and which to dis-
card. The primary difference between the levels is the degree of checking
with the manager before taking action.

Supporting your delegations of authority

You must actively reinforce and support your delegations of authority or you
can suddenly find yourself doing the task that you thought you had assigned
to someone else.

Suppose you’ve been a manager of a project for the past two months and
Mary has been your assistant. Mary has been dealing with people’s technical
issues. When someone runs into a technical problem, he discusses it with
Mary. She analyzes the problem and decides how to address it. She then dis-
cusses it with you and explains her proposed solution. If you agree with her
solution, you ask her to implement it. If you don’t agree with Mary’s sugges-
tion, you work with her to develop a more acceptable approach.

Yesterday, you told Mary that you want to change the way she deals with
technical issues. You explain that, from now on, she doesn’t have to pass her
proposed solutions by you before implementing them. After discussing this
with her, you told the other team members about the new procedure.

This morning, Joe came to Mary to discuss a problem he was having with a
contractor. After listening to the problem, Mary gave Joe very specific
instructions for how to deal with it. As soon as Joe left Mary’s office, how-
ever, he called you on the phone. He recounted the problem he had dis-
cussed with Mary and her proposed solution, and he asked you whether you
agreed with the approach Mary had recommended.

You now have a dilemma. On the one hand, you want to support Mary’s
newly delegated authority. On the other hand, you want to ensure that your
project goes smoothly and successfully. What should you do?
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The only response you can make to Joe that will support your delegation of
authority to Mary is “Do whatever Mary told you to do.”

What if you responded to Joe, “Yes, Mary’s solution sounds good to me”?
That answer won’t work. By declaring that you like Mary’s solution, you
undercut Mary’s authority to make the decision on her own! Perhaps you just
wanted to tell Joe that you had full confidence in Mary’s ability to develop an
appropriate solution and that the one she proposed was an example of her
good judgment. However, in reality, your response suggests to Joe that you
are still in the approval process because you just gave your approval to
Mary’s decision rather than her authority.

You want to support your delegation, but you also want to ensure your pro-
ject’s success. So how do you deal with the following situations?

+* You don’t agree with Mary’s recommendation. If you fear that following
Mary’s recommendation will have catastrophic consequences, you must
suggest to Joe that he wait until you can discuss the issue with Mary. In
this instance, protecting your project and your organization is more
important than supporting your delegation of authority.

In all other instances, though, you should tell Joe to follow Mary’s sug-
gestion because she has the authority to make that decision. Here are
several reasons to do so, even if you don’t agree with her choice:

¢ She may know more about the situation than Joe told you.
e Maybe she’s right and you’re wrong.

e Suppose your approach is better than Mary’s. How will she make
better choices in the future if you don’t explain why you disagree
with her decision?

e [f Mary believes that you’ll jump in to save her every time she
makes a bad decision, she’ll be less concerned about making the
correct decision the first time.

You can always ask Mary later to explain privately the rationale for her
decision, and you can offer your thoughts and opinions when you feel
they’re necessary.

1 Joe’s call indicates a more general problem with the team’s proce-
dures and working relationships.

¢ Perhaps you weren’t clear when you explained the new working
procedures with Mary to your team member. Explain and reinforce
the new procedures to Joe.

¢ Perhaps Joe didn’t like Mary’s answer and is trying to go behind
her back to get his way. Again, you must reinforce that the decision
is Mary’s to make.
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¢ Perhaps Mary wasn’t clear enough in her recommendation to Joe.
Suggest to Mary that she explain the reasons behind her solutions
more clearly and that she probe to make sure people understand
and are comfortable with the information she shares.

¢ Perhaps some interpersonal conflict exists between Joe and Mary.
Talk with both of them to determine whether such a conflict exists
and, if it does, how it came about. Work with Joe and Mary to help
them address and resolve the conflict.

Delegating to achieve results

Delegation always involves some risk — you have to live with the conse-
quences of someone else’s decisions. However, you can take the following
steps to increase your comfort level and thereby improve the person’s
chances for successful performance:

1.

Clarify what you want to delegate.

Describe in unambiguous terms the work you want the other person to
perform and the results you want him to achieve. If necessary, also
explain what you don’t want the person to do.

. Choose the right person.

Determine the skills and knowledge you feel a person must have to per-
form the task successfully, and don’t delegate the task to a person who

lacks these skills and knowledge. (See Chapter 6 for more on describing
the skills and knowledge people need to do a job.)

. Make the delegation correctly.

Explain the work to be done, how much effort you expect the person to
expend, and the date she should have the work completed. Put this
information in writing for clarity and future reference.

. Be available to answer questions.

Maintaining contact while the person performs the task allows you to
ensure that any ambiguities and unexpected situations encountered are
resolved to your satisfaction. It also conveys to the person that the task
is important to you.

. Monitor performance.

Set up frequent, well-defined checkpoints at which you can monitor per-
formance. Then keep that schedule.
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Sharing responsibility

The decision to delegate authority is unilateral; it doesn’t require the agree-
ment of both parties. You can choose to give someone the authority to make
a decision whether or not he wants it. After you give your authority to
another person, he is free to pass it on to someone else (if you haven’t specif-
ically told him not to).

Responsibility, however, is a two-way agreement. You ask me to respond to a
customer inquiry, and [ agree that I will. Because you and I agree that I will
handle the inquiry, I can’t decide to give the assignment to someone else and
then not worry about whether he will handle it. | committed to you that the
inquiry would be addressed; the only way I can free myself from this respon-
sibility is to ask you to agree to change our original understanding.

Suppose Alice, your boss, asks you to prepare a report highlighting the latest
sales figures for your organization. You figure that you can prepare the text of
the report in Microsoft Word and any necessary graphics in Microsoft
PowerPoint. You know where to get the raw sales data, and you know how to
use Word, but you don’t know how to use PowerPoint. However, Bill, a
member of your staff, does know how to use PowerPoint. So you accept
Alice’s assignment, figuring that you can ask Bill to prepare any graphics.
When you ask Bill whether he’ll help you, he says that he will.

A week later, Alice asks how you’re doing on the report. You tell her that
you’ve completed the text, but Bill hasn’t finished the graphics. You suggest
that she check with Bill to find out how he’s doing and when he’ll be finished.
How do you think Alice will respond to your suggestion?

After a moment’s silence, Alice reminds you that you agreed to prepare the
report and, therefore, ensuring that all parts of the work are complete is your
responsibility, not hers. In other words, because you accepted the responsi-
bility for completing the report, you can’t choose unilaterally to give away
part of that responsibility to someone else.

By the way, Alice was correct in refusing to deal directly with Bill for a couple
of other reasons:

v~ If Alice had agreed to check directly with Bill, she would have been
doing you a disservice. She would have tacitly been telling Bill that
whenever you give him assignments in the future, he should be con-
cerned about satisfying her rather than you. In other words, she would
have undermined your leadership position.

v It would have been difficult for Alice to follow up with Bill, even if she
had wanted to, because she didn’t know exactly what you asked him to
do or when you asked him to have it done.
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The only way you can relieve yourself of some or all of the responsibility you
accepted is to ask Alice whether she will agree to a revised plan.

Holding people accountable when they
don’t report to you

People who make promises, fail to keep their promises, and then suffer no
consequences create some of the worst frustrations in a project environment.
Encourage reliable performance by observing the following guidelines:

v If you’re responsible, you should be held accountable. In other words,
if you make a promise, you should always experience consequences
based on how well you honor your promise.

v If you’re not responsible, you shouldn’t be held accountable. When
something goes wrong but you weren’t responsible for ensuring that it
was handled correctly, you shouldn’t face negative consequences. (Of
course, you shouldn’t receive positive accolades when it goes well.)

Holding people accountable when they aren’t responsible is called
scapegoating. When you assign blame to the closest person, you only
encourage people to avoid dealing with you in the future.

However, when a person who doesn’t report to you administratively
promises to do something for you, holding her accountable can be a

touchy issue. You may not try to hold her accountable because you think

it’s inappropriate (after all, you're not her boss) or because you don’t know
how. But remember: Holding people accountable is appropriate and necessary
when they’ve accepted a responsibility. Accountability helps people know
that they’re on the right track, and it enables you to formally acknowledge
when they have completed the promised assignments. You don’t need
authority to hold people accountable; they just must accept the responsibility.

Use the following approaches to hold people accountable when you have no
direct authority over them:

v Find out who does have direct authority over the person and bring
that supervisor into the process. Consider soliciting the approval of the
person’s boss. When you do this correctly and at the right time, you can
improve the chances for success. If a person’s boss is unaware that his
staffer agreed to perform a task for you, your chances of getting the
boss’s help when the person fails to perform as promised are small.
However, if the boss supported his staffer’s offer to help you when it was
made, neither the boss nor his staffer should be surprised if you solicit
the boss’s help when the staffer doesn’t do the task.
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v~ Put it in writing. Have you ever noticed how strangely people react
when you put an informal agreement in writing? All of a sudden, they act
as if you don’t trust them. Put your agreement in writing to formalize it,
to clarify the terms, and to serve as a reminder. If they ask, explain that
writing the agreement has nothing to do with lack of trust. If you didn’t
trust them, you wouldn’t work with them at all!

v~ Be specific. The clearer you make your request, the easier it is for the
person to estimate the effort she needs to respond to the request and to
produce the right result the first time.

You may be uncomfortable being too specific because you feel that
giving the person orders is inappropriate (after all, you have no direct
authority over her). But your specifics make the task easier to perform.

+ Follow up. Negotiate a schedule to monitor the person’s performance
and to address any issues or questions that arise. Be sure to

¢ Negotiate a follow-up schedule at the outset. If you call unan-
nounced at random times, you appear to be checking up because
you don’t trust the person.

¢ Base your follow-up schedule on when the person plans to achieve
certain intermediate milestones; this timeline gives you more
objective criteria for an assessment.

1 Make the person accountable to the team. Your most valuable profes-
sional asset is your reputation. When a person promises to do some-
thing for you, let others on your team know about the promise. When
the person lives up to that promise, acknowledge it in front of her col-
leagues. If the person fails to live up to the promise, let her know that
you’ll share that information with others too.

v Get commitment. When a person indicates that she will help you out, be
sure to get a firm, specific commitment that the desired result will be
achieved by a specific time and for a specific cost. Beware of declara-
tions like “I'll give it my best effort” or “You can count on me.”

1 Create a sense of urgency and importance. You may want to minimize
any pressure the person feels by offering to understand if she can’t per-
form to your expectations because of one reason or another.
Unfortunately, this approach suggests that the work you’re asking her to
do isn’t really that important and actually increases the chance that she
won’t complete it. Instead, let the person know how her work influences
other activities and people on the project. Let her know why she needs
to perform to expectations and what the consequences will be — to the
project and the organization — if she isn’t successful.

Check out the sidebar “Hold the line when he drops the ball” in this chapter
for a good example of holding someone accountable when he isn’t your
direct report.
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Figure 10-1:
A Linear
Respon-
sibility Chart
displays
relationships.
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Defining and sharing team roles and responsibilities upfront can improve per-
formance and help to identify and head off potential difficulties during a pro-
ject. You can display team roles and responsibilities in a Linear
Responsibility Chart (LRC) (see Figure 10-1).

Project Task Leader Project Group Purchasing
Manager Staffer A Director
Design questionnaire A S,A P
Select respondents P
Conduct pretest P S
Print questionnaires A P A A

P = Primary responsibility S = Secondary responsibility A = Approval

The LRC is a matrix that depicts each project audience’s (see Chapter 3) role
in the performance of different project activities. As Figure 10-1 illustrates:

v Project activities are in the left-hand column.

1 Project audiences are in the top row.

v The role of each audience with respect to each activity is in the intersec-

tions of the rows and columns.

Figure 10-1 illustrates a portion of the LRC for designing and conducting a
customer needs survey. This chart defines three ways people can participate
in project activities:

v Primary responsibility (P): You've committed to ensure the results are
achieved.

v Secondary responsibility (S): You've committed to ensure some portion
of the results is achieved.

v Approval (A): You're not actually working on the activity, but you
approve what others have done.

191
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Hold the line when he drops the ball

Suppose you recently began working on a pro-
ject to develop and implement an upgraded
inventory control system. You just found out that
your friend Eric had been working on this pro-
ject until a month ago, so you call him to discuss
his experiences.

After a few minutes, you ask him whether he’'ll
do you a favor. You explain that you and three
other team members are developing a users’
manual for the new system. You ask him
whether, in view of his extensive knowledge of
this project's history, he'd be willing to write a
draft of Chapter 1 of that manual on the system’s
history and development. Today is Monday, and
you explain you need the draft by a week from
Friday. Eric agrees, and you both hang up.

Unfortunately, you never receive the draft of
Chapter 1 from Eric. He never calls you to
explain why he didn’t submit the draft, and you
never check with him to see what's happening.

Does this situation sound familiar? You probably
make and receive requests like this several times
each day. Unfortunately, too many times people
promise to help you out but don't deliver. What
can you do? The answer is you must find ways
to hold people accountable when they make an
agreement to complete an assignment for you.

Of course, you can only hold people account-
able if they accept a responsibility in the first
place. Therefore, in our illustration, the first
question is: After your phone call, did Eric
assume the responsibility to write a draft of
Chapter 1 for you and your colleagues?

Very simply, the answer is yes. Why? Because he
said he would. I'm not suggesting that Eric is
responsible for preparing the draft of Chapter 1
and thatyou and your colleagues are off the hook.
Your responsibility to prepare the users’ manual
hasn't changed, but Eric did accept the responsi-
bility to prepare this draft for you. Whether Eric

no longer works on the project or that he doesn't
report to your boss isn’t the question. He's
responsible because he said he would be.

Eric may argue that he has a personal obliga-
tion to complete the draft (because he said he
would) but no organizational obligation because
the agreement wasn't in writing and he wasn't
formally on your project team. That argument
doesn’t hold up. Personal and organizational
commitments are the same. If he didn’t want to
accept the obligation, he only had to say no.

The second question is: Did you hold Eric
accountable for his failure to keep his promise?
The answer is no. You did nothing in response
to his failure to deliver a draft of Chapter 1.

If the reason you didn’t receive the draft is
because Eric never sent it, what messages does
your behavior (or, in this case, your lack of
behavior) send to Eric?

v~ The assignment wasn't that important.
What a terrible message! You asked Eric to
take time from his busy day to do something
for you, and you didn't even care whether
he completed the task? He's probably happy
that he decided not to spend time on the
task because apparently it wouldn't have
made any difference anyway.

v~ Eric’s behavior was okay. This message is
even worse! It confirms that making
promises and then not performing and not
even explaining your reason for not per-
forming is okay. Situations may have arisen
that made it impossible for Eric to honor the
commitment, but does that justify not calling
to tell you about the situation? Unfortunately,
this type of behavior, multiplied many times
every day, defines an organizational envi-
ronment where promises mean little and
breaking them becomes an accepted part of
business as usual.




Most likely, these messages aren’t the ones you
intended to convey. You probably figured that
Eric was busy, and you didn‘t want to make a big
deal because he agreed to go out of his way to
help you. Unfortunately, he can’t know what's in
your mind because you didn't tell him.

Maybe he didn't ignore his promise to prepare
the draft. Consider some other possibilities:

+* He sent you the draft but it got lost in the
delivery system. Unfortunately, most people
figure that no news is good news. When Eric
didn't get a call from you, he probably
assumed that you'd received the draft and
found it acceptable. Certainly, he reasoned,
you would've called if you had any questions!
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v+ He misunderstood you initially; he thought
you needed the draft by a month (rather
than a week) from Friday. Maybe he’s still
working on the draft and plans to give it to
you on the date he thought you needed it.

Accountability is a management -control
process. Responding to a person’s actions lets
the person know whether he’s on target or
whether he needs to make a correction. Not
responding to unacceptable performance
unfortunately increases the likelihood that it will
occur again.

The LRC is just a format; for each project, you define and assign the roles you
feel are appropriate. You may, for example, decide to use the following roles
in addition to the three already defined:

v Review (R): You review and comment on the results of an activity, but
your formal approval is not required.

v Output (O0): You receive products from the activity.

v Input (I): You provide input for the activity work.

This section helps you read an LRC, develop your own chart, and improve
your chart to meet your own needs. Your only limit is your creativity!

Reading an LRC

To illustrate how you read the LRC, consider the activity Design questionnaire
in Figure 10-1. The chart suggests that three people work together on this
activity as follows:

v~ Staffer A has primary responsibility for the questionnaire’s content,
format, and layout. On this project, Staffer A reports to the task leader
who, in turn, reports to the project manager.
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v The task leader performs selected parts of the questionnaire design
under the general coordination of Staffer A. The task leader must
approve all aspects of the questionnaire design before work can proceed
to the next step.

v The project manager must approve the entire questionnaire, even
though she isn’t doing any of the actual design and layout herself.

Analyze this chart vertically by audience and horizontally by activity for situ-
ations that may give rise to problems. After you identify these situations, you
can decide how to address them. Table 10-1 notes some observations about
the assignments displayed in Figure 10-1 and issues they may suggest.

Table 10-1

Situations and Issues Suggested in Figure 10-1

Situation

Possible Issues

The task leader is heavily committed.

The task leader won't have enough
time to handle all these duties.

The task leader is making all key
decisions.

What if the task leader leaves during
the project?

The group director doesn't get involved
until he is asked to approve the funds for
printing the questionnaires.

The group director will slow down the
approval process by asking questions
about the purpose of the project, the
use of the results, and so on.

The project manager has no direct
responsibilities for individual project
activities.

Will the project manager fully under
stand the substance and status of the
project work?

The task leader is the only person
involved in selecting the respondents.

Do you want a key decision (that can
determine the value of the entire
pretest) made by only one person?

The activity called print questionnaires
requires three approvals.

Does anyone else have to approve the
questionnaire before it can be used?

Are too many people approving the
questionnaire? Would it be accept-
able to notify just one or two of these
people?

The activity may take longer than
estimated because this approval
process is out of your control.
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After you identify a potential issue, you can choose how to deal with it.
Possibilities include

1 Ignoring the issue. As an example, you may decide that three approvals
are necessary, even though the number is high.

v Taking simple steps to minimize the risk of a problem. For example,
you may ask the task leader to thoroughly document all important infor-
mation in case he leaves the project unexpectedly.

1 Addressing the issue further in a formal risk-management plan. See
Chapter 8 for a discussion of how to analyze and plan to manage risks.

Developing an LRC

Having the people who play a part in your project participate in developing
the LRC increases its accuracy, as well as the people’s buy-in. However,
although the information included in the LRC is straightforward, getting
everyone to agree on people’s roles can be time-consuming.

The following steps can help you get people’s input and approval with the
least time and effort:

1. Identify all people who’ll participate in or support your project.
See the discussion of audiences in Chapter 3 for details.
2. Develop a complete list of activities for your project.

See the discussion of a Work Breakdown Structure in Chapter 4 for
details.

3. Discuss with all team members how they’ll each support the different
project activities.

For each of their assigned activities, discuss the level of their responsi-

bility and authority, as well as the specific work they will perform. Also

discuss with them any involvement that others will have on their activi-
ties. If specific people haven’t been identified for certain activities, con-
sult with people who have done those types of activities before.

4. Prepare an initial draft of your LRC.

Draw the table for your chart, and then enter your project’s activities in
the left-hand column and the people who will support the activities in the
first row. In the cells formed by the intersection of each row and column,
enter the roles you discussed with each person they would have.

5. Ask the people whom you consulted in Step 3 to review and approve
your draft chart.
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If people agree with the chart, ask them to indicate their agreement in
writing. If they express concerns about some aspects, ask them to note
their concerns in a memo or an e-mail.

6. If some of those people don’t approve the draft chart, incorporate
their recommended changes into a second draft and again ask all
people who gave input to review and approve the chart.

If you make any changes to the draft LRC, have everyone review and
approve the revised chart, even if they had previously seen and
approved the prior version.

7. Go back to Step 5 and continue the process, until everyone you con-
sulted in Step 3 approves the chart.

Ensuring your chart is accurate

For complex projects, the LRC can be quite large. Also, keeping the chart cur-
rent and consulting throughout the project with all the people identified can
be time-consuming. However, having a chart with incorrect information can
result in duplicated efforts and overlooked activities.

The following suggestions can help you keep your LRC accurate and current:

v Develop a hierarchy of charts for larger projects. Including 50 or more
activities on the same LRC can be cumbersome. Consider developing a
series of nested charts for larger projects. Prepare a high-level chart that
identifies responsibilities for work assignments or tasks in your Work
Breakdown Structure, and then develop separate charts for individual
work assignments or tasks that detail responsibilities for associated
lower-level activities. (See Chapter 4 for the definition of work assign-
ments, tasks, and lower-level activities in a Work Breakdown Structure.)

Figure 10-2 illustrates a simple example. Suppose you're planning a pro-
ject to design and implement an information system. Prepare a high-level
LRC that details the roles for major work assignments, such as finalize
requirements, design system, and fest system. Display in a second chart
the roles of the team leader and his group on the lower-level activities
that comprise finalize requirements.

v Involve the entire team when developing your chart to ensure accu-
racy and buy-in. The project manager doesn’t know exactly how experts
and technical representatives from different groups should perform
tasks in their areas of specialty, so they need to tell him how they’ll
approach their assignments. And, even if he did know, people have a
greater commitment to a plan if they participate in developing it.
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Figure 10-2:
A hierarchy
of Linear
Respon-
sibility
Charts.
|

Design and Conduct a Customer Needs Survey
People | Project Team Team Team
Activities Manager | LeaderA | LeaderB | LeaderC
Finalize A p
requirements
Design system A P S
Test system A 9 S P

Finalize Requirements
~ People Team Staffer A | StafferB | StafferC
Activities Leader A
Review A P S
literatrure
Conduct focus P S S
groups
Prepare report A S S

v Put your chart in writing. You may feel you're saving time by not

putting the chart in writing because people all know what it should say
anyway. But, putting the chart in writing is essential for two reasons:

* You can identify possible problems that you may not have caught if
you were considering pieces of information separately.

Refer to the LRC in Figure 10-1. Before preparing the chart, the task
leader knew that he was primarily responsible for selecting respon-
dents to pretest the questionnaire. Other team members knew they
weren’t involved in that activity but probably assumed that some-
one in addition to the task leader was. Writing down this informa-
tion in the table highlights that the task leader is, in fact, the only
one involved in the activity.

¢ You ensure that people have a common understanding of their
roles and relationships.
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v Review and update your chart throughout your project. The longer
your project, the more likely that activities will be added or deleted, that
people will leave the team, and that new people will join the team.
Periodically reviewing and updating your LRC enables you to

¢ Assess whether the current assignments are working out and, if
not, where changes may be needed.

e Clarify the roles and responsibilities for new activities.
e Clarify the roles and responsibilities for people who join the team.
e Clarify how you’ll handle the roles and responsibilities of someone

who leaves the team.

If you join a project and find that no LRC exists, develop one. You can
develop a chart at any time during a project. If the project is already under-
way, develop a chart to clarify the roles and responsibilities from the current
point forward.

Dealing with Micromanagement

Micromanagement is a person’s excessive, inappropriate, and unnecessary

involvement in the details of a task that he asks another person to perform.
Whatever the reasons for micromanagement, it can lead to inefficient use of
personal time and energy, as well as to tension and low morale among staff.

Micromanagement can be debilitating both to the micromanager and to the
person she micromanages because they spend time and energy in unproduc-
tive activities that don’t contribute to project success. In this section [ help
you look at the causes for micromanagement, give you some tips on ways to
gain your micromanager’s trust and confidence, and suggest how to work
with a micromanager.

Understanding why a person
micromanages

No objective criteria can really describe when a person is micromanaging,
rather than providing close guidance and support. Whether you’re being
micromanaged is a subjective judgment; it depends upon whether you feel
that your boss is spending too much time looking over your shoulder. The
first step in dealing with a micromanager is to let the person know you feel
that his oversight is a bit excessive. Try to give him some objective indica-
tors to explain why you feel as you do.
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change her undesirable behavior. If not, then consider whether one or more
of the following reasons may be the cause:

1 The person is interested in and enjoys the work. Set up times to dis-
cuss interesting technical issues with the person.

v~ The person is a technical expert and feels that he can do the job best.
Review your technical work frequently with that person; give the person
opportunities to share his technical insights with you.

1 The person may feel that he didn’t explain the assignment clearly or
that unexpected situations may crop up. Set up a schedule to discuss
and review your progress frequently so that the micromanager can
promptly uncover any mistakes and help you correct them.

v The person is looking for ways to stay involved with you and the
team. Set up scheduled times to discuss project activities. Provide the
micromanager with periodic reports of project progress, and make a
point to stop by and say hello periodically.

v The person feels threatened because you have more technical knowl-
edge than he does. When talking about your project in front of others,
always credit the micromanager for his guidance and insights. Share key
technical information with the person on a regular basis.

v The person doesn’t have a clear understanding of how he should be
spending his time. Discuss with the person the roles he would like you
to assume on project activities. Explain how the person can provide
useful support as you perform the work.

1 The person feels that he has to stay up on the work you’re doing in
case anyone else asks about it. Discuss with the person what type of
information he needs and how frequently he needs it. Develop a sched-
ule to provide progress reports that include this information.

Helping a micromanager gain
confidence in you

Your boss may be micromanaging you because he doesn’t yet have full confi-
dence in your ability to perform. Instead of being angry or resentful, take the
following steps to help the person develop that confidence:

v Don’t be defensive or resentful when the person asks you questions.
Doing so makes you appear as though you’re hiding something, which
only makes the person worry even more. Instead, willingly provide all
information asked for.
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v+ Thank the micromanager for his interest, time, and technical guid-
ance. Complaining about what you perceive to be excessive oversight
only strains your relationship, increases the person’s fears and insecuri-
ties, and most likely causes the person to micromicromanage you. After
you explain that you value his input and will take it into account, you
can try to develop a more acceptable working relationship.

v Offer to explain how you approach your tasks. Explain the techniques
and approaches you use and how you ensure you meet established
product requirements, schedules, and budgets. Seeing that you perform
your work using appropriate, high-quality techniques will increase your
manager’s confidence that you’ll successfully complete the assignment
he gave you.

v Work with the person to develop a scheme for sharing progress and
accomplishments. Develop meaningful and frequent checkpoints.
Frequent monitoring early in your work reassures you both that you're
successfully performing the assignments.

Working with a micromanager

You can reduce or even eliminate most micromanagement by improving your
communication and strengthening your interpersonal relationships. Consider
taking the following steps:

»* Don’t assume. Don’t jump to conclusions. Examine the situation, get to
know the person who’s micromanaging you, and try to understand his
motivations. Expect that you can develop a working relationship that
you’re both comfortable with.

v~ Listen. Listen to the micromanager’s questions and comments; see if
patterns emerge. Try to understand his real interests and concerns.

v Observe the person’s behavior with others. If the person microman-
ages others, then the micromanagement likely stems from his feelings
rather than from your actions. Try to figure ways to address the
person’s real interests and concerns.

v If at first you don’t succeed, try, try again. Draw your first conclusion
and take steps to address the situation. If that approach doesn’t work,
reassess the situation and develop an alternative strategy. Keep at it
until you succeed.



Chapter 11

Starting Your Team Off
on the Right Foot

In This Chapter

Making final touches on team member assignments
Creating your team’s identity

Developing your team'’s operating procedures
Making it official

Planning the post-project review

A fter intense work on a tight schedule, you submit your project plan for
review and approval. A few days later, your boss comes to you and says,

“I have some good news and some bad news. Which would you like to
hear first?”

“Tell me the good news,” you respond.
“Your plan’s been approved.”
“So, what’s the bad news?”

“Now you have to do the project!”

Starting your project off correctly is a key to ultimate success. Your project
plan describes what you’ll produce, the work you’ll do, how you’ll do it, when
you'll do it, and the resources you’ll need. You based your plan on the infor-
mation you had at the time, and, if information wasn’t available, you made
assumptions. The more time between your plan’s completion and its
approval, the more changes you're going to find in your plan’s assumptions.

As you prepare to start your project, you need to reconfirm or update the
information in your plan, determine or reaffirm which people will play a role
in your project, and prepare the systems and procedures that will support
your project’s performance. This chapter tells you how to accomplish these
tasks and get your project off to a strong start.
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Finalizing Your Project’s Participants
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A project audience is a person or group that supports, is affected by, or is
interested in your project. (See Chapter 3 for a detailed discussion of how to
identify project audiences.) In your project plan, you describe the roles you
anticipate people to play and the amount of effort you expect team members
to invest. You identify the people by name, by title or position, or by the skills
and knowledge they need.

This section shows you how to reaffirm who you’ll involve in your project.
This section also helps you make sure everyone’s still on board — and tells
you what to do if some people aren'’t.

Confirming your team members’
participation

As you start your project, confirm the identities of the people who'll work to
support your project by verifying that specific people are still able to uphold
their promised commitments and, if needed, recruiting and select new people
to fill the remaining needs.

Contact all people who will support your project to

1. Inform them that your project has been approved and when work will
start.

Not all project plans are approved. You rarely know in advance how long
the approval process will take or how soon your project can start.
Inform team members as soon as possible so they can schedule the nec-
essary time.

2. Confirm that they’re still able to support your project.

People’s workloads and other commitments may change between the
time you prepare your plan and your project’s approval. If a person is no
longer able to provide the promised support, recruit a replacement as
soon as possible.

3. Explain what you’ll do to develop the project team and start the pro-
ject work.

Provide a list of all team members and others who will support the pro-
ject. Also mention the steps you'll take to introduce members and kick
off the project.
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Figure 11-1:
A typical
work-order
agreement.
|

4. Reconfirm the work you expect them to perform, when they’re to do
it, and the amount of time you expect them to spend on it.

Clarify specific activities and the nature of the work. Depending on the
size and formality of your project, you can use any format from a quick
e-mail to a formal work-order agreement.

As Figure 11-1 illustrates, a typical work-order agreement includes the follow-
ing information:

Work-Order Agreement

Project name: Project number:

Activity name: Work Breakdown Structure code:

Description of work to be performed:

Start date End date Number of hours to be spent
Approvals

Project manager: Team member: Team member's supervisor:

Name Date Name Date Name Date

v~ Identifiers: Include project name, project number, activity name, and
Work Breakdown Structure (WBS) code. (For more information about
the WBS, see Chapter 4.) The project name and number confirm that
your project is now official. You use the activity name and WBS code
number to record work progress as well as time and resource charges.

+* Work to be performed: Describe the different activities and procedures
as well as outputs of the project.

v Activity start date, end date, and number of hours to be spent:
Including this information reaffirms

¢ The importance of doing the work within the schedule and budget

e The person’s acknowledgement that he expects to do the
described work within these time and resource constraints

¢ The criteria you'll use to assess the person’s performance

v Written approvals from the person who’ll do the work, his supervisor,
and the project manager: Including these written approvals increases
the likelihood that these people have read and understood its elements
and commit to support it.
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Be sure you specify all of this information when reconfirming a person’s com-
mitment to your project. The longer you wait to specify any of this informa-
tion, the greater the chances are that a person won’t provide the support you
had hoped for.

If you choose not to use a formal work order, be sure to write down all key
information that clarifies your agreement and get signed approvals from the
team member and his supervisor. Asking for signed approvals encourages
people to consider carefully before they make any commitments and serves
as a reference and reminder of exactly what was promised.

Assuring that others are on board

Others may also play a role in your project’s success, even though they may
not officially be members of your project team. Two such groups are drivers,
people who have a say in defining the results of your project, and supporters,
people who will perform a service or provide resources for your team.

A special audience is your project champion, a person in a high position in the
organization who strongly supports your project; who will advocate for your
project in disputes, planning meetings, and review sessions; and who will
take necessary actions to help ensure your project’s success. (See Chapter 3
for a detailed discussion of these different types of project audiences.)

Contact your project champion and all other drivers and supporters to

v+ Inform them your project has been approved and when work will start
v Reaffirm your project’s objectives

v Confirm with identified drivers that the project’s planned results still
address their needs

v Clarify with supporters exactly how you want them to help your project

v Develop specific plans for involving each audience throughout the pro-
ject and keeping them informed of progress

In addition, some people will be interested in your project but won'’t define
its planned results or directly support your efforts. As you identify these
observers, choose those individuals you want to keep informed of your
progress throughout the project and plan how you will do it. (See Chapter 3
for a discussion of how to identify project observers and Chapter 13 for dif-
ferent ways to keep people informed about your progress.)
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Filling in the blanks

If your plan identifies proposed project team members by job title, position
description, or skills and knowledge, you have to find actual people to fill the
specified roles. You can fill the roles by assigning this responsibility to some-
one already on your organization’s staff, by recruiting a person from outside
your organization, or by contracting with an external organization.

Whichever method you choose, prepare a written description of the activities
you want each person to perform. This description can range from a simple
memo for informal projects to a written job description for more formal ones.

Write down your needs for each category of personnel separately. At a mini-
mum, include the following information in your description:

v Project name, number, and start date

v Necessary skills and knowledge

v Activities to be performed and start and end dates

v Anticipated level of effort
If you plan to look inside your organization, do the following:

v~ Identify potential candidates by working with your human resources
(HR) department and area managers.

v Meet with the candidates to discuss your project, describe the work,
and assess their qualifications.

v Choose the best candidates and ask them to join your team.

v Document the agreement.

If you're looking outside the organization, consult with your organization’s
HR to identify potential resources. Provide your HR with a detailed descrip-
tion of the qualifications, skills, and knowledge needed, the expected tasks,
and the level of effort. Sit in on the interview and assessment process.

Also, if you plan to obtain the support of external consultants, work with
your organization’s contracts office. Provide the contracts office with the
same information that you would provide your HR office. Review the contract
document before your contracting officer signs it.

In addition, work with people in key organizational units to identify people,
other than team members, who will support your project. After you identify
these people:
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v Meet with them to clarify your project’s goals and anticipated outputs
and the ways in which they will support your performance.

v Develop plans for involving them and keeping them informed of progress
throughout your project.

Developing Your Team

Merely assigning people to tasks doesn’t create a project team. A team is a
collection of people who are committed to common goals and who depend
on one other to do their jobs. Project teams consist of members who can and
must make a valuable and unique contribution to the project.

A team is different from other associations of peo