EBERSE (C 1 P)HE

IV B HE/ BB E. —kKF: K&E LMWK+, 2001.9
(2002.3 EE)
ISBN 7 — 80664 — 245 - 5

T.W... O.7... D.mH-FHE N.F624.63

thE AR A B 4508 C 1 P 3B 7 (2001) 55 044161 &

TR EXE T T T E%
KX % . K PE R

K F W Bt & R
(RENHRREBS)
(HR 4% 130061 HiiE 8560938)
KHMIER 5 RIHIAR
DY -5 % B T B A
FEBIEEH
880x 1230 &K 3R2HF 108% 170 TF
200149 HE 1 lL 2002 45 3 A48 2 IREPRI
En¥:8 001 -11 000 At E4r:20.007T



contents

introduction ...................................................... 8
1. what 1s SUCCGSS? ............................................. 2
what happens to the project? ................................. 4
deﬁning SUCCESS *"=e**treseremsasnetnnresssnnssasacasnaasssaanns 6
your VIEW Of SUCCESS "t rtr-r=trrsstoraassorccsncstartsanscanes 6
success depends on who is measuring <cecereeereeee e 8
what are the perceived causes of failure? crreeceereereeee: 12
reduce the probability of failure c:+crrrrecrrrreerrrraraiieens 14
2 the climate fOr SUCCESS +-++rrrveerrerssasannmrorinnanrans 16
why do initiatives appear to fail? srerrereerereiiiiaann, 18
some deﬁnitions ................................................ 18
projects - are they just an accident? «teessrererssrereneeeees 24
what’s the current climate?  ccrr-reerrerserraseeitiianiaiies 26
what influences the climate? «<rrr=eererrrerrresseraearianans 28
the operating climate for projects +e+eseeserereesesesaenonins 42
defined roles and responsibilities - the key players -+ 46
3.the project process - key steps for success «v-eee-- 62
the pro_ject phases ............................................. 64
the phase GALES  *ererrerrestieressectsccitiiiiiietiiaitiae, 64
the phase gate — a constraint? — «esressrereeesraeieaiananes 66
the key SEEPS L0 SUCCESS ***=wrrsesrrenserrsnsansaniaeanacnnn. 70
4. project conception and start - up c-rereeeeeeeeeeeeeen 74
SE]CCtiJlg the I'lght project .................................... 74
the start - up pl'OCESS .......................................... 82
customer needs and EXPECLAtIONs ~ =#rererereeraeseeriasienine 86
1dent1fymg the project CONSLIAINGS “*=*<*rvrreresrrarossrsons 94
aSSumptionS ................................................... 96
the kick - off meeting ....................................... 96

[ecordj_ng essential mfomlﬂtl OF **-t*tecrtvreertarasasaossaans 1 0 4



MOEEER @ 3

H %
_lﬁ- ............................................................... 9
ﬂiﬁﬁf.ﬁ] ......................................................... 3
Iﬁﬁ%ﬁu{m‘ﬂfﬁ%? .......................................... 5
%)‘Lﬁkm ......................................................... 7
’W?ibﬁ%ﬂ"]ﬁ?‘f ................................................ 7
}ﬁmﬂy%ﬂ:%%% ............................................. 9
H o B a BB A E R EET «rreerrrrremeraeaeneaes 13
%{&%M%ﬁ]‘ﬁgﬁk ............................................. 15
‘ &%ﬁima{]m% ................................................ 17
j@,ﬂ—,&{éi}‘{%%m&f) .......................................... 19
_,ﬁ.{lc:lgﬁ)‘( ...................................................... 19
HH—TTRE A EIPEFRG? ccerereiirainana, 25
%ﬁﬁ%m%%ﬁé\? .......................................... 27
HABEMF RS wovvreenresnnesnrsineriiiiiiiiiiiiiiiiienae, 29
T B TEH RS e rverrrrrorerrreneecniniiii i 43
BRI I LS ——L AR ceerererremmiennne, 45
) ﬁﬁ#ﬂﬁ-—-ﬁﬂﬂ‘]?&ﬁfﬁﬁ ................. eessmcsasacan 63
Iﬁa%mg{ ................................................... 65
BV BEZ ] eecersrrseerreratiaittiiiiaraieiiiestctiiarinins 65
TERZ 1 ]——— P BREI?  ceveeeerearrereiiiiiieiiiiiin, 67
ﬁﬁ%ﬂﬁﬁé%iﬁ—% ................................................ 71
. Iﬁﬁmmﬁﬁﬁﬁ] ............................................. 75
ﬁ%m%mlﬁﬁ ................................................ 75
Ez—gﬁﬁﬁ ...................................................... 83
EFJE{J%;}E%%@ ............................................. 87
%%Iﬁﬁ%gﬁﬁj%{:r ................................ ceececrane g5
{Eﬁ ............................................................ q7
‘%‘Ik%ﬁ ...................................................... 97

iai%;t&g{%‘g‘ ............................................. 105



4 ¥ contents

5 ) the deﬁnition phase .................................... 106
the project blf'lef and SpCCiﬁC&tiOIl ........................... 106
deﬁmng the project .......................................... 108
getting your project definition approved -r-crroerrecesees 126

6 . mana g;l-l’lg the stakeholders =-cosvereevreerereieiiiiinan 130
what is a stakeholder? ....................................... 130
the two most important stakeholders — =-r=-eoerereeerenee: 134
WhO are the other stakeholders? ........................... 142
who will use the results? = =tsseerresereresirenaaiiaeeaiann. 142
stakeholder inﬂuence ....................................... 144
gathering information about stakeholders =-<-eerxeeeeereee 146

7. managlng the nisks «eveveerrereetriiinieniiiiiiiaiieiiia,. 152
Why bother?  seetesrrererreaitiitiiiiiiiiiiiiiiiiiiieiia, 152
understandmg constraints .................................... 154
identifying the risks «+ressesreserrrrraseesiininn. 160
assessmg the I‘lSkS ............................................. 162
ranki g Of Tisks  *eceerrserretersseanerintiicuiiiisiioianans 164
what dO I dO now? ....................................... 170
monjtoring Fisks  treeererreresrecenteiiiiiiiieieiiiiiieaens 172

8 ) planmng the proj ECL  ceerenees ARRRREELEERE L EREELEEREEEEY 1 76
A COMMION MISCONCEPHON  *+77r#+rersrrerrrassressnenssses 178
WhO needs to be iIlVOIVCd? ................................. 178
Where dOCS planmng Sm? ................................. 180
identifying the key stages ++-=+-essresrrsrsessasssnan. 182
allocating responsibility ~ ++eeserereseses s 196
ESHIMALINE  *revrresersrresesensstassttiiiiaiien, 198
the critical path of your project «re+treessssreessrreereene. 206
analyse resource requirements .............................. 218
optimising your schedule +=erereerrrerrrerrrerniiineien. 29()
review thC pl‘OjCCt I'ISk log ................................. 224
review the project budget ................................. 224
freezing the base]jne schedule .............................. 226

se ekmg approval to launch ................................. 228



BAGTEER @ s

ﬁ%mﬁ ...................................................... 10’7
Iﬁ E%ﬁ%ﬁ*ﬂjﬁﬁﬁﬂ—ﬁ“:ﬁ ................................. 107
ﬁ.;‘-\EIﬁi a ...................................................... 109
(EVRBTTE R IR - vverrrerrereeereircaaeeaen, 127
, FUZSHET BT ocoeerieiiiii i 131
/H—é\%jﬂlﬁ;/ﬂ\;gﬁq ....................................... 131
Wj/bﬁig%ﬁjﬁ;ﬁ%%% .................................... 135
%&%E{&E{J%ﬂ%&jﬂ\:gﬁq .................................... 143
i&){%ﬁﬁﬁrﬁﬁmﬁz%? .................................... 143
ﬁj%ﬁ;ﬁegg‘%%uﬂﬁ ....................................... 145
MEEFIZE LB EGYIE . vevrerrrrrrontatianniciiiiaiiiie, 147
) mgﬁ%ﬂ...... .................. 153
B ABEIF I IELNT  crreerererretetanaiiiaaiaiiiiiiea, 153
Tﬁlﬁﬁq%ﬁ; ................................................ 155
TR?JURL@ ...................................................... 161
ﬂz’fﬁﬁwﬁ ...................................................... 163
m@a@%gﬁﬂz% ............................................. 165
?ﬁﬂfbﬁﬁ(ﬁ/z\‘? .......................................... 171
[ g ] R R L RCLITT R 173
) -H-ﬁu:[ﬁa ...................................................... 177
__,/I'\jgi@&gﬁﬁ ............................................. 179
HARUKHITRES RBIBBLEAT oo 179
Mﬁﬂﬁﬁﬁi’fﬂ‘? .......................................... 181
iﬂ%“%%ﬂﬂ'% ................................................ 183
ﬁgﬂﬂp\:ﬁiﬁ ...................................................... 19‘7
10 IR T R LLLETTE TP 199
Iﬁ EH@;&%%%% .......................................... 207
ﬁﬁ%ﬁ%;ﬁ ................................................ 219
ﬁ:,ﬂ:aﬁﬁ ................................................... 221
HEE KBS FE coereerrrerrretrariitiii i, 205
AT oovvevrrereraoneorreseanriiiiatiiiii, 295
%%%% Hﬁi ............................................. 227

_ﬁ.skg;jigi E;Bﬁﬁ{)*ﬂ:ﬁ .................................... 290



6 contents

9.launching and executing the project --ecc---ece--- 230
prepamlg for project EXCCULION " rrtersesessanccarennses 230
establish a milestone schedule +-+ttrevssrrersmscnnerrcnran. 236
have a commumication plan «+:«+++sesresrearsrrineieninn 240
handling project changes «+««seeesereresriiieinieni . 246
hold a launch meeting ....................................... 248
the control eNVIrONIMEnt *- - < -+ terretseesresererrnvassens 252
monitoring the PTOEEESS  “wvreererrevrrorensareranieniiaiien, 258
ma_[mgjng the issues an'sing ................................. 26()
trackmg your project ....................................... 268
COHIIO] the COSES “***%v vrmerevestaneroscesnosnrancssssnssnnes 280

10. closure and post - project evaluation — +---essve-e- 288

pl‘OjCCt Arift  seccrcccrcrrcerecatiiasiietiisariitstatennenanas 288
set the completion CHItEIIq “*=-rorrrrrtreresnccscsnnanennnen 292
the acceptance process checklist *+vesseesrrronssaseennnnns. 294
the closeout meeting ....................................... 296
post - prOjCCt evaluation ................................. 298

and ﬁnaﬂy_ T '304



BOWMAER & 7

9. BENIEBITIE -rvvrvverreressrmmemmenaiiieiinon... 231
KIAEH B SEHEVEAES  ceverrerrrorracnosrantramnineeianans, 231
BAVEHEKEMHFRE oot 237
BIITAEFETF R seeeevrermmmronraneerenentrmnriaiiie s, 241
ADFRIF AR TT covrvrrvnrevenneretartateretatoteienaireinienns 247
BIFFRBFHAIL vorreevvrreertttstentietiitetteiiiiiinannneeian. 249
A A HE «eeenreettettentt ittt ettt era e, 253
%%‘éi&%‘%a ................................................ 259
Uy 11 [ 261
e =01l = 269
a7 7 281

10. BEHRESIMESTEY r-oorererrrrresrrsarrrasretiitiennnennnn. 289

Bl > A 289
T TR IRARHE - oo vrvrrmrrrnrrtreitieceneiii e 293
U R AL NI B vv vttt 295
g R 297
T JG VRN s evvrrrrerecerenrernaiaterarenreiiieiinnnenn. 799



9

& O W

7



what Is success”’

When a major project 1s perceived as a failure, someone will take
up the challenge the organisation faces to avoid a repeat. This
evaluation may be prompted by a new product or service being
late to market, customer needs not being satisfied or even a
realization that a large sum of money has been expended with little
or no chance of any return on the investment made. The result
could be a question of organizational survival in a highly
competitive market environment if there are a succession of
failures. The initial focus of the evaluation in such situations is
nearly always the degree to which project management skills were
understood and employed during the project time span. Then it is
often seen that the project manager and the team have done all the
right things at the right time within the project.

Yet something clearly went wrong somewhere and a wider
view is taken to identify cause. Then it becomes more obvious
that project management competencies and skills alone are no
guarantee of success. Many parts of any organization have a strong
influence on every project initiated and an understanding of
project management and the processes used must be part of
everyone’s learning today in all departments, not just the project
team .
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4 &  Successful Project Management

what happens to the project”’

Someone identifies an opportunity for some new business,
somewhere in the organisation. A project team is assembled and a
project manager assigned. The team may be assembled with
individuals from all or just one or two of these departments. The
Management Information System is designed to help run the
business, not projects, yet this opportunity may be perceived by a
few people as a vital element of future survival for the business.
The project is conducted 1 a virtual envelope and when it looks
as if it might have a ‘successful outcome’, the Manufacturing
department is informed. Then it is discovered that the project
team made some wrong -assumptions and capital expenditure is
required. Perhaps forward manufacturing plans to meet the order
book have no capacity to run tests and pilot samples for at least six
months. Sales department get wind of what is happening and start
shouting for the new product and major conflicts arise as every
department highlights its own needs, to avoid making changes
now and accommodate the project team. The consequence is
demotivation of the project team, as no one appears to have clear
responsibility for getting decisions made to promote the outputs
from the project team.

How often does this type of situation develop with projects?
This 1s a constant risk associated with project work if the projects
in an organisation are treated as something separate and
disconnected with the normal day - to - day operations of the
business . |

How can this be corrected in the real world? The climate in
which the projects are conducted has to be created with the active
involvement of all the departments, some of which may initially
think they have no part to play in the project. There are few
projects in any organisation today that do not involve, influence
or affect many or all departiments. Managers of these departments
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6 & Successful Project Management

and the senior management of the organisation cannot afford to
risk ignoring the project activities that they consider do not affect
them. They may not initially see any linkage between their
activities and the project, or consider the project is a waste of
valuable money and resource effort. Or the project may become
the pawn in a political game as managers individually express open
support, cynicisin or opposition to the project to fit their own
personal agendas.

defining success

Success is one of those words that conjure up a picture we paint in
our minds. What sort of picture do you see for success? Is it huge
financial gain, public recognition, promotion to senior
management or just a great personal internalised feeling of
achieving something you had initially determined was something
to attain? Some of us find it easier and are more naturally able to
paint that picture than others, and we respect and admire the
‘ true visionary’ who can turn that picture into words like Martin
Luther King or Nelson Mandela .

your view of success

exercise

Think about the projects you have either led as a project
manager, in which you have been a team member or even
those where you have been merely an uninvolved observer.
Now try to put into words how you would describe a
successful project: “ My idea of a successful project is
characterised by. . .’

R Ll
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8 &  Successful Project Management

comments

If we look in the dictionary for a definition of success we find it
defined as ‘attainment of object, or of wealth, fame or position’
with synonyms such as victory, accomplishment, achievement,
prosperity, attainment, fruiion, winning. In a project
environment this raises some questions:

[] Do any of these words appear in your description of the
picture you have painted above?

[ For all those projects where you have some direct
experience, how many fit your description?

[] Does the word ‘customer’ appear in your description of
success?

[] Does your description include some measurement of
benefit?

Now ask some of your colleagues if their view is the same.
Explore how their perception of success varies from your view.
You will agree on some characteristics and differ on others because
perceptions of success are driven by individual beliefs about what
was expected as the outcomes from any project. If these
expectations are not satisfied then the project is labelled as only a
partial success. A partial success often becomes perceived as a
failure just because some of these expectations were not satisfied.
Ask some senior managers for their views on the same projects and
discover if there is any variance with your view.

success depends on who is
measuring

Clearly the perception of success is dependent on who has
established some metrics and is then making the measurements.
Most projects traditionally have some common elements:
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10 ¢  Successful Project Management

[] The customer - the ‘purchaser’ of the project outcomes
or results. This individual may be internal or external to
the organisation and represent the ‘end users’ of these
outcomes . The customer may be viewed as the individual
who demanded the project initially or became engaged or
involved after the project was completed. There may be
several customers with different needs leading to a range
of requirements for the project.

[_| The sponsor - the individual inside the organisation who
has accountability for the project. The sponsor drives the
project in the right direction to benefit the organisation.

[_] The project manager - the individual who has the day
to day responsibility for the project work and is charged
with completing this work on time, to an agreed
budgeted cost and quality.

[ The project team - the people who carry out all the tasks
planned mn the project schedule.

[ ] The resource managers - the departmental managers
who have direct responsibility for the people you seek to
engage in your project team to complete the project
work . These team members may be part - time on your
project, work on other projects concurrently or be
dedicated full time to your project for a fixed time
period.

Each of these individuals separately or collectively in groups have
different reasons for qualifying and defining success. Conversely
they can usually very quickly give you an opinion on failure or
advise you what will lead to failure. Just how each can contribute
to success or failure is key to your management of the project. As
we exarmine each of the key steps to achieving success we will take
a look at the actions you can take to avoid failure and enable a
successful outcome.



