Chapter 8: Project Human Resource Management

The Importance of Human Resource Management

· People determine the success and failure of organizations and projects

· The shortage of good IT workers makes human resource management even more challenging for IT projects

Current State of HR Management

· 70% of CEOs in high-tech firms listed the lack of highly skilled, trained workers as the number one barrier to growth

· Many US firms turn to other countries for workers

Long Hours and Stereotypes of IT Workers Hurt Recruiting

· Many people are struggling with how to increase the IT labor pool.  Noted problems include

· The fact that many IT professionals work long hours and must constantly stay abreast of changes in the field

· Undesirable stereotypes that keep certain people away from the career, like women 

· The need for better HR management

Proactive Steps to Address the Problem

· Improving benefits: car leases, children’s tuition, day care

· Redefining work hours: flexible hours, work from home

· Providing incentives: casual dress, pets at work

· Encouraging future workers: recruit and pay college tuition for minority students; fund school tech programs

What is Project Human Resource Management?

· Project human resource management includes the processes required to make the most effective use of the people involved with a project. Processes include

· Organizational planning

· Staff acquisition

· Team development

Keys to Managing People

· Psychologists and management theorists have devoted much research and thought to the field of managing people at work

· Important areas of study related to project management include

· motivation

· influence and power

· effectiveness

Motivation

· Abraham Maslow developed a hierarchy of needs to illustrate his theory that people’s behaviors are guided by a sequence of needs

· Maslow argued that humans possess unique qualities – love, self-esteem, belonging, self-expression, and creativity – that enable them to make independent choices, thus giving them control of their destiny

Figure 8-1. Maslow’s Hierarchy of Needs

Herzberg’s Motivational and Hygiene Factors

· Frederick Herzberg wrote several famous books and articles about worker motivation.  He distinguished between

· motivational factors: achievement, recognition, the work itself, responsibility, advancement, and growth, which produce job satisfaction

· hygiene factors: larger salaries, better supervision, and a more attractive work environment, which cause dissatisfaction if not present, but do not motivate workers to do more.

Thamhain and Wilemon’s Ways to Have Influence on Projects
1. Authority: the legitimate hierarchical right to issue orders

2. Assignment: the project manager's perceived ability to influence a worker's later work assignments

3. Budget: the project manager's perceived ability to authorize others' use of discretionary funds

4. Promotion: the ability to improve a worker's position

5. Money: the ability to increase a worker's pay and benefits

6. Penalty: the project manager's perceived ability to dispense or cause punishment

7. Work challenge: the ability to assign work that capitalizes on a worker's enjoyment of doing a particular task

8. Expertise: the project manager's perceived special knowledge that others deem important

9. Friendship: the ability to establish friendly personal relationships between the project manager and others

Ways to Influence that Help and Hurt Projects

· Projects are more likely to succeed when project managers influence with

· expertise

· work challenge

· Projects are more likely to fail when project managers rely too heavily on

· authority

· money

· penalty

Power

· Power is the potential ability to influence behavior to get people to do things they would not otherwise do

· Types of power include

· Coercive – uses punishment, threats or other negative approaches

· Legitimate – based on holding a position of authority

· Expert – using personal knowledge and expertise

· Reward – using incentives

· Referent – based on personal charisma

Improving Effectiveness – Steven Covey’s 7 Habits of Highly Effective People
· Project managers can apply Covey’s 7 habits to improve effectiveness on projects

· Be proactive – anticipate and plan for problems

· Begin with the end in mind – focus on what one wants to accomplish

· Put first things first – manage and prioritize time and tasks

· Think win/win – develop solutions to problems that make everyone winners

· Seek first to understand, then to be understood – use empathic listening skills

· Synergize – use team approach so total output is greater than sum of individual efforts

· Sharpen the saw – take time to renew oneself

Empathic Listening and Rapport

· Good project managers are empathic listeners; they listen with the intent to understand

· Before you can communicate with others, you have to have rapport
· Mirroring is a technique to help establish rapport by matching behavior of others

· IT professionals often need to develop empathic listening and other people skills to improve relationships with users and other stakeholders

Improving Relationships Between Users and Developers

· Some organizations require business people, not IT people, to take the lead in determining and justifying investments in new computer systems

· CIOs push their staff to recognize that the needs of the business must drive all technology decisions

Organizational Planning

· Organizational planning involves identifying, documenting, and assigning project roles, responsibilities, and reporting relationships

· Outputs and processes include

· project organizational charts
· Organization Breakdown Structure shows which organizational units are responsible for which work items

· work definition and assignment process

· Responsibility Assignment Matrixes (RAM) maps work products to the people responsible

· resource histograms pictorial/chart representation of resources needed for project
Project Staff Acquisition and Team Development

· Staffing plans and good hiring procedures are important in staff acquisition, as are incentives for recruiting and retention

· An employee skills inventory showing available skills is important in developing staffing plans

Resource Loading

· Resource loading refers to the amount of individual resources an existing project schedule requires during specific time periods

· Over-allocation means that available resources are assigned to perform too many activities at a given time

Resource Leveling

· Resource leveling is a technique for resolving resource conflicts by delaying tasks

· The main purpose of resource leveling is to create a smoother distribution of resource usage and reduce over-allocation

Team Development

· It takes teamwork to successfully complete most projects

· Training can help people understand themselves, each other, and how to work better in teams – create synergy
· Team building activities include

· physical challenges

· psychological preference indicator tools

Myers-Briggs Type Indicator (MBTI)

· MBTI is a popular tool for determining personality preferences and helping teammates understand each other 

· Four dimensions include:

· Extrovert/Introvert (E/I) – person’s approach to interpersonal relations

· Sensation/Intuition (S/N) – practical vs. conceptual approach to decisions

· Thinking/Feeling (T/F) – objective vs. subjective approach

· Judgment/Perception (J/P) – person’s approach to rules and structure 

· Most IT professionals are NTs (Intuition and Thinking) or rationals, and are introverted – they vary most from general population in not being extroverted or sensing

Reward and Recognition Systems

· Team-based reward and recognition systems can promote teamwork

· Focus on rewarding teams for achieving specific goals

· Allow time for team members to mentor and help each other to meet project goals and develop human resources

General Advice on Teams

· Be patient, kind, positive

· Fix the problem (focus on behaviors) instead of blaming people

· Establish regular, effective meetings

· Plan social activities

· Stress team identity

· Nurture team members and encourage them to help each other; training

· Acknowledge individual and group accomplishments

Chapter 9: Project Communications Management

Importance of Good Communications

· The greatest threat to many projects is a failure to communicate

· Research shows that IT professionals must be able to communicate effectively to succeed in their positions

· IT professionals are not seen as being good communicators

· Strong verbal skills are a key factor in career advancement for IT professionals

Project Communications Management Processes

· Communications planning: determining the information and communications needs of the stakeholders

· Information distribution: making needed information available in a timely manner

· Performance reporting: collecting and disseminating performance information

· Administrative closure: generating, gathering, and disseminating information to formalize phase or project completion

Communications Planning

· Every project should include some type of communications management plan, a document that guides project communications

· Creating a stakeholder analysis for project communications also aids in communications planning

Communications Management Plan Contents

· A collection and filing structure for gathering and storing various types of information

· A distribution structure describing what information goes to whom, when, and how

· A format for communicating key project information

· A project schedule for producing the information

· Access methods for obtaining the information

· A method for updating the communications management plans as the project progresses and develops

· A stakeholder communications analysis
Information Distribution

· Getting the right information to the right people at the right time and in a useful format is just as important as developing the information in the first place 

· Important considerations include

· using technology to enhance information distribution

· formal and informal methods for distributing information 

Media Choice Table 9-2, Pg. 276

Figure 9-1. The Impact of the Number of People on Communications Channels

Performance Reporting

· Performance reporting keeps stakeholders informed about how resources are being used to achieve project objectives

· Status reports describe where the project stands at a specific point in time on scope, time, cost

· Progress reports describe what the project team has accomplished during a certain period of time

· Project forecasting predicts future project status and progress based on past information and trends

· Status review meetings often include performance reporting

Administrative Closure

· A project or phase of a project requires closure

· Administrative closure produces

· project archives to record history of project and store documents

· formal acceptance

· lessons learned – review of what happened on the project

Suggestions for Improving Project Communications

· Resolve conflicts effectively

· Develop better communication skills

· Run effective meetings

· Use templates for project communications

Conflict Handling Modes, in Preference Order

· Confrontation: or problem-solving – directly  face a conflict, work through disagreements; Covey’s win-win approach

· Compromise: use a give-and-take approach

· Smoothing: de-emphasize differences and emphasize areas of agreement

· Forcing: the win-lose approach

· Withdrawal: retreat or withdraw from an actual or potential disagreement

Running Effective Meetings

· Determine if a meeting can be avoided

· Define the purpose and intended outcome

· Decide who should attend – invite them and introduce them

· Provide an agenda before the meeting

· Prepare handouts and visual aids; handle logistics

· Run the meeting professionally – introduce, restate purpose, set ground rules, encourage participation, summarize, clarify

· Take and distribute minutes

· Build relationships

Developing a Communications Infrastructure

· A communications infrastructure is a set of tools, techniques, and principles that provide a foundation for the effective transfer of information

· Tools include e-mail, project management software, groupware, fax machines, telephones, teleconferencing systems, document management systems, and word processors

· Techniques include reporting guidelines and templates (samples of documents that show user what information is needed and where it goes), meeting ground rules and procedures, decision-making processes, problem-solving approaches, and conflict resolution and negotiation techniques

· Principles include using open dialog and an agreed upon work ethic

Chapter 10: Project Risk Management

The Importance of Project Risk Management

· Project risk management is identifying, analyzing, and responding to risk throughout the life of a project 

· Risk management is often overlooked on projects, but it can help improve project success by:

· helping select good projects

· determining project scope

· developing realistic estimates

What is Risk?

· A dictionary definition of risk is “the possibility of loss or injury”

· Project risk management involves understanding potential problems that might occur on the project and how they might impede project success

Risk Utility

· Risk utility or risk tolerance is the amount of satisfaction or pleasure received from a potential payoff

· Those who are risk-seeking have a higher tolerance for risk and their satisfaction increases when more payoff is at stake

· Low tolerance and satisfaction decreases for person who is risk-averse (afraid of risk).

· The risk neutral approach achieves a balance between risk and payoff

What is Project Risk Management?

· The goal of project risk management is to minimize potential risks while maximizing potential opportunities.  Major processes include

· Risk management planning:  deciding the approach and preparing a plan for risk management activities for the project

· Risk identification:  determining which risks are likely to affect a project and documenting their characteristics

· Qualitative risk analysis:  characterizing and analyzing risks and prioritizing effects on project objectives; developing a risk ranking 

· Quantitative risk analysis: measuring the probability and consequences of risks and estimating effects on project objectives

· Risk response planning:  taking steps to enhance opportunities and developing responses to threats

· Risk monitoring and control:  monitoring known risks, identifying new risks and responding to risks over the course of the project; correct plan

Risk Management Planning

· A risk management plan documents the procedures for managing risk throughout the project. It usually includes:

· Risk mitigation: reducing the impact of a risk event by reducing the probability of its occurrence

· Fallback plans: alternate plans if attempts to reduce risk are not effective

· Contingency plans: predefined actions that the project team will take if an identified risk event occurs

· Contingency reserves: resources held by the project sponsor that can be used to mitigate cost and/or schedule risk when scope or quality issues arise (i.e., add money)

Common Sources of Risk on Information Technology Projects

· Several studies show that IT projects share some common sources of risk

· The Standish Group developed an IT success scoring sheet based on potential risks

· McFarlan developed a risk questionnaire to help assess risk

Table 10-3. Information Technology Success Potential Scoring Sheet

Market, Financial, and Technology Risk

· Market risk: Will the new product be useful to the organization or marketable to others?  Will users accept and use the product or service? What competition exists?

· Financial risk: Can the organization afford to undertake the project?  Is this project the best way to use the company’s financial resources?

· Technology risk: Is the project technically feasible? Could the technology be obsolete before a useful product can be produced?

Risk Identification

· Risk identification is the process of understanding what potential unsatisfactory outcomes are associated with a particular project

· Several risk identification tools include:

· reviewing historical information

· brainstorming

· using the Delphi Method/Technique
· interviews

· SWOT (strengths, weaknesses, opportunities, threats) analysis

· checklists 

· diagramming/flowcharts

Table 10-5. Potential Risk Conditions Associated With Each Knowledge Area

Qualitative Risk Analysis

· Qualitative risk analysis is the process of assessing the likelihood and impact of identified risks to determine their magnitude and priority

· One method is calculating risk factors using probability/impact matrixes
Top 10 Risk Item Tracking
· Top 10 risk item tracking is a tool for maintaining an awareness of risk throughout the life of a project

· Establish a periodic review of the top 10 project risk items

· List the current ranking, previous ranking, number of times the risk appears on the list over a period of time, and a summary of progress made in resolving the risk item

Expert Judgment

· Many organizations rely on the intuitive feelings and past experience of experts to help identify potential project risks.  That is an acceptable approach.

· The Delphi Method is a technique for deriving a consensus among a panel of experts to make predictions about future developments

Quantitative Risk Analysis

· Quantitative risk analysis is the process of evaluating risks to determine the risk’s probability of occurrence and its impact to the project if the risk does occur

· Risk quantification techniques include:

· decision trees 

· expected monetary value analysis (EMV)

· calculation of risk factors

· PERT estimations

· simulations such as Monte Carlo analysis
Figure 10-3. Expected Monetary Value (EMV) Example

Simulation for Risk Analysis

· Simulation uses a representation or model of a system to analyze the expected behavior or performance of the system

· Monte Carlo analysis simulates a model’s outcome many times to provide a statistical distribution of the calculated results that can be charted

Risk Response Planning

· Risk avoidance: eliminating a specific threat or risk, usually by eliminating its causes

· Risk acceptance: accepting the consequences should a risk occur

· Risk transference: shifting consequences and management of risk to a third party (e.g., insurance)

· Risk mitigation: reducing the impact of a risk event by reducing the probability of its occurrence

Risk Monitoring and Control

· Risk monitoring and control involves executing the risk management processes and the risk management plan to respond to risk events

· Risks must be monitored based on defined milestones and decisions made regarding risks and mitigation strategies

· Sometimes workarounds or unplanned responses to risk events are needed when there are no contingency plans

Results of Good Project Risk Management

· Unlike crisis management, good project risk management often goes unnoticed

· Well-run projects appear to be almost effortless, but a lot of work goes into running a project well

· Project managers should strive to make their jobs look easy to reflect the results of well-run projects

Chapter 11: Project Procurement Management

Importance of Project Procurement Management

· Procurement means acquiring goods and/or services from an outside source

· Other terms include purchasing and outsourcing
Why Outsource?

· To reduce both fixed and recurrent costs

· To allow the client organization to focus on its core business

· To access skills and technologies

· To provide flexibility

· To increase accountability using a contract

Project Procurement Management Processes

· Procurement planning: determining what to procure and when

· Solicitation planning: documenting product requirements and identifying potential sources

· Solicitation: advertising; obtaining quotations, bids, offers, or proposals as appropriate

· Source selection: choosing from among potential vendors

· Contract administration: managing the relationship with the vendor

· Contract close-out: completion and settlement of the contract

Procurement Planning

· Procurement planning involves identifying which project needs can be best met by using products or services outside the organization.  It includes deciding

· whether to procure

· how to procure

· what to procure

· how much to procure

· when to procure

Collaborative Procurement

· Several organizations, even competitors, have found that it makes sense to collaborate on procurement for some projects

Procurement Planning Tools and Techniques

· Make-or-buy analysis: determining whether a particular product or service should be made or performed inside the organization or purchased from someone else.  Often involves financial analysis.

· Experts, both internal and external, can provide valuable inputs in procurement decisions

Types of Contracts

· Fixed price (or lump sum): involve a fixed total price for a well-defined product or service – best for buyer

· Cost reimbursable: involve payment to the seller for direct and indirect costs

· Unit price contracts: require the buyer to pay the seller a predetermined amount per unit of service. Should be specific about payment rates (e.g., for certain levels of experience).

Types of Cost Reimbursable Contracts

· Cost plus incentive fee (CPIF): the buyer pays the seller for allowable performance costs plus a predetermined fee and an incentive bonus

· Cost plus fixed fee (CPFF): the buyer pays the seller for allowable performance costs plus a fixed fee payment usually based on a percentage of estimated costs

· Cost plus percentage of costs (CPPC): the buyer pays the seller for allowable performance costs plus a predetermined percentage based on total costs – worst for buyer

Figure 11-2. Contract Types Versus Risk

Statement of Work (SOW)

· A statement of work is a description of the work required for the procurement

· Many contracts, or other mutually binding agreements, include SOWs

· A good SOW gives bidders a better understanding of the buyer’s expectations

Solicitation Planning

· Solicitation planning involves preparing several documents:

· Request for Proposals: used to solicit proposals from prospective sellers where there are several ways to meet the sellers’ needs

· Requests for Quotes: used to solicit quotes for specific well-defined procurements

· Invitations for bid or negotiation, and initial contractor responses are also part of solicitation planning

Solicitation

· Solicitation involves obtaining proposals or bids from prospective sellers

· Organizations can advertise to procure goods and services in several ways

· approaching the preferred vendor

· approaching several potential vendors

· advertising to anyone interested

· A bidders’ conference can help clarify the buyer’s expectations

Source Selection

· Source selection involves

· evaluating bidders’ proposals

· choosing the best one

· negotiating the contract

· awarding the contract



· It is helpful to prepare formal evaluation procedures for selecting vendors

· Buyers can choose “short list” of best vendor responses; ask for "best and final offer"

Contract Administration

· Contract administration ensures that the seller’s performance meets contractual requirements

· Contracts are legal relationships, so it is important that legal and contracting professionals be involved in writing and administering contracts

· Many project managers ignore contractual issues, which can result in serious problems

Suggestions on Change Control for Contracts

· Changes to any part of the project need to be reviewed, approved, and documented by the same people in the same way that the original part of the plan was approved

· Evaluation of any change should include an impact analysis. How will the change affect the scope, time, cost, and quality of the goods or services being provided? 

· Changes must be documented in writing. Project team members should also document all important meetings and telephone phone calls

· Should manage change authorization and avoid constructive change – act or omission by person with apparent authority that can legally be viewed as changing a contract

Contract Close-out

· Contract close-out includes

· product verification to determine if all work was completed correctly and satisfactorily

· administrative activities to update records to reflect final results

· archiving information for future use

· Procurement audits identify lessons learned in the procurement process

Chapter 12: Initiating

Opening Case

· Chapters 12-15 are all based on a real case study

· ResNet was the first information technology project led by non-technical managers at NWA

Focus on Making Direct Sales

· Sponsor, Fay Beauchine’s vision was to change the focus of the call centers from just information and service to sales

· Making a direct sale would save NWA commission fees of 13% plus 18% in overhead cost savings

· A new reservation system was needed to help agents make direct sales

What Is Involved in Project Initiation?

· Initiating is the process of recognizing and starting a new project or project phase

· It is critical to ensure that the right kinds of projects are being initiated for the right reasons

· It is better to have moderate or even a small amount of success on an important project than huge success on an unimportant one

Supporting Explicit Business Objectives

· The most important reason for initiating IT projects is to support explicit business objectives

· NWA was having financial difficulties in the early 1990s, so reducing costs was a key business objective

· ResNet would help stop the financial drain caused by the reservation call centers

Background on ResNet

· Reservation agents had to use cryptic commands to use the old system

· All information was on one character-based screen 

· Deregulation and new marketing initiatives complicated the reservation process

· Call times were increasing

Staffing a New Project

· Fay selected Peeter Kivestu, a marketing director at NWA, as the ResNet project manager

· Peeter’s strategy was to prove the concept of ResNet first with a prototype 

· Peeter asked Arvid Lee, a senior member of the IS department, to lead the IS team on the ResNet projects

· Kathy (Krammer) Christenson, a marketing analyst, become the ResNet application development manager

Selecting the Project Manager

· An important part of project initiation is selecting a project manager.  Fay selected Peeter because

· he knew the airline business

· he understood the technology

· he knew that technologies could improve business productivity

· Peeter’s passion for the project convinced Fay that he should be the project manager and others that ResNet was important

Preparing Business Justification for the Beta project:

· Fay convinced senior managers to invest $500,000 into developing a prototype system

· Peeter emphasized his track record as a leader and he showed what the competition was doing

· Arvid was well-known and respected for his IS expertise

Preparing Business Justification for the ResNet 1995 and 1996 projects:

· Very strong justification was needed to make major investments

· Peeter prepared detailed plans and focused on 

· key business objectives of the project

· impressive results from the beta project

· the opportunity to make money with the new system (NPV estimate of $37.7M)

Developing the Project Charter

· NWA did not use official project charters in the early 1990s

· Receiving formal budget approval was the main means for chartering projects

· The project plan for ResNet was called a Purchase Request 2 (PR2), which included information on the project, technical, development, applications, operations, and change management approaches

Actions of the Project Manager and Senior Management in Project Initiation

· Quickly assembling a strong project team

· Getting key stakeholders involved in the project early

· Preparing detailed analysis of the business problem

· Developing project measurement techniques

· Using a phased approach

· Preparing useful, realistic plans for the project

Chapter 13: Planning

What is Involved in Project Planning?

· Planning is often the most difficult and most unappreciated process in project management

· The main purpose of project plans is to guide execution

· Every knowledge area includes planning

Table 13-1. Planning Processes and Outputs

Developing the Project Plans

· The ResNet beta project plan was successful due to planning at a fairly high level, getting strong user involvement, and developing solid measurement tools

· The ResNet 1995 and 1996 plans were more detailed and focused on key milestones needed to install the 3,000 PCs and develop new software

Determining Project Scope and Schedules

· Peeter and the ResNet team clearly defined the scope of each project

· They focused on meeting key milestones, one at a time

· NWA did use Microsoft Project to create Gantt charts, but they did not link any tasks or enter actuals

· The ResNet team did not miss any milestone dates!

ResNet Cost Estimates

· Peeter, Arvid, and other project members developed cost estimates

· They used vendor quotes for estimating hardware, software, and network equipment

· They estimated internal labor costs based on the number of people needed from various departments and the labor cost per hour for those employees

Human Resources and Communications Planning

· Peeter was good at motivating people and providing strong communications with project stakeholders

· The ResNet team used informal and formal networking and plans

ResNet Communications

· Most of the people assigned to ResNet were full-time, making communications easier

· The ResNet team created templates for communicating project information like weekly and monthly status reports

· They set up a shared network drive for all project information

· They held regular meetings for various team members and stakeholders

Quality, Risk, and Procurement Planning

· The measurement techniques for tracking call handling time and number of direct sales closes were critical elements in assessing quality – developed by industrial engineers
· NWA used past experience in dealing with vendors

· NWA managed risk by following expert advice and having strong user involvement

Chapter 14: Executing

What Is Involved in Executing Projects?

· Project execution involves taking the actions necessary to ensure that activities in the project plan are completed

· The products of the project are produced during execution

· The 1996 ResNet project involved installing over 2,000 PCs in seven different offices, creating more software, training agents, and measuring the benefits of the system

Importance of Good Project Execution

· Project execution means getting the work done, and stakeholders want to see results

· June 21, 1999 Fortune cover story highlighted why most CEO’s fail - poor execution!  The same is true for project managers

Providing Project Leadership

· Peeter was an experienced project manager and effective leader

· He thought the three main success factors on ResNet were

· having clear goals

· making the work fun, and

· sticking to schedules

Developing the Core Team

· Peeter developed a strong core team with Arvid and Kathy leading major parts of the projects

· Peeter was a hands-on manager and felt every single person involved in ResNet was important

· Peeter also kept Fay well informed of the project’s progress

· Peeter provided necessary resources to help his people succeed

Verifying Project Scope

· Peeter focused on the broad goals of the project, then the details

· Peeter was notorious for having long meetings to clarify project scope

· Peeter and Fay planned for incrementally developing the ResNet interface by budgeting for people to continue developing enhancements.  The scope was limited by what they could do, so users focused on the most important enhancements

Assuring Quality

· Industrial engineers analyzed the reservations process and developed techniques to measure the impact of ResNet

· This work helped justify spending money on ResNet and in developing the user interface 

· The team also followed internal procedures for software development and hardware installation

Disseminating Information

· Communication was a key factor in ResNet’s success

· “Fear of the unknown is detrimental to a project,” said Kathy Christenson

· The ResNet team disseminated project information often and in different ways to meet stakeholder needs

Change Management Teams

· The ResNet team set up change management teams at each office to keep them informed

· Training at each office included brief one-on-one sessions with each agent in addition to formal classroom training

· ResNet management wanted to address unique questions and concerns of each agent

Procuring Necessary Resources

· ResNet involved procuring many off-the-shelf hardware, software, and networking products

· Arvid Lee was instrumental in working with various vendors, and he used his expertise and experience to the company’s advantage

Training Users to Develop Code

· Recall that a lack of user involvement is the main reason why many IT projects fail

· A critical decision concerning the ResNet interface software was to have users—sales agents —help to write code

· Peeter interviewed interested agents and worked with their union to be fair

· 6 sales agents and 3 IS staff wrote the bulk of the ResNet interface after attending a training course by Qantas

Agents’ Reactions to ResNet

· "This computer is just wonderful. (… etc. All comments were positive)

Chapter 15: Controlling

What Is Involved in Controlling Projects?

· Controlling is the process of

· measuring progress towards project objectives

· monitoring deviation from the plan

· taking corrective action to match progress with the plan

· Controlling cuts across all of the other phases of the project life cycle and involves seven knowledge areas

Schedule Control

· Peeter’s philosophy was to avoid schedule changes by determining important milestones and setting realistic completion dates

· Football analogy:  Keep making first downs and you’ll score touchdowns!

· Peeter sacrificed some functionality in the system to meet schedule dates

· Everyone knew what key milestone dates were and that Peeter was serious about meeting them

Scope Change Control

· Everyone worked together to determine the scope of the project

· The 1996 ResNet kickoff meeting clarified scope and emphasized the shared responsibility in making the project a success

· Agents requested over 11,000 enhancements to the software.  About 38% of them were implemented based on priorities and time and cost constraints

Quality Control

· The agents helping to write the code knew what shortcuts people might try, so they built user-friendly, foolproof software

· The industrial engineers used statistics to create random samples of agents to test the system

· Two quality control reports were very effective in tracking the quality of the system

Performance and Status Reporting

· Reports emphasized

· key issues

· decisions that needed to be made

· numerical progress on the project

· Important numbers tracked were the number of PCs installed, the average call handle times for sales agents, and the number of calls resulting in direct ticket sales

Managing Resistance to Change

· ResNet team members did not think of change management in the traditional view of handling change requests

· The ResNet team focused on managing people’s resistance to change when introducing a new system

· ResNet included a full-time analyst responsible for change management

· There was a change management plan and teams at each office

· Training helped reduce the fear of change

Chapter 16: Closing

What Is Involved in Closing Projects?

· Closing processes include gaining stakeholder acceptance of the final product and bringing the project or phase to an orderly end

· Closing verifies that all of the deliverables have been completed

· A project audit is often done

Transition Planning

· It is important to plan for and execute a smooth transition of the project into the normal operations of the company

· Most projects produce results that are integrated into the existing organizational structure

· Some projects require the addition of new organizational structures

· Some projects end by extinction (removing resources) or starvation (reducing them)

Administrative Closure

· Administrative closure involves

· verifying and documenting project results to formalize acceptance of the products produced

· collecting project records

· ensuring products meet specifications

· analyzing whether the project was successful and effective

· archiving project information for future use

· NWA had several reviews of the benefits of ResNet

ResNet Audit

· A formal project audit was completed on December 10, 1996

· Two main questions addressed:

· What benefits, in terms of selling and call handle time, have been realized by the Reservations Department as a result of ResNet?

· How do those real results compare with projected results in the PR2 plan?

Audit Answers to Questions

· The Reservations Department has significantly increased selling as a result of management leadership, the market environment, and the opportunities provided by ResNet as a selling tool

· While increased selling, new hires, E-ticket sales, and other factors have increased Reservations' average call handle time for 1996, statistics support a handle time benefit from ResNet conversion  

· Of the two items audited, the higher than expected increase in selling compensated for the shortfall in call handle time, resulting in a net gain of $0.8 million to Northwest Airlines in 1996 versus the PR-2 projections.

Final Audit Report Results

· ResNet greatly surpassed expectation

Audit Methodology

· The audit methodology showed the amount of rigor that NWA put into its project audits and benefits measurement Experts analyzed historical information and ensured that data was not biased

· Several statistical techniques were used to develop and measure the benefits of ResNet

ResNet Final Recognition Party and Personnel Transition

· Peeter and his team knew how important strong starts were, and they also wanted to have a strong finish

· A final recognition party celebrated everyone’s achievements on ResNet

· Peeter again authorized funds to hire actors to help organize fun events like the ResNet Rap performance

Lessons Learned

· Although the ResNet team did not write any formal lessons learned, Peeter, Kathy, and Arvid shared the following advice:

· Let workers have fun

· Beginnings are important

· Top management support is critical

· Managing change is 50% of project management

· Make management reviews interactive

· Set realistic milestone dates, and then stick to the schedule as much as possible

· Plan at a workable level

What Is Next For ResNet?

· Business and market forces have added new requirements to ResNet

· Kathy Christenson is leading the ResNet+ project to add more capabilities to ResNet

· NWA is focusing on business needs as the basis for the new project

