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About This Book

return the favor by elevating your ability to lead a project team, raising

your understanding of the situations you will face, and increasing your
skill of effectively communicating and managing the expectations of those important
to your projects.

W elcome and thank you for picking up this book! It is my hope that it will

In addition to covering the concepts implied by the book’s title, a main objective
of the text is to accommodate readers’ varied preferences and learning styles. The
writing and resources included in the text are designed to be useful to all, but your
learning style will contribute to your understanding and application of the concepts
and practices included.

How You Learn

I have tried to structure this book so that it appeals to the many diverse learning
styles readers bring to the text.

Some readers may choose to read the book cover-to-cover in one or two sessions. To
accommodate these readers, I've carefully considered which managerial concepts to
include and which to omit; I've also been deliberate with the ordering of chapters
and the central ideas which lead into and build on each other—these decisions
will benefit the type of reader who will keep the text as a resource to reference
when needed. To further support these readers, I've included an extensive table of
contents, exhaustive index, and numerous cross-references throughout the text. 1
understand that the speed at which this type of reader can connect their need for
a refresher with the material they’'ve read is important—to these readers, value is
mined out of a book on a situational basis, and they tend to have a mastery of
knowing where to find information, thus placing less value on memorization.

vii
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Other readers prefer to intentionally limit how much they read in one sitting so they
can ruminate over what they’ve just absorbed. Once they have completed a book,
these readers are likely to never open its pages again. If they choose to keep the text
itself, it’s often used as a memento—these readers relish the opportunity to pass it
along to another person who may find it useful, and its existence on their shelf is
tied to reminding them of an experience rather than its availability to be used as
a reference. To support this type of learner, I've included resources and exercises
both within and at the end of chapters. These questions and scenarios are designed
to deepen understanding and retention of the material, taking longer to complete
but also giving the reader an opportunity to visualize and apply what they’ve just
learned.

Finally, other readers have enrolled in a class or training that includes this book as
a reference. These readers are likely to employ some combination of the two reading
styles listed above. If you are one of these readers, your instructor has likely seen
value in the concepts covered herein and has crafted a curriculum unique to your
situation (whether academic or industry). To support this situation, the text adopts
many of the conventions of a textbook, with clear chapter structure, activities,
glossaries, questions and exercises, academic citation of sources, and “courseware”
(slides, curricula, etc.), which are available on the publisher’s website. It is my hope
that you will find both the instructor’s efforts and the resources you retain after
training valuable, honing you as a professional and increasing your ability to cope
with and manage the situations you’ll encounter in the future.

Book Structure

A Dbrief description of what each chapter covers has been included in the Brief
Contents at the beginning of this book. Generally, chapters flow into each other
and link the ideas and practical coverage of concepts into one another. To build
this cohesiveness, I've liberally used cross-references throughout the text. Chapter
6, titled Pitfalls to Identify and Avoid, concludes the book by presenting several
common (negative) scenarios, which give readers a chance to apply what they’ve
learned appropriately to each situation if it were to occur.

In addition to content, most chapters include a “chapter tool” and additional re-
sources after their conclusions. Each chapter tool is designed to give the reader a
practical, relevant resource designed to create a measurable effect on their individ-
ual, team, or overall project development. Resources at the end of each chapter
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include key terms (with page references), review questions (with answers and page
references on page 223), exercises (designed to deepen thought and understanding),
and notes (citations, etc.).

After the conclusion of the final chapter, an appendix has been added, titled Ag-
ile: The Future of Projects? This chapter looks at the evolution of project man-
agement through the lens of a rapidly-expanding trend known as Agile Methods.
Originally reserved for software engineering, Agile (and its most popular variant,
Scrum) has been making headway in fields as diverse as mechanical engineering and
agriculture. The goal of this appendix is to demonstrate Agile’s relevance to your
project by exploring its methods, values, and techniques.

Scope of this Book
“Scope,” a term further discussed in chapter 2, is defined as what is and isn’t in-
cluded in something. The scope of this book has been intentionally limited to what
new project leaders are likely to need the most. I've included concepts such as
understanding how to estimate time and effort and risk management, while I've in-
tentionally excluded managing budgets, finding personnel, and acquiring materials.
(Time management is essential in all projects, and thus required in a text with this
scope, but there’s a good chance that a new or early-career project leader will not
have wide discretionary control over their budget and human resources; in addition,
they may also be required to follow standard organizational procedures for materials
acquisition, thus limiting the benefits of any exhaustive discussion this text could
provide.)

Another reason to limit the scope of concepts discussed in this text is brevity. The
prevalence of online and bound material in each subject area should help the reader
easily find the resources (beyond those in this book) that they need. Indeed, en-
tire books are available which cover what may only warrant one page in this text.
In many cases, understanding the core concepts allows readers to extrapolate and
expand the concept on their own. For instance, precedence, a concept covered in
chapter 3, includes finish-to-start task sequencing, but omits its logical counterparts,
finish-to-finish and start-to-start, both because these are less common precedence
types and because they are easy to understand if the root concept is clear.

In general, this book strives to provide practical and straightforward “best practices”
in each area it covers. It’s important to understand that this is by no means the only
or even the appropriate way to approach these topics, for all readers. Organizations,
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industries, and teams vary quite wildly in their standards, practices, and practical
approaches to many aspects of leadership, communication, and project work. With
these things in mind, my hope is to raise the awareness of common practices—
readers should adopt the useful elements of the text and make improvements to
their team and project interactions as opportunities arise.

Dividing Your Attention

Throughout the book, I've attempted to avoid the page-after-page-of-text format
found in most nonfiction. In addition to relevant illustrations, charts, graphs, and
even a few cartons, you will find four types of callouts denoted by different icons:

“Think About This”

This denotes a way that you may apply a concept to your own work
situation, profession, or personal life. Thinking of examples will help
you remember and ultimately apply the concepts in the future.

Resource

Many of the concepts covered in this book are covered more comprehen-
sively in other sections or chapters, and by other authors. When you see
this symbol, expect to also see a cross-reference, book title, website, or
other resource that will give you related or more thorough information.

Exercise

In some cases, completing a brief exercise while reading may enhance
your understanding of the material. Callouts with this symbol will
include instructions for completing a short exercise. Additionally, the
end of each chapter includes several review questions and exercises that
address the major topics discussed in that chapter.

Tool

This denotes a simple tool or concept that has the potential to assist you
with planning and executing your project. Most chapters also feature
or conclude with a helpful tool and related activity.

It is my sincere hope that this book has a positive impact on your future projects
and your ability as a leader. Now, on to the content!



Understanding Leadership

In this introduction, we explore what it means to be a leader and how to match
your leadership style, influence, and motivators with the culture of the team you
are leading. Additionally, this chapter explores who is important to the project and
provides a basic understanding of the field of Project Management.

the empowerment of telling others what to do. Alternatively, it may evoke

the responsibility, or the burden of leadership. Others associate it with honor,
duty, or calling, speaking to the ideals of a leader. Frequently, we debate whether
leadership is a natural ability available to us from our earliest social interactions
or simply a skill to be mastered with the proper training and practice. Regardless
of what your feelings are about these concepts, it’s important to remember that
leadership is all about people. John C. Maxwell put it best:

L eadership means different things to each of us. To many, it means authority—

Leadership is not about titles, positions or flowcharts. It is
about one life influencing another.!

John C. Maxwell

John has written many well-known books on leadership, including The
21 Irrefutable Laws of Leadership and The 360° Leader. Many consider
these books required reading for effective team leadership. (They're also
available in audiobook form.)



2 CHAPTER 1. UNDERSTANDING LEADERSHIP

1.1 The Leader’s Title

A leader can have many titles. Classics such as “Manager” and “Supervisor” refer
to a specific title, but what about the experience these titles assume?

What's in a Name?

On a piece of paper, jot down the following list of terms, then quickly
place 1 or 2 plus signs (+) or minus signs (—) next to each term based
on how that term makes you feel: either positive (4) or negative ().

Boss e Dictator ¢ Teacher ¢ Expert o« Tyrant ¢ Manager
Mediator ¢ Coach ¢ CEO e Parent e President ¢ Mentor

When you read these titles, did you think of an individual in your own life? A public
or historic figure? Maybe even about their leadership style?

A leader’s title is most often an interpretation of their own leader or boss—a set of
words that is supposed to represent or summarize their job function or the division,
area, or field to which they are assigned. Titles rarely communicate the subtleties of
what the job entails, the difficulty it contains, or the uniqueness of the team that’s
being led. As an example, many team leaders have Project Manager as their job
title—the word project is clear enough here, but what about manager? Does this
mean they can hire and fire people? Are they setting strategy? Or are they just
managing the to-do list and a few meetings?

To find the answer, we must break down the idea of team leadership into its di-
gestible components: leadership styles, types of influence, motivations, culture, and
an understanding of who is being led.

1.2 Leadership Styles

Every individual has a preferred leadership style; every team does, too (part of their
culture, a concept covered later in this chapter). As individuals, leaders also migrate
towards a particular style. In addition to the mechanics of the leadership style itself,
all leadership experiences also emphasize one of three things: the leader, the team, or
the individual team members, as well as an approach that prioritizes productivity
or harmony. In their book on leadership, Goleman, Boyatzis, and McKee define
several key styles:?



1.2. LEADERSHIP STYLES

Affiliative

This style emphasizes connection, harmony, and conflict
resolution above all else. It’s especially effective when
conditions have left a team in need of “repair.” Though
affiliative leadership is often effective at boosting morale,
it leaves a potential for abuse; poor performance can
go uncorrected and team members may begin to per-
ceive that mediocrity is acceptable as long as harmony
is present. This type of leadership works best in combi-
nation with others.

Authoritarian / Commanding / Autocratic

When many think of leadership and authority, this style
usually comes to mind. Classically used by the military
and often portrayed across media, authoritarian leader-
ship is most effective when a team is in crisis or drastic
remediation is needed. Because it relies heavily on criti-
cism and rarely focuses on achievement, it can undercut
morale and cause some of the best team members to seek
options elsewhere. In most organizational structures, it’s

Emphasis

Harmony  Productiviry

Emphasis

Harmony  Productivin

best to avoid this leadership style or to only implement it temporarily.

Coaching

Coaching focuses on connecting individual goals with
those of the team, which shows team members how to im-
prove their productivity. This style of leadership works
best with individuals who are receptive, show initiative,
and want to grow as professionals. If applied heavy-
handedly, team members can feel “micromanaged,” and
will feel that their self-confidence is undermined. Finally,
unmotivated individuals may not even respond to coach-
ing, which requires a strategy change.

Democratic

Relying on the skills and knowledge of each team mem-
ber, democratic leadership effectively fosters the group’s
commitment to its goals. This style works best when
options or decisions are unclear and the group has ma-
ture professionals who are comfortable making decisions
collectively. But, when a crisis or deadline warrants a

Emphasis

Harmony  Productiviry

Emphasis

Harmony  Productiviry

Leader Team Individual
Focus

Leader Team Indmidual
Focus

Leader

Team Indmwidual

Focus

<

Leader

Team Indwidual

Focus



4 CHAPTER 1. UNDERSTANDING LEADERSHIP

quick, decisive decision, this consensus-building technique may take too long (mak-
ing another technique more appropriate).

Laissez-faire

In a laissez-faire environment, team members have com-
plete freedom to make decisions concerning their work
assignments, their pace, and how work is completed. In
this situation, the leader should offer guidance or sup-
port (materials, resources, etc.) when requested or when
their need is apparent. This leadership style works best e Ton - R
when team members are extremely proficient and prop- Focus

erly self-motivated. Though “guided freedom” is appeal-

ing to most, it requires leaders and team members to be honest about whether this
style is most effective for them, and once implemented, whether it’s working.

@.

Emphasis

Harmony  Prod

Pacesetting

A pacesetting leader has a high, almost obsessive stan-
dard for their own performance and expects team mem-
bers to follow suit. Simply stated, they “lead by exam-
ple” Unfortunately this type of leadership has the po-
tential to make others feel like they’re constantly failing
if they can’t keep up all the time. This style works best T e T

with a highly motivated team (see Motivators on page Focus
7).

Emphasis

Harmony  Produetiviry

Transformational / Visionary

A transformational leader focuses on creating and com-
municating a vision for the future, challenging and inspir-
ing team members with a sense of purpose and excite-
ment. Because they’re less likely to feel limited by cur-
rent perceptions, these leaders are often effective when a
recent failure has negatively affected the team, as they - Ton | R
push the team to take ownership of their future success. Focus

What’s more, these leaders are highly effective at ad-

dressing the mundane, stabilizing everyday situations gone awry. It’s important for
a transformational leader to have a realistic view of the strengths and weaknesses
of each team member, which helps avoid disenchantment.

WOV

Emphasis

Harmony  Pr




1.3. INFLUENCE 5

Your Preferred Leadership Style

Of those listed above, which leadership style do you prefer the leaders
in your life to use? Does it differ based on the job or environment you
work in? What style do you gravitate toward when leading others?

Obviously, most leaders use a combination of these styles, and it’s important to
note that their primary leadership style is often influenced by their personality,
their expectations, and their own past experiences with leaders. By evaluating the
needs of your team, the features of the project, and approaching the situation with
a willingness to learn and adapt, you will gain the experience needed to successfully
apply these leadership styles as you learn to manage teams effectively.

At the same time, it’s important to remember a couple of traps you could fall into
while choosing a leadership style:

o Inflexibility: Some leaders choose a style and never change. This can be
out of habit or a fear of change and in many cases, previous success operating
under that style has convinced them to keep it. However, it’s important to
be flexible and to choose the appropriate style when it’s needed, while also
having the boldness to implement it properly.

e Circumstance: In many cases, a leader feels that a style is preferred either
because it’s the best fit for their team or because they think it’s superior to
other styles. But in the face of deadlines, conflict, or personal difficulties,
leaders may be forced to suddenly switch to a less preferred style (we’ve all
heard of the coach who degrades into a screaming tyrant when the game isn’t
going well). Remember, each leadership style is useful with certain people and
circumstances, but at all times, it’s important to deliberately choose to change
styles and to never let your circumstances force you into a less effective style.

1.3 Influence

At this point, we should distinguish between leadership style and how that lines up
with why those you're leading choose to follow. This is called influence, and there
are many types and combinations of influence that will help you become a stronger
leader. Note that each member of a team has some influence on their peers, either
positive or negative. Social psychologists John French and Bertram Raven identified
five core types of influence:?



6 CHAPTER 1. UNDERSTANDING LEADERSHIP

Formal / Legitimate

Formal influence (authority) is the classic supervisor-supervisee structure, though
there may be more than one leader over each individual. Inside this multi-level
hierarchical structure, power comes from individuals recognizing the authority of the
leader’s position. A well-known example of this is a CEO who has formal/legitimate
influence over the employees, resources, and overall strategy their company must
follow.

Penalty / Coercive

Penalty/coercive influence derives its power from the fear of loss or punishment.
Examples of how this may play out for a team member may include the loss of one’s
job, a demotion, a pay decrease, or the revocation of desirable circumstances such as
preferred projects or the corner office. A classic example of this is a sales manager
who tells underperforming team members that they will be replaced if goals aren’t
met.

Reward

Reward influence often goes hand-in-hand with penalty/coercive—desirable actions
are rewarded by those who hold this type of power. In addition to obvious incentives
such as pay increases, those using reward-type influence can offer things like public
recognition or greater autonomy (see Motivators in the next section). An example
would be a teacher who rewards class participation with a longer recess period.

Expert

In some cases, individuals have influence because of their level of skill, experience,
or knowledge, and they’re labeled experts by those on whom they exert influence.
Because there are so many areas in which someone can be an expert as well as
many levels of expertise, most team members exert at least some influence on those
around them. An example of expert influence might be a statistician who helps a
team interpret data for a project.

Referent

Derived from trust and respect, referent influence often takes time to earn. When
people are consistently happy with the way someone handles situations, their levels
of trust and respect grow for that person, giving that individual influence (see Build-
ing Trust on page 125). An example might be a coach who is known for preventing
team members from bullying one another.
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Being Influenced

Of those listed above, which type of influence do you respond well to?
When you think of colleagues who have had the most positive influence
on you, which types of influence did they have? Which could they have
used, but chose not to? Did they apply the same types of influence to
everyone?

Like leadership styles, the culture of teams (discussed later in this chapter) and
the personalities/past experiences of individuals mean that there are often styles
of influence that are more appropriate to individual situations and team members.
In some cases, using the wrong type of influence can have a detrimental effect—an
example would be threatening (penalty/coercive influence) a highly qualified key
team member who can easily gain employment elsewhere, where expert or referent
may have been a better strategy in this situation.

1.4 Motivators

Leadership style and influence are critical components of workplace interactions,
but why do we do the work we do? Living expenses are what force us to come to
work, but motivators are what make us want to come to work. Some of the more
well-known motivators include:

Money / Power

Though there are differences between them, the desire to acquire money or power
is often motivating enough. These individuals are extremely interested in “moving
up” or achieving the next step, expecting to earn a bump in pay or authority.

e Classic Examples: Salespeople, CEQO’s, Politicians

Recognition

Some people really want to be noticed. Although some see their professional col-
leagues as competition, many draw their energy from a few words of affirmation.
These words, most effective if spoken publicly, validate their work and help them to
feel socially accepted.

e Classic Examples: Entertainment, Lawyers, Interns
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Interpersonal Relationships

Our coworkers have the potential to make-or-break our enjoyment in the work-
place, but some people place more emphasis on a culture of cooperation. By simply
spending time with a team member who is motivated by interpersonal relationships,
a leader can significantly help them feel valued.

e Classic Examples: Religious Leaders, Social Workers

Autonomy / Interesting Work

Though few prefer the monotony of repetition, some make it their life’s mission
to constantly seek the new and exciting, blazing out on their own to conquer it.
Though few jobs are 100% autonomous or original, these people are energized by
the portion of their work that is.

o Classic Examples: Architects, Engineers

Purpose

Some professions have the added benefit of serving a greater purpose to society
in addition to paying the mortgage. Humanitarians get a lot of attention, but
that doesn’t mean other professions can’t derive purpose as well. People who are
motivated by purpose want to feel a connection with a cause larger than themselves.
Though your project may not seem to fit the bill, sometimes simply asking a team
member what is important to them is enough to tap into this greater sense of
purpose.

e Classic Examples: Doctors, Teachers, Military

Mastery / Exploration

Sometimes motivation is hard to nail down. People who are motivated by mastery
or exploration are often energized by overcoming challenges and finding creative
solutions to problems. Although these individuals may seem to exist in another
place altogether, leaders can help hone these individuals’ creative drives by providing
dedicated space and resources or extending project deadlines.

e Classic Examples: Artists, Scientists

Intrinsic and Extrinsic Motivators

Though the reasons behind each are complex, experts generally sepa-
rate motivation into two categories: extrinsic motivation and intrinsic
motivation.* Extrinsic motivation is generally linked with an external
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outcome or pressure, such as a physical reward, originating from
someone else. Intrinsic motivation comes from within, and involves
an inherent and internal satisfaction that comes with completing an

activity.
Extrinsic Motivators Intrinsic Motivators
Money / Power Autonomy / Interesting Work
Recognition Purpose
Interpersonal Relationships Mastery / Exploration

Although certain job positions or market domains may seem to hold a correlation
with one or more of these motivators, it’s important that a leader doesn’t assume this
connection with individuals on their team. Even more important, a leader shouldn’t
assume that their team is motivated by what motivates them. As an example, the
CEO of a successful startup and their team of engineers will most likely have wildly
different motivators—they have different reasons for coming to work.

One of the largest dangers involved with having a diversity of motivators is that
some individuals may be biased towards or against other team members’ motivators.
For instance, if you're primarily motivated by interpersonal relationships, you may
judge someone who seeks money or power as shallow. On the other hand, if you're
motivated by money, you may have a hard time believing that others are truly
motivated by the interpersonal as you constantly look for their “angle.” It can be
hard to dissolve these types of assumptions because of a cognitive bias known as
the false-consensus effect.® Ultimately, understanding and accepting the spectrum
of motivation is important and can pave the way towards better relationships with
those around us.

Even still, a bias towards one’s own motivators can also be problematic. Throughout
your upbringing, if those around you taught you—directly or indirectly—to value
one type of motivation over another, finding yourself primarily preferring another
motivator may cause internal conflict. For example, your low-paying career may
give you a sense of purpose (perhaps your strongest motivator), but it doesn’t help
fight the feeling that you aren’t really succeeding because you’ve internalized your
parents’ belief that financial security is of primary importance.

It’s also important to remember that though one motivator may be more important
to certain individuals, it’s critical to strike the right balance of motivators between a
team and its individuals. Obviously, few employees would show up to work with no
salary even if money weren’t their primary motivator, but if this primary motivator
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isn’t regularly met, their contribution level might suffer (and they may ultimately
seek other employment).

Your Motivators
After reading the text above, what are your motivators? Which is
the most prominent? Are they the same as the people around you?
Have they changed over time? Are they different in your personal and
professional life?

A final point: there are strong, sometimes unnoticed, interactions between motiva-
tors that run the risk of becoming “demotivators.” Take, for instance, a team mem-
ber who scores money low on their list of motivators: If they found out that another
team member, of a similar caliber, were receiving more pay, they might start feeling
demotivated because they perceive this to be an interpersonal problem—which is,
after all, another motivation category—between their boss and them.

Though the preceding paragraphs copiously describe the dangers of divergent moti-
vators, it’s important not to get discouraged. In childhood, we learn that trying to
get others to do what we want is a part of our human reality; this realization gives us
the tools we need to observe others, discern what motivates them, and try different
approaches at getting what we desire. Similarly, our own motivations play a huge
role in our lives (both personal and professional)—figuring out how to leverage them
is an important part of the maturation process. As such, just being aware of the
spectrum of motivation and the dangers that may present themselves is a critical
first step in understanding how to appropriately motivate others—and ourselves.

The leadership styles, influences, and motivators we’ve discussed thus far all affect
how leaders and team members work together to get things done. But what’s not
always clear is how these integrate into the workplaces and industries we share,
creating cohesion among bosses and workers and among leaders and teams to push
everyone along the path toward a final goal. The answer is culture.

1.5 Matching Leadership with Culture

Because leadership is fundamentally important to the success of a team and an
organization, it’s extremely important for a leader to understand style, influence,
and motivation. Though many people rely purely on instinct when leading others,
those who are more successful choose to evaluate the people, history, context, and
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choices available to them before using a particular leadership style. In this regard,
the culture of an organization is extremely influential. There are many elements to
culture, and anyone in a team environment must consider the following:

e The industry, domain, and nature of the business

e The history of the organization and team

o Existing leadership principles

e Organizational mission and values

e The recruitment practices of the organization or team

e Individual team members’ personalities, work history, etc.

e The physical work environment or ambiance

o Stakeholders, clients, and other external parties

e The way that the team resolves disputes and communicates

These circumstances affect how an organization or team chooses to conduct busi-
ness, what’s valuable to them, and their global expectations inside their industry.
Essentially, an organization or team’s culture is its personality. Like people, orga-
nizations have multifaceted personalities, each influenced by the various viewpoints
they assemble, adopt, and question. Often, these include:®

e How much risk to take in projects and in the marketplace
o Level of attention to detail

o Emphasis on outcomes or on process

o Competitiveness/aggressiveness

e Supportiveness of its members and reward structures

e Amount of teamwork vs. individual achievement

e Decisiveness and decision making methods

e Orderliness or level of bureaucracy

Leaders and experts alike spend countless hours trying to understand the culture
of an industry, a specific organization, and even the acute culture of an individual
friendship. An important early step in understanding culture is awareness of peo-
ple’s different circumstances and attitudes, which will help you meet them where
they are with respect to their beliefs and values. Strong leaders understand the
situations they will find themselves in will change; as such, they’re constantly aware
of various leadership styles and types of influence that help them use this constant
change to their benefit. These styles become tools, helping the leader in day-to-
day operations and allowing them to identify which tools are being frequently used,
which may be appropriate in other circumstances, and when a strategy change is
needed.
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The Situational Leadership Model

Paul Hersey and Ken Blanchard’s Situational Leadership Model breaks
leadership style into four basic types (telling, selling, participating, and
delegating) and matches the most appropriate type with the capability
and confidence/motivation of the individual(s) being led.” Telling, for
instance, involves direct, one-way communication and is best used for
inexperienced team members who are unwilling to take direct responsi-
bility. Delegating is at the other end of the spectrum. It requires leaders
to only make important strategic decisions and to rely on team mem-
bers to “get things done.” For more information, search “situational
leadership theory.”

1.6 Who We Lead

Though a team leader may not realize this, they are responsible for leading many
different groups. Leadership, as discussed in this chapter’s introduction, doesn’t
require direct authority; rather, it implies intentional interaction with others in a
way that affects the project. To really understand this, it’s important to understand
the many groups with which a project leader may interact.

Stakcholders

Customers

Projeer Team

Stakeholders

Stakeholders are people who can affect or are affected by the execution or outcome
of a project. They can be identified as individuals or groups with similar character-
istics and needs. It’s important to always be on the lookout for new or previously
unnoticed stakeholder groups. Here’s an often-overlooked example: Do members of
your team also work for other projects or departments? These other departments
or projects probably contain stakeholders who are worth your consideration.
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Customers

Customers are often the most affected by the outcome of your project, though they
frequently don’t have visibility into its inner workings. While executing a project,
it’s important that the project leader advocate appropriately for this group. Note
that customers may not always be external to your organization—they may be from
another division, or even someone you work with on a daily basis.

Management

Management is often overlooked as a stakeholder group because, in many cases, the
project leader directly reports to them or feels that they can or should advocate
for themselves. What many don’t realize is that this group often requires the most
intentional leadership effort, especially considering that their ranks may overlap
with other stakeholder groups.

The Project Team

The team is not only the most obvious group, but also the most vital. A team leader
often needs to consider questions like: What if my team is split between another
project? What about team members who are more senior or have more experience
than I do? If my team members don’t report directly to me in the organization,
how do I lead them without formal authority?

As you’ve noticed, considering who is involved in a project often reveals a full circle
of stakeholders: people we report to, people who report to us, people at our same
level, and people outside the organization altogether are suddenly implicated in the
project we’ve set out to complete. These combinations make the challenges, tools,
and methods we must face and use circular as well. For the sake of the project and
what it represents, we must find a way to lead those around us, even if they’'re our
boss. This practice is part of the discipline of project management.

1.7 The Discipline of Project Management

Before continuing any further, it is important to address the term “Project Manager”
and the discipline it entails. In its most direct form, Project Management itself can
be defined as a “discipline”—a job category, which typically refers to someone who
is responsible for leading a project. Somewhat related to this, but distinct in its
own right, “discipline” also refers to the idea of controlling ones behavior, known as
self discipline, which involves a range of skills and considerations.
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The Project Manager

According to the Project Management Institute, a well-respected international orga-
nization known for its project management standards, local membership chapters,
and professional certifications, “The project manager is the person assigned by the
performing organization to lead the team that is responsible for achieving the project
objectives.”®

Because the need to manage a project is so widespread, the title this person holds
can vary significantly. Many variations on this title include the word “project,” such
as Project Manager, Project Director, Project Planner, Project Coordinator, and
Project Leader. Others invoke the word “team”: Team Leader, Team Coordinator,
and Team Manager. Occasionally, titles are more specific to a rank, discipline, or
company’s jargon, such as Implementation Manager, Delivery Manager, Program
Manager, or Technical Lead. Regardless of title, these individuals are responsible
for leading a team towards an established goal—this means that in order to “earn
their keep,” project managers must provide more value than what it costs to employ
them.

Project Managers are often frustrated by knowing exactly what that word “manager”
means. Those on the outside looking in may assume that it means “manager” in
the classic sense—someone who has subordinates, tells them what to do, and exerts
formal influence (covered earlier in this chapter) over them, including the ability to
hire and fire them. Project managers know that this is often not true—in many
cases, project managers don’t have the ability to terminate a member of their team.

In this example, the word “manager” refers to the management of the project itself,
a complex endeavor that requires a great deal of patience, endurance, and skill. If
there is one feature that brings the discipline of project management together, it’s
the fact that the project manager must pay attention to many different aspects of
a project simultaneously—time, resources, team members, results and reports, to
name a few. The remaining chapters of this book break this juggling act down into
digestible components and outline the core elements of every project that managers
should understand in order to be successful.

Project Management Certifications

As in many other business disciplines, project managers can earn offi-
cial certifications, which open doors to the job postings they seek. The
Project Management Institute’s (pmi.org) Project Management Profes-
sional (PMP) and Certified Associate in Project Management (CAPM)
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are the most well-known and respected of these certifications. Available
worldwide, they require varying levels of experience, education, and the
completion of a rigorous application and examination process.

Professional Discipline and Ethics

The other use of the word “discipline” refers to the domain of self control—controlling
your behavior while you manage a project. Many of the concepts covered earlier in
this chapter, such as choosing a leadership style, properly influencing others, and
considering the culture of an organization or team are all aspects of this. Each of
these requires you to consider outside factors, apply knowledge, and make decisions
as best as you can in order to move forward.

But what about internal factors? What about the way we apply discipline to our-
selves? Self-discipline is guided by our ethical standards, which include our personal
“code of ethics.” A personal code of ethics is considered by many as the basis for
living in a community—the culture of that community is shaped by the individuals
who are a part of it, and in turn, those people are shaped by their own ethics. This
may seem simple, but as professionals we comprise many different communities:
among others, these include our profession, organization, team, and the domain (or
field) in which we participate. Each of these requires us to apply our own ethics
appropriately.

Whether you are a team leader or a team member, you should consider the follow-
i 9
ing:

¢ Your qualifications: When considering taking a job or task, ask yourself
if you have the skills and ability to complete the duties associated with it.
Accepting work beyond your capability presents a risk to the project and your
team. It’s important to understand that this doesn’t mean you shouldn’t
“stretch” yourself, but rather be honest to those around you regarding your
experience and capabilities. It’s also important to note that disclosing this
type of information will not always result in your being pulled from the task.
Sometimes it can have a positive outcome such as the project leader choosing
to assign you a mentor, partner, or training program to help you gain the skills
needed to complete the work.

e Protecting information and the project: In some cases the project you
are working on might contain proprietary information; if this is the case, con-
fidentiality is imperative. Along with this, it might at times be necessary to
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report unethical behavior conducted by others.

e Directly dealing with conflict: This means confronting conflict head-on
rather than avoiding it. In most cases it is preferable to openly discuss conflict
with the other party or parties rather than dealing behind their back (see
Managing Conflict on page 126).

o Disclosing conflicts of interest: A conflict of interest is a situation where
the concerns or motivations of two parties may be incompatible. A common
example could be a supplier to a company which is owned by an employee
of that company. It is important to remember that just because a potential
conflict of interest exists, there isn’t necessarily a problem or impropriety to be
corrected—disclosure presents the opportunity to seek acceptable resolutions
and move forward.

¢ Maintaining an attitude of mutual cooperation: This means considering
others when making decisions related to your work. When seeking resources
as a project leader, are you considering other work already in progress? As a
team member, are you properly dividing your time rather than working on the
tasks you prefer? Are you protecting the reputations of your team members
and colleagues? When you make a mistake, are you “fessing up” to it? Are
you asking others about their preferences instead of making assumptions?

e Advocating for team members: Whether we like it or not, individual suc-
cess is often linked to the success or failure of the projects to which we are
assigned. The absolute complexity of these projects can result in a skewed
“view from the outside” that may have a very real—even detrimental—effect
on the careers of team members. Are you taking credit for the work of oth-
ers? Are team members being recognized for their hard work? Are people
being unjustly blamed for failure? Is there “blamestorming” (see page 180)
happening?

Most ethical decisions fall within the domains of communication and leadership and
involve a series of continuous decisions made by each member of the team. By
seeking to maintain a “culture of ethics,” the project leader and each team member
can simultaneously provide a better environment for the team and increase the
likelihood of a successful project.
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1.8

The Modern Project Manager

What effect does the information age have on project management?
The modernization of projects and their leadership doesn’t just bring
computers into projects—it also brings other dynamics like shared file
spaces, work-flow engines, and social-collaboration tools. Increasingly,
managing a project has come to include non-tangible, virtual files, in-
cluding versions of work products and documents on remote servers,
online conversations that include action items/decisions/commitments
to be tracked, and the very real possibility of security or information
breaches. Effectively engaging as a project leader requires more than
familiarity with these tools—it requires a commitment to considering
their ethical implications and actively managing them on a daily (often
hourly) basis.

Chapter Tool: Who We Are as Leaders

True understanding of leadership style, influence, and motivators extends beyond
a basic grasp of each concept. It requires us to look at ourselves as well as those
around us and observe which styles, influences, and motivators are likely to be most
effective in a given situation. The “test” below is designed to help with just that.

Self-Evaluation Test

On a sheet of paper, quickly and honestly answer each of the following
questions. After that, “score” your answers based on the information
on page 19 and consider what the results may mean for you as a leader
and a follower.

1. I believe the quality of a student’s education is more influenced by:
(a) The quality of their school
(b) Their individual commitment to learning
2. Regarding my goals, I believe:
(a) Reaching goals involves luck as much as anything else
(b) I have the skills needed to reach my goals
3. When learning a new topic, I prefer to:

(a) Become as proficient as needed in the topic
(b) Master the topic
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When it comes to science and art, I believe they:

(a) Should be carried out with a specific purpose in mind
(b) Are most effective without external motivation

. Rank these situations from most to least frequently encountered in

your professional life thus far:

(a) Part of a team working together to solve a problem
(b) Seeking products or solutions that effectively meet my needs
(c¢) Directing others to complete work on time and at cost

(True/False) My coworkers and colleagues consider a person’s title
more important than that person’s ability to reward or punish them.

(True/False) People generally seem to fear penalties more than they
respond to the opinions of experts or rewards for their behavior.

(True/False) When it comes down to it, I believe people generally
respond better to incentives than expert opinions or longstanding
positive relationships.

(True/False) In the real world, an expert’s thoughts on a decision
will generally win out over someone who is merely respected or has
the authority to decide.

(True/False) Most people will respond more consistently to a person
who is held in respectful regard (such as an elder) than someone who
has a supervisory job title or can punish them.

Answer questions 11-15 using the following scale:

11.

12.

13.

1 2 3 4 )
Not At | Usually | Neutral | Usually | Very
All True | Untrue True True

I am more likely to respond to someone who has formal authority.

When making decisions, the fear of negative consequences is a con-
sistent consideration I weigh.

Nothing motivates me more than knowing that there’s a reward at
the end of a task or project.
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14. T hold experts in the highest regard and am more likely to take their
suggestions because of their level of knowledge.

15. When someone who I have respected for a long time asks me to do
something, I do it.

Self-Evaluation Test Results

Your answers to the “test” above may indicate your motivators,
stakeholder experience, and preferred types of influence. Remember
that the results you receive are intended to help with self-evaluation,
not to dictate who you are—use this tool as a means of reflection,
understanding, and consideration for who you would like to become.

Questions 1-4: Your Motivators

If you answered “a” to questions 1 through 4, you may be more extrin-
sically motivated.'® If you answered “b” you may be more intrinsically
motivated. For more information including which motivators lie in
each category, see Intrinsic and Fxtrinsic Motivators on page 8.

Question 5: Your Stakeholder Experience

This question seeks to find your experience with each of the three
major stakeholder groups. “a” indicates team member, “b” indicates
customer, and “c” indicates management—this is which stakeholder
group you have most commonly been a part of. This could mean that
you most easily identify and understands the needs and desires of this
group and that your primary experience involves dealing with one
or both of the other groups. More information about each group is
available on page 12.

Questions 6-10: How You Prefer to Influence Others
Our view of others is often influenced by the types of leadership we’ve
been exposed to as well as our general outlook on life. By determining
which method of influence you believe to be the most effective, these
questions may provide you insight into the method of influencing others
that is most natural to you. If you answered:
 True to question 6 and False to questions 9 and/or 10: Formal/Le-
gitimate
o True to question 7 and False to questions 6 and/or 10: Penalty/
Coercive

19



20

CHAPTER 1. UNDERSTANDING LEADERSHIP

o True to question 8 and False to questions 6 and/or 7: Reward

o True to question 9 and False to questions 7 and/or 8: Expert

o True to question 10 and False to questions 8 and/or 9: Referent
More information about each type of influence is available starting on

page 5.

Questions 11-15: How You Prefer to be Influenced

If we’re honest about how we answered these questions, the results may
vary from questions 6-10—it’s not uncommon for someone to prefer to
be led/influenced differently than how they naturally lead or influence
others. The closer your answer is to “Very True,” the more likely you
are to respond to each type of influence:

e Question 11:
e Question 12:
e Question 13:
e Question 14:
e Question 15:

Formal/Legitimate influence
Penalty/Coercive influence
Reward influence

Expert influence

Referent influence

More information about each type of influence is available starting on

page 5.

1.9 Summary and Conclusion

By continuously thinking about how factors such as leadership style and motivators

influence the way we work,

leaders can create an environment that enhances the

opportunity for project success. In realizing who we lead and how we influence those
people, we also build the opportunity to shape the culture of a team in positive ways.
Ultimately, effective project leaders are professionals who take the aspects of their
work and the ethics of their behaviors seriously.

As you continue reading this book, make a mental note of what we’ve discussed
here. Each of three primary leadership responsibilities (prioritization of work, team
leadership, and communication) offer unique challenges to who we are as leaders—
don’t forget to consider each aspect of effective leadership while performing them!
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Key Terms

Conflict of Interest: A situation where
the concerns or motivations of two par-
ties may be incompatible. Conflicts of
interest should be disclosed (page 16).

Culture: The behaviors and beliefs that
determine how an organization or team
interact or work. Culture is affected by
individuals on the team, the industry, or
existing structure and norms (page 10).

Influence: The effect that a leader or
team member has on those around them.
Related to authority, there are multiple
types of influence (page 5).

Review Questions

1. Which leadership style is most likely
to allow individuals to choose their
own tasks and priorities?

2. What properties do the affiliative and
democratic leadership styles have in
common?

3. You respect a coworker because of her
longstanding ability as a great prob-
lem solver. What types of influence
are demonstrated here?

4. A colleague seems to be more pro-
ductive when working with new ideas
or problems that require creativity.
What is most likely to be his primary
motivator?

21

Motivators: The primary reasons why
a team member or stakeholder chooses to
work on or is passionate about a project,
activity, or task (page 7).

Project Manager: The person as-
signed to lead the team that is responsi-
ble for completing the project objectives

(page 13).

Stakeholder: A person who can affect
or is affected by the execution or out-
come of a project. A project has multiple
stakeholder groups (page 12).

5. Is recognition an intrinsic or extrinsic
motivator?

6. The project you are leading has sev-
eral people who have the potential to
either help or disrupt things moving
forward. What key term describes
this group of people?

7. A project manager notices a distinct
difference between the way her new
team works verses what she’s previ-
ously encountered. What concepts
would you enlist in explaining why
things may be different?

8. You are completing a project for the
Operations Director of another divi-
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sion of your organization. To which a non-disclosure agreement to prevent
stakeholder groups does the Director its competitors from learning about a
belong? new product. Which ethical concern

does this address?
Your company has asked you to sign 008 BHIS adaress

Exercises

. How important is a leader’s title as it relates to their effectiveness? Does a title

change affect the leader more than it does those being led?

. Which type of influence do you believe is most compatible with an authoritarian

style of leadership? Which is least compatible?

Choose three titles from those listed in the What’s in a Name? section on page 2.
For each, what do you believe is their primary leadership style, type of influence,
and motivator?

Choose a prominent, well-known leader who has influenced you in some way.
What do you believe their primary leadership style, way of influencing others,
and motivators were/are?

. Look at the list of intrinsic and extrinsic motivators on page 8 and rank them from

most important to least important to you. Primarily, do you consider yourself to
be extrinsically or intrinsically motivated?

Consider the lists of cultural elements for teams and organizations starting on
page 10. What are some defining cultural characteristics of your team, organiza-
tion, or field of study?

Your project team is designing and building an online portal for your state’s
Department of Motor Vehicles. Excluding your fellow project team members, list
6 stakeholders or stakeholder groups that should be involved with the project.

Leading a project team requires self-discipline and a careful consideration of the
ethics behind every action you take. What is a scenario you’ve encountered where
ethics were violated? What could have been done differently to ensure a more
ethical outcome?
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9. One important professional responsibility of project leadership is advocating for
team members. Explain a situation you’ve encountered where a leader advocated
for you or a team member? How did it make you feel?
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Project Fundamentals

This chapter lays the foundation for understanding the nature of projects. In
addition to establishing what a project is and the terminology used by project
teams, it also explores the organizational structures projects live in and the early
steps required to begin a project.

your attention to the work at hand: the project. Understanding the project

goes beyond comprehending its expected result—it involves distinguishing
it from other types of work, understanding the environment it operates in, seeing
the bigger picture, and exploring its objectives and goals at multiple levels. Because
projects are complex, additional effort is needed to understand the appropriate order
of execution as well as how to approach hard-to define concepts like quality. Finally,
the practical measures of starting a project such as writing a project plan and holding
a kickoff meeting must be addressed.

H aving already looked at yourself as a leader and a follower, it’s natural to turn

2.1 What is a Project?

In order to properly understand what a project entails, we must first explore where it
comes from. In most cases, a project arises from a problem that needs to be solved or
an opportunity that has the potential to be exploited. After identifying the problem
or opportunity, sometimes called a business need, the project sponsor(s) explores the
desirability of different options to determine whether the potential impact of the
project is worth the investment in time and resources. Once a decision has been
made to move forward, a project charter is created.

25
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The Project Charter and the Project Sponsor

Does the project leader initiate the project, or does a project itself
generate the need for a project leader? The answer to this chicken-
and-egg problem lies in the project charter. This document describes
the need that the project is designed to address, specifies where project
funding will come from, and identifies parties important to the project
(stakeholders). These three things come together to define, fund, and
authorize the project leader to begin working on the project. The project
sponsor is the individual (or group) who has the authority to write or
approve the project charter, and is typically a prominent stakeholder.

Project Manager vs. Project Sponsor

Who is ultimately responsible for the success of the project, the project
manager or the project sponsor? The project sponsor is primarily re-
sponsible for the origination, financial support, and championing of the
project to parties outside the project’s “circle of control.” The project
manager’s responsibilities lie primarily within the boundaries of the
project itself and are constrained by the cost, scope, and schedule avail-
able (covered later in this chapter, starting on page 43).

Defining “Project”
It would be impractical to move any further without a proper definition of what a

“project” is. According to the Project Management Institute’s Project Management
Body of Knowledge (PMBOK), a project has two defining features:!

o A defined beginning and end (i.e. it’s temporary), and
e Unique goals and outcomes

Some have observed a third feature common to many projects:
e The need for team members with varied skills

Projects differ from operational work, which is often considered “business as usual.”
(Operational work is generally not unique. It’s often repetitive, and continues until
it’s no longer needed, rather than seeking a defined endpoint.) Though varied skills
are sometimes required for operational work, the application of these skills is usually
less dynamic than in a project environment. Because project outcomes are unique
by definition, it may be more difficult to predict beforehand precisely which skills
are needed. While projects and operational work do share many core competencies,
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the management techniques needed for each are quite different.

Is it a Project?

In some cases the distinction between projects and operational work
can be rather difficult to define. One example is maintenance, includ-
ing applying security patches to a server or changing parts on a machine.
Though individual efforts may be unique during certain defined periods,
the “larger picture” is somewhat repetitive and ongoing. Most profes-
sionals would define these as projects (because they are more dynamic
than typical operational work) but understand that they require slightly
different skillsets and strategies than the type of project work focused
upon by this book.

Project Phases
Typically, projects include the following general phases, known collectively as the
project life cycle:?

Conception/ )

ko Planning = Lixecution = Closing
Initiation

o Conception/Initiation Phase: During initiation, research is conducted and

decisions are made regarding the feasibility of the project itself. Once the de-
cision has been made to move forward, a project leader/manager is chosen,
rough planning is completed, and the team begins to take shape. Project goals,
scope, and requirements (discussed in section 2.5 of this chapter) are formu-
lated and agreed upon by stakeholders. Additionally, the essential structures
and rules needed to successfully complete future phases are put in place.

Planning Phase In this phase, plans are drafted in more detail. Although
these plans include obvious elements such as the schedule (see Project Schedul-
ing on page 88) budget, and product designs, they should also include elements
such as the communication plan (discussed in chapter 5), how quality should
be tracked (discussed later in this chapter in section 2.4), and how the final
product is to be delivered to the customer.

Execution Phase This is where “the rubber meets the road” and the bulk of
the project work is completed. More specifically, the plans created in the pre-
vious phases are implemented. Because progress is being made, it is essential
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that other important activities such as schedule tracking (see Project Tracking
on page 94) and communication take place on a regular basis. Complex or
multi-phase projects may move between the planning and execution phases
multiple times.

Closing Phase The final phase ensures that previous efforts are appropriately
brought to an end. This involves hand-off to the customer and the release of
professional responsibility. It also requires equipment, personnel, and budgets
to be properly accounted for. During this phase, one essential duty that’s
often neglected is the collecting and properly disseminating of lessons learned
so that future projects can benefit from the successes and failures experienced
during the project (see Lessons Learned on page 170).

In addition to the four sequential project life cycle phases, one additional element
must be considered:

Concepti : . . s
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¢ Project Functions This element of the project life cycle is differentiated from

the others because its activities don’t generally occur at a specific time. In-
stead, they are (ideally) implemented and monitored continuously. Examples
of project functions include:

— Risk Management (covered in chapter 3 on page 97)

— Quality Assurance (covered later in this chapter on page 43)

— Communications Management (covered in chapter 5)

Project Management itself meets the definition of a project function (a
major theme of this book)

The nature of each of these competencies requires an element of monitoring: making
decisions based on what is observed and taking action based on those decisions. For
example, a project leader must continuously monitor the morale and effectiveness
of their team, make choices about how to proceed, and enact those decisions within
the project. If the task “check morale of team” were planned ahead of time at one
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singular point in the timeline, its benefit would be minimal. To be effective, this
type of action must be continuous.

It’s important to understand that the phases and elements within a project often
exist as part of a larger ecosystem. Many projects are single components in a much
larger effort which themselves could also be considered a project (i.e. the bigger
effort, sometimes called a program, is also unique and has a defined period). This

can play out so that the steps you might expect a project to include each become
their own “sub-project”:

o T Overall Phase Customer
Feasibility , sE o s Phase 1 Phase 2 o
A Design Planning S g Fland-Oft
Project i P Project Project :
Project Project Project

At first glance, it may seem like a project centered around creating a design makes
little or no sense, but the “product” (the design document) is unique and requires
planning and implementation just like any other project. If we relate the example
to the project of building a retail center, the idea seems more commonplace because
the scale and complexity of each step becomes obvious:

Grove Hills Retail Center Project
— : . Phase 1: Phase 2: | |Final Code
Building Architect | |Contractor . Ah
N ; : Retail Parking Approval
Site Study N\J Desion & Bid & " ; s
7 . . Center Garage & Grand
& Analysis¢”| Approval ¢”|Scheduling e I, ;
gt ; ; Building Building Opening
Project Project Project SR SCRiRn S
Project Project Project

In addition to projects that encompass a small part of a single effort, some projects
are part of a product’s life cycle. Each stage of a product’s life could include one or
more projects:
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For example, a factory producing and selling a particular good (production and sales
themselves are often operational work) could have the following projects:

¢ Introductory marketing

e Initial setup of production machinery

e Introduction into new markets or retail chains

o Realizing savings and efficiencies from mass-production (“economies of scale”)
e Increasing production capacity

e Final closure of the production line

o Converting the machines for another use or selling them to another company

Each of these projects would contain the four life cycle phases or could themselves
contain sub-projects.

Now that we've gained some insight into what a project s, let’s move on to the
environment in which it lives.

2.2 The Project Environment

There are many factors beyond the goals of a project that affect its nature. The size
or structure of a project, discussed in the previous section, is one example of this.
Another element that has a huge effect on projects is the culture of the organization
(discussed on page 10 in chapter 1). The very structure of the organization itself
also affects its projects. By examining different structures, we can begin to draw
conclusions about that effect, particularly as it pertains to resources and personnel.
Experts generally divide organizations into three main types: functional, project-
focused, and matrix.3
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Functional Organizations

In many ways, the functional organizational structure is the “classic” structure and
is typically divided by specialty, with multiple layers of hierarchy in each functional
area. In most cases, this structure of “silos” sees little cross-functional cooperation—
divisions such as marketing, I'T, human resources, and operations only share man-
agers at the highest executive levels.

Structuring an organization in this manner may increase its efficiency. This is be-
cause resources with similar skill-sets are in close proximity, which in turn allows
more efficient management, hiring practices, and cross-training. Though quite ef-
ficient for operational work, projects are forced to draw resources from multiple
departments, and the project leaders themselves often report to one of them.

Function 1 Function 2 Function 3
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Because of the need to draw resources from multiple functional areas, this structure
has the potential to present multiple difficulties during the project:

e Authority: Though the project leader is responsible for the success of the
project, they rarely have direct, formal authority over all members of their
team. If difficulties arise, the best course of action is often to seek support from
a resource’s functional manager, but this can be slow and inefficient and can be
especially problematic if that manager tends to agree with their subordinate.
This type of “bureaucracy” can be extremely damaging to projects with tight
schedules or vital outcomes.

o Priority: The stark reality is that projects rarely get “100%” of any functional
resource’s time assigned to them—it’s not uncommon for a functional manager
to “lend” 25%, for example, of a resource’s time to a project effort. These
resources almost always continue to have responsibilities (typically operational
work) in their home department, and they themselves frequently need to make
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decisions about prioritizing project and departmental tasks.

Because projects are, by their very nature, temporary, it’s easy for the per-
manence of operational work to dominate the workplace—resources are, after
all, hired and evaluated by their operational manager whose primary focus
is on operational work. This situation becomes even more complicated when
resources are further divided, at say 50% operational work, 25% “project A,”
and 25% “project B”—now even more priorities must compete for a single
resource’s time.

Vision: In many cases, only the project sponsor and project leader have a
proper view of the “big picture,” which includes both the problem or opportu-
nity the project is designed to address and the plans, tasks, and outcomes the
project hopes to realize. Projects are complicated; they are often designed to
benefit multiple functional areas of an organization, and they often “borrow”
resources unevenly. Because of this, certain parts of the project may seem
more important or beneficial to certain functional managers while other parts
do not.

Though there are obvious difficulties involved, it’s important not to get discouraged.
Functional organizations regularly complete successful projects and their managers
often have a great deal of experience in lending support to ongoing projects. From
the project’s perspective, these managers are key stakeholders who need to be prop-
erly accounted for while planning and execution are underway (see Who We Lead
on page 12). Finally, a core advantage of a functional organization is the depth of
resources available to a project; if a team member leaves or becomes unavailable,
there’s a good chance that there’s a viable replacement in their home department.

Who Does the Project Manager Report To?

In a purely functional organization where all resources fall under func-
tional “silos,” who does the project manager work for? The answer
can vary, but two scenarios are common. In many cases, especially if
projects are smaller, one of the functional areas provides the project
manager. (This is usually the “silo” that has the most interest in the
project.) In other cases, the project managers have their own functional
area, known as the Project Management Office, or PMO.* This office
typically defines organization-wide project standards, hires project man-
agers, assigns them as needed, and coordinates projects that require
interaction to succeed. This can benefit projects that affect multiple
departments, since favoritism (or its appearance) is less likely to occur.
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Project-Focused Organizations

At the other end of the spectrum are project-focused organizations. They have min-
imized functional structure and are often rather “flat,” meaning there are very few
layers of management between the bottom and top. Project-focused organizations
are defined by resources’ primary attachment to individual projects rather than a
department or division. Because of this, project leaders tend to have much more
direct authority over team members—they are often directly involved in searching
for, hiring, promoting, and terminating the employment of resources.

Resource % Resource 8 Resource % Resource %
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Because this structure is radically different from a functional structure, the issues
affecting projects in functional organizations (authority, priority, and vision) are
minimized. Instead, the project is more likely to experience issues similar to those
of a stand-alone organization:

e« Competition: Though competition is often seen as a good thing, competi-
tion between projects within the same organization can have negative effects,
especially when it comes to finding and retaining resources and team members.
The temporary nature of projects means that team members must seek new
projects as old ones come to an end, often in order to remain employed. This
can result in the temptation to “jump ship” as soon as a longer-running or
more desirable project becomes available. Vital projects that are nearing an
end or are otherwise less desirable can be left starving for resources, struggling
to complete their objectives and meet their schedules.

e Viability: Because each project is essentially independent, greater demands
are often present regarding its “return on investment.” Whether designed to
meet a stated need, address a problem, or turn a financial profit, projects in
this environment must consistently demonstrate the potential for a net-positive
outcome. Because of this, projects that exceed resource or time constraints
face cancellation—even projects that are “on track” are regularly compared to
other projects to decide if they remain a solid investment. This reality often
requires the project leader or sponsor to continuously advocate for the project
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within the larger organization, which can take time away from managing the
project itself.

e Autonomy: One advantage of functional organizations includes the functions
served by resources’ “home department”—things like recruitment efforts, cov-
erage of absent resources, training, and establishing a career path for employ-
ees. The absence of these elements means that individual projects shoulder
the load for each resource and have difficulty gaining the efficiencies enjoyed
by larger departments. The independent nature of the project teams can also
make it difficult to appreciate the lessons learned (see page 170) from previous
projects: a disincentive to share these and benefit “competing” projects may
even appear.

Once again, it’s important not to become discouraged. Projects and their teams
can benefit greatly from this structure, as they are essentially the most important
part of the organization—the freedom afforded to them (and in some cases the
competitive nature) can strongly motivate project leaders and their team members.
As a result, decisions are made faster, stakeholder lists are shorter, and the “dead
weight” of underperforming team members is often lessened. In industries with a
highly-mobile workforce, the perpetually temporary nature of this structure can also
hold appeal. Some of the most modern and profitable organizations attribute a good
portion of their success to the project-focused model.

Matrix Organizations

By their very nature, functional and project-focused organizations represent the
extremes of organizational structure; sometimes they are even too extreme to be
realistic. Usually, a combination of the two is either planned or happens naturally
as the organization grows and adapts to new challenges. The projects carried out by
matriz organizations often include both functional and project-focused resources.

Weighing the benefits and drawbacks of matrix organizations involves determining
whether they are more functional or project-focused, or whether they are balanced
between the two. Organizations with a more functional matrix, sometimes called
a “weak matrix,” are more likely to experience difficulties of authority, priority,
and vision (detailed previously). Likewise, organizations leaning towards a project
matrix (or “strong matrix”) may struggle with problems related to competition,
viability, and autonomy. Balanced matrix organizations may deal with all or few of
these problems, depending on how that balance is achieved. It’s important to note,
however, that all matrix organizations seek to mitigate the issues of either extreme
by importing benefits from its opposite.
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Matrix organizations can experience stresses and power struggles when deciding
how to populate project teams. Functional and project managers will often prefer
a structure that gives their “side” more power or influence—the project, of course,
can suffer as a result. As the project progresses, these struggles are often expressed
as cuts in funding, personnel, resources, or deadlines. Matrix organizations can
also choose to bring in outside resources, outsource parts of the project, and hire
contractors; because of their temporary, detached nature, these parties may not be
as committed to the success of the project (this is an example of Ineffectively Adding
Resources to the Team, covered on page 186).

Well-balanced matrix organizations regularly reap benefits from both functional
and project-focused models: less redundancy, generally more balanced teams, and
less competitiveness between projects. Because of their mixed nature, the number of
stakeholders is typically increased, which generally creates more work for the project
leader, but also allows the project to draw ideas and support from a bigger group.
Projects within matrix organizations tend to be more outcome-oriented.?

Functional, project-focused, and matrix organizations are defined by both the prac-
ticalities of their existing structure and the culture of their personnel and teams.
The nature of the projects they must complete also affects which type of structure
an organization prefers.
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2.3 Values, Needs, and Process

Just as organizations vary in how they organize projects and the resources assigned
to them, there are many different ways an organization can choose to execute their
projects. Understanding the organization and project’s values and needs is necessary
when planning how a project is to progress.

A project and organization’s values can vary quite dramatically in several different
categories. The word “value” speaks to what’s most important to an organization,
team, or project. Examples of values include:

e« Prominence of the customer’s input: Are we relying more on the cus-
tomer or our team to decide what is produced?

o Risk aversion: How developed is the organization’s ability to deal with un-
certainty (for more on this, see Risk Management on page 97)?

¢ Schedule predictability: How important is it to know exactly when things
are to occur?

¢ Preferred experience level of staff and managers: Do they typically
employ lower-cost/entry-level or more expensive/experienced professionals?

e Perception and visibility to the customer: Is the customer’s view of the
project’s progress extremely important?

In addition to the values that establish the themes of how work is done, there are also
needs that vary from project-to-project. Understanding these variations is essential
when plotting the course forward. Examples of these needs include:

e Resources and time required for the project’s size and complexity

e The level of documentation needed as the project progresses and the level
needed at delivery

e A need to clarify requirements, specifications, and external variables as the
project continues

o Flexibility in reacting to change as the project progresses

e The need for prototypes and the ability to evolve designs before completing
the final product

o Whether the project calls for a defined end-point or an ongoing effort

Why are these important to your project? An organization’s values and a project’s
needs are heavily considered when choosing whether or not a potential project should
be carried out at all. An extreme mismatch between the two may indicate that
the project isn’t a good idea, is likely to fail, or should even be outsourced. When
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choosing the project leader and team members, a solid understanding of these values
and needs is also important. Those assembling the team should consider whether
the skills, experiences, and personalities of potential resources are a strong match.

Once the decision is made to move forward, values and needs affect the way in which
project phases and steps are carried out—this is known as the project’s process
model.

Whether they are aware of it or not (and whether they’re documented or not), most
organizations have processes that they follow when completing work. For project
work, process models generally fall into one of three categories: plan-focused, cyclical,
or change-focused.5 In some cases, the project team is allowed to decide which is
appropriate; in others, a formal decision has already been made by the organization
or is dictated by the standards of the industry.

Plan-Focused Process Models

Plan-focused process models place the highest value on planning ahead and con-
sidering what will happen before moving forward with the project. In general,
plan-focused models require focus on one phase or step at a time, taking the time to
ensure that plans have been laid out for the future before proceeding. At the most
basic level, this model resembles a waterfall.

Inination ﬂ
Planning T
lixecution ﬁ

Closing

Note that this is merely an abstraction—what happens in each block as well as the
number of blocks can vary from project to project.

There are several advantages inherent to this type of process. Because each phase
is distinct, team members can have very specific skills and, as a result, be secured
as needed. A building project, for example, doesn’t need to plan wall finishes or
hire drywallers as ground is being broken, but the project leader knows when those
decisions and actions will need to be made. This process can be very efficient when
requirements or specifications are well understood. It is also the easiest process
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model to understand, which allows less experienced team members to navigate it
effectively.

If needed, it can also be modified to accommodate “sub-projects” with smaller teams.
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Though appropriate for many projects, there are some significant disadvantages that
can present themselves in certain circumstances. Unless the customer or manager
is working daily with the team, it can be hard to know just how far along the
project has come (the project’s visibility). Often the end of phases (represented as
blocks in the diagram) is the only time when anyone knows for certain. Additionally,
this process model handles changes in requirements or specifications poorly, often
requiring a major re-planning and re-work effort—it assumes (or hopes) that all of
these types of decisions are made early and won’t change down the line.
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Cyclical Process Models

In some cases a project team is committed to following a plan, but knows that the
project will build on itself or need to evolve before final delivery. Early project
steps are often similar to plan-focused processes, but at some point these projects
necessitate some sort of repeating cycle.

One way that this can manifest itself is an incremental approach. Once the initial
high-level analysis and planning is completed, the project cycles through several
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steps, delivering an ever-expanding result each time.
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Incremental processes are commonly used for projects that are logically segmented,
such as a multi-building shopping plaza or a web-based software project. In some
cases, the project is limited by the funds and resources available—there simply isn’t
enough money or personnel to complete the whole project at once.

If a project doesn’t require delivery more than once but there’s still a need to verify
that things are on the right track, an iterative process may be more appropriate.
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Iterative processes verify each cycle before proceeding to the next, incorporating
feedback into future cycles. The most readily understandable example of this is
prototyping. Here, the team creates and then improves on something, verifying
with stakeholders that they are moving in the right direction before proceeding.
As an example, an architect may show their rough design to the customer before
moving forward with finer details.

Because delivery or verification happens so often, customer and management visi-
bility is usually good for cyclical projects. Inexperienced teams may have trouble
with the discipline required to follow the same steps over-and-over again, so strong
leadership is often required to commit to this type of process.
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All cyclical processes share a rather important weakness: it can be difficult at times
to know when you are done. There can be a perpetual temptation to complete
one more increment or iteration—both the team and the customer are enticed by
this, often saying “we could make it just a bit better” (see Scope Creep on page
187). Combating this requires a solid definition early on regarding what the project
is trying to accomplish, along with the discipline to stop when that definition has
been met (defining project outcomes properly is covered later in this chapter on
page 51).
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Change-Focused Process Models

In some cases, project work requires a great deal of change because it is based on
shifting markets or stakeholders who are uncertain about what is needed to solve
their problems. When this happens, project teams may feel that they are trying
to hit a moving target and become afraid that the solution they create may miss
it entirely. Change-focused process models rely heavily on important stakeholders
(such as the customer) to operate as decision makers at each step of the process.
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In this model, management and customer visibility are usually very high—stake
holders are regularly consulted by the team and participate in each step as it occurs.
This has the potential to backfire, however, if stakeholders are unwilling or unable to
participate in the process, as the sudden absence of even one significant stakeholder
can have a devastating effect on the project. Risks like this can be managed (see Risk
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Management on page 97), but if it seems that stakeholders won’t be consistently
available throughout the project life cycle, choosing another process model may be
necessary.

This type of project requires an experienced team—each member must be able to
effectively communicate, plan, execute, and verify their work on a regular basis.
Whereas other models allow for a single point of contact between the stakeholders
and the team, the need for continuous stakeholder feedback makes this impossible
with change-focused process models. Team members must be able to understand
what the team members are saying, and sometimes more importantly, they need
to be careful not to commit to results that are beyond the intent of the project
or capabilities of the team. This type of balancing act requires highly trained,
competent, multidisciplinary team members. Because their individual members
must be so strong and because stakeholders must be constantly involved in the
project, teams employing a change-focused model may not have a formal leader,
instead choosing to rotate or share leadership responsibilities as a unit.

Change-focused processes clearly share one main feature with cyclical processes, a
repeating incremental /iterative delivery model. Because of this, they come with the
same danger of never reaching completion, adapting and growing in perpetuity and
taking on the characteristics of operational (ongoing, not time-limited) work. Once
again, strong team members are key—they must know when to end the project,
celebrate its completion, and move on to a new challenge.
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Agile Methods

The most well-known change-focused process models are known as Agile
Methods and were developed by the software engineering community in
response to the increased pace of business and consumer demand in
the late 1990s and early 2000s. The appendix to this book, entitled
Agile: The Future of Projects? (page 195) covers these concepts in more
detail and offers some practical advice for applying them to your project.
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Abstract to Exact

Mature organizations and teams have a clear view of their needs and values, and
understand that the very way they work, their processes, are directly related to those
values and needs. Though processes can be generalized into the three types covered
above, they are merely an abstraction or model of how the work is carried out. The
“blocks” in the processes can vary, and the classification refers to the general shape
or flow of the steps. It’s up to the organization or team to define exactly how these
things should be carried out in a way that makes sense within the context of their
values and needs. As an example, a company’s “Gather Requirements” process may
have extremely detailed steps:
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1. Derive firm requirements from contract (typically in
section 2 subsection 3)

2. Record initial requirements on form AB-324

3. Schedule meeting with primary customer (contract
section 1) project sponsor must be present

4. Gather additional requirements using form AB-326
and append to form AB-324

5. Gain approval from management and legal through
the ApproveTrack system

6. If changes are needed, modify form AB-326 and gain
acceptance from all parties

7. Have signatory customer (defined in contract section
1) sign completed form AB-324

8. File completed signed form AB-324 into project repos-
itory per procedure PR-114

> Phase | Desien |==->

Note that this process references external forms and processes which are standard
to the organization. By using these existing “process assets,” the project team
is able to capitalize on previous improvements to the processes and record their
project information in a way that is readily understood by other parties and future
projects—one benefit of standardization.

The way that organizations or teams choose to document their processes can vary. In
some cases, the establishment of departments or functional areas of the organization
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will include efforts to define key processes. In others, the team leaders or members
are responsible for this documentation. In either case, it is generally necessary to
record these processes—so they can be repeated, improved, shared, and used in
training new team members.

ISO 9001 Certification

One common way that organizations define their processes is in com-
pliance with ISO (International Organization for Standardization) 9001
certification.” Gaining this certification requires organizations to doc-
ument the processes that they intend to use, follow them, and be able
to prove that they have done so (through documentation in an audit
after the fact). The ISO, organizations seeking 9001 certification, and
customers requiring their suppliers to have certification believe that the
audit process coupled with self-reflection beforehand will actively pro-
mote process improvement and a customer-focused quality approach.

2.4 Quality and The Project Triangle

Every project, product, and service out there has some concern when it comes to
quality. Though it is clearly important, the term “quality” is notoriously hard to
define concisely; words like “excellence,” “superiority,” and “distinguish” are of-
ten used when trying to define what it means. Some of these difficulties relate
to perception—each individual’s, or in our case, stakeholder’s, perception of what
quality means can have a palpable effect on every element of the project. Often, as
team leaders or professionals, we find our views on quality are considerably different
from customers’ or users’.

One large set of distinctions in quality relate to the type of outcome the project
is designed to deliver. A physical product’s quality is often determined by physi-
cal attributes measured against the expectations of the customer. David Garvin, a
well-known expert in quality, lists elements such as performance, features, durability,
and aesthetics as important attributes.® When the project is producing something
nonphysical, (typically a service), quality often focuses primarily on customer sat-
isfaction; these views and opinions become the most important measure of success.
When the project is creating something somewhere in the middle such as software,
documentation, or an advertising product, thoughts about quality also reside in that
middle space—customer satisfaction is measured in addition to the attributes of the
project outcome itself.



44 CHAPTER 2. PROJECT FUNDAMENTALS

So, given the wide variability in how quality is defined, how do we narrow things
down? For most project-focused teams, there are three main quality concerns:

1. Standards: Engineers follow the engineering process.
Scientists follow the scientific method. Accountants audit
their work. People who work with hazardous materials

Standards
Conformance
Excellence

follow standard safety procedures. Web designers place }
the “login” button at the top right of the site. By con- = Pk

sidering and following established standards, regulations,
procedures, and best practices, a project team is able to
gain the benefits and meet the expectations that prompted
the creation of those standards in the first place.

2. Conformance: Another name for this can be “explicit quality”;? it relates
directly to the requirements, specifications, designs, or other outcome defi-
nitions created for the project. (These are covered more thoroughly in the
next section, starting on page 51.) These documents represent a commitment
by the project team to the stakeholders. Determining whether the project is
meeting these commitments defines quality at the most basic level. Later in
the process, commitments regarding schedule and budget will also be seen as
elements of the project that the team should conform to as strictly as possible.
Working to meet these aspects is the most straightforward way that a team
can seek to achieve quality, and it’s often the most directly measurable way
as well.

3. Excellence: Considering excellence in the pursuit of quality goes beyond sim-
ply meeting the basic objectives and standards described above—it involves
thinking about the project from multiple perspectives. Does the project really
solve the problem for the customer? When work is in progress, am I thinking
about the people who will be working after me? Are the outcomes worth the
time and resources expended in getting there? Could we improve this some-
how? What about the project’s long-term viability—did we consider aspects
like its maintainability, adaptability, or durability? These questions speak
to the implicit quality and added value of the project’s expected outcomes.
Excellence can be hard to measure, but it’s an important factor nonetheless.

These three concepts relate primarily to the outcome that the project is trying to
bring about, but, as discussed in the beginning of this section, a fourth concept
must be considered as well.
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4. Perception: Perception of quality usually refers to the view of the stakehold-
ers for whom the project is completed. When considering this, it’s important
to understand that this pertains primarily to the project as it is in progress—
this is in contrast with the concepts listed above, which are mostly focused
on the project’s end result. As a team leader, managing this aspect of quality
requires:

« attention to interactions (professionalism, frequency, etc.) between the
team and the stakeholders,

e consideration of internal and external visibility into process and project
elements, and

 careful planning of content and frequency of communication, an element
of expectation management (covered in chapter 5 on page 171).

Considerations of these elements extend beyond the team leader, as team
members should also monitor the perceptions of stakeholders and report their
status to those responsible for managing them. Every member of the project
team should also consider how their own actions and communications may be
perceived by third parties.

Quality for Your Project

Thinking about quality from the perspective of your industry, organi-
zation, or team can be at overwhelming, especially since many of the
concepts involved are so abstract. Starting on page 69, this chapter’s
practical tool (Chapter Tool: Planning Project Quality) is designed to
help you focus on which quality attributes are most important to you,
your team, and your project.

As you have probably already gathered, project quality is in many ways a discipline
of achieving balance. The efforts, resources, and time expended in the pursuit of
standards, conformance, and excellence (as well as perception) must be weighed
against the value of the project’s outcome. Put another way, the project’s cost of
quality must be properly balanced against its cost of poor quality.'® Examples of
each are illustrated on the next page:
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Cost of Quality Cost of Poor Quality
Research Rerurns
Planning Waste
Lirror-Proofing Rework
Testng Customer Dissatisfaction
Veritication Loss of Market Share
Higher-Quality Materials Downtime
Training Technical Debt
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Technical Debt

What is technical debt? Also known as design debt, it involves taking
an easier solution now fully knowing that it will cost the organization
more later on in the project.!! By rushing decisions, skipping impor-
tant elements such as proper documentation, and ignoring standards,
projects can appear to be further ahead than they actually are. When
this (often hidden) debt is finally paid, it almost always requires more
effort than if it had been completed correctly in the first place.

Though a simple idea, the actual effort of balancing a project’s cost of quality and
cost of poor quality is quite difficult, mainly because of the word cost. If you asked
most people what cost means, you are likely to hear something relating to money—
maybe something transactional like “bang for your buck,” which implies trading
currency for something. But the word “cost,” however, means much more than
that. It can mean time expended, such as the hours spent at work rather than with
friends or family. It can mean a balancing act, as in the extreme cost of being perfect
vs. that of being good enough, which forces us to consider terms like “timeliness”
or “value.” The complexity of these ideas is most readily illustrated with the project
triangle:

Scope

Quality

Resources Schedule
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The idea of the project triangle is simple: there is a continuous relationship between
scope (what is and isn’t included in a project), resources (which are expended as the
project continues), and schedule (the time needed). The “triple-constraint” balance
between the three means that it is impossible to make changes to one without
affecting at least one of the others in some way—this is why some call this “the iron
triangle.” Put another way, the project triangle illustrates the trade-offs that are a
constant reality when completing a project.

Many of us make similar trade-offs as part of our daily lives. Public transportation,
for instance, usually costs less but takes more time than taking a taxi or driving your
own car. Purchasing goods at a convenience store is quicker and available at later
hours, but is almost always more expensive than shopping at a grocery store. A
faster, cheaper, drive-through car wash isn’t as thorough or customizable as having
your car detailed by hand, but is the budget-friendly norm. Like these examples,
the extent of what can be done during a project, the time it takes, and the resources
expended can (at varying levels of efficiency) be traded for each other; this, in turn
allows for some degree of flexibility in a project. At the inception of a project, one
of the three sides is often already established as the most important (the shortest
possible schedule, for example) and, in following, stakeholders may have already
established expectations in line with this.

Resources

Other commonly used terms for this concept are capital or budget (or cost, but ref-
erences to cost earlier in this section could include a schedule or scope cost, i.e. the
cost of quality). These represent the simple fact that money is the universal medium
when it comes to resources. Raw materials, components, tools, and overhead ex-
penses such as facilities are essential to many projects. As such, selecting, acquiring,
and managing them involves a major effort, especially for the project manager. An
even bigger, more unpredictable effort often goes toward acquiring and managing
the human resources—the organizational staff members and outside contractors—
needed to complete the project.

Of the three sides of the project triangle, resources can often be the most inflexible
for several reasons:

e Contracts frequently dictate the exact amount of capital available.

e Human resources are often assigned at the beginning of the project, which
gives the project leader little flexibility and few options for change.

e Resources most directly tied to an organization’s “bottom line,” or profitabil-
ity, and thus, carry a host of expectations and implications that can complicate
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the balance between “what’s best” for the team and “what’s best” for the or-
ganization.

o A delayed delivery date (schedule, one of the other sides of the triangle) is
often more readily available than more resources (capital, materials, or team
members).

Though managing project resources is vital as the project is in progress, there are
also long-term effects to consider: are savings during the project going to cost more
in the long run? Will decisions we make now have negative repercussions down the
line? This concept, known as life cycle cost analysis, forces project-minded teams to
consider the operational implications of their work, looking past their own budgets
towards the good of the organization or customer. As an example, modularity may
take more time to design and be more complex to build, but the ability to swap
parts or upgrade components individually could mean significant cost savings in the
long run.

What About Budgets and Procurement?

Though these activities are extremely important and can take up a sig-
nificant part of a team leader’s time, well-established standards and
procedures in the areas of accounting and finance are almost outside
of the leader’s control, set instead by their organization. Additionally,
many organizations have pre-established sources of material and /or pro-
vide all resources to project leaders at the start of the project. Because
of this, more focus is placed on the decision making aspects rather than
the mechanics of these particular project activities.

As stated above, human resources are frequently the most difficult type of resource
to manage, often monopolizing the team leader’s time. For example, in functional
or matrix organizations the project leader can spend a significant amount of time
mining the skillsets their project needs from an existing pool of resources, and even
more time conversing with functional managers, seeking appropriate percentages of
their resources time, and coordinating with other projects and operational work to
which that resource is assigned. This, in turn, affects how a leader must prioritize
their time. Further discussion regarding how to manage human resources is covered
in other chapters of this book: General leadership is covered in chapter 1; team
development and management is the focus of chapter 4; communication with the
team as well as external stakeholders is covered in chapter 5; pitfalls that a team
might encounter are listed in chapter 6.
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Schedule

Schedule refers to the time it takes to plan, execute, and complete a project. The
modern economy and resulting pace of business has put a great deal of emphasis on
ever-tightening timescales. Because determining, managing, and tracking schedules
is so important to project leadership, a significant portion of chapter 3 is dedicated
to understanding how to properly create reasonable and sustainable schedules.

For many, schedule seems to be the most flexible aspect of the project triangle—they
feel that if they can just work more efficient, longer hours, or even find shortcuts,
they can shorten the time needed to complete a project, all without affecting the
other sides of the triangle. It’s important for project leaders to resist this temptation,
especially in the long term. This is because an unsustainable pace can result in more
waste, burnout-related mistakes, and loss of morale, leading to lower quality work
and the exodus of much-needed personnel (see Death March on page 184).

Another factor, schedule compression, also called “fast-tracking” or “crashing,” in-
variably comes at a cost to resources or quality. When team members are added
to a project, they must be trained (at additional cost) and, for some period of
time, won’t work as efficiently as preexisting members. Additionally, more time or
resources are needed to coordinate and communicate with the larger team and in
turn, this faster pace taxes external dependencies such as contractors or materials
providers. If other methods are employed, they also come at a cost. Consider, for
example, how having materials shipped overnight is significantly more expensive
than slower alternatives. Project managers must weigh this decision with the hard
reality that additional time cannot be added to the 24-hour day.

The most practical way to shorten a project’s schedule is to directly address one
of the other sides of the triangle. More resources can be expended—hiring more
experienced team members, for example, often results in quicker results with fewer
errors (which themselves require schedule-extending rework). In addition, decreasing
scope, the third side of the triangle, is often the easiest and most practical way to
decrease schedule. Finally, placing lower-priority components near the end of the
schedule makes for natural selection of the most vital elements should a looming
deadline or shortened schedule become a reality. Employing cyclical or change-
focused processes models make this much easier, since they are often iterative in
nature.

Blurring the Line Between Resources and Schedule?
Many projects, especially those providing services or non-physical prod-
ucts such as software or written material, begin and end with the same
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team and don’t incur many non-labor costs as the project continues.
In these situations, “time is money,” since hours worked is essentially
the only expense incurred by the project. Because of this, managing
team coordination and the tasks individuals are completing becomes
even more important, since the leader is now affecting two sides of the
project triangle simultaneously.

Scope

The term scope refers to what is and isn’t included in the project—the results to
be created as the resources and schedule are consumed. Put another way, scope is
the output(s) of the effort expended while implementing the project. What most
immediately comes to mind is a product or service, though scope could also include
other elements such as documentation, training, or future support, which are known
as project deliverables. Deliverables are simply the products, services, or results
that a project is intended to produce, but they aren’t always delivered at the end
of the project—they can be produced as the project is implemented. Scope and the
deliverables that define it are always a planned, intentional result of the project.

Many equate the concept of quality directly with scope (some even label “scope”
as “quality”). Quality, covered earlier in this section, has a foundation built of
standards, conformance, and excellence; each of these considerations can be applied
just as readily to schedule and resource management as to the scope of the project.
Since considerations of quality should be at the center of all project activities, it’s
placed at the center of the project triangle, not at its edges.

The nature of the project triangle means that scope is often involved in trade-offs
with schedule and resources. Because what is to be delivered by projects varies so
wildly, there’s not much more to be said about individual projects’ scopes except
this: it is important to spend time properly defining with little uncertainty what
the scope of a project entails. This is the subject of the next section.

Scope Creep

One of the pitfalls covered in chapter 6 (page 187), “scope creep” repre-
sents the slow but meaningful expansion of a project’s scope. Because
of the constraints of the project triangle, scope creep inevitably leads
to a longer schedule, the need for more resources, or both.
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2.5 Defining Project Outcomes: A Layered Ap-
proach

Anyone who has participated in project work has heard terms thrown around which
pertain to the outcomes of the project. These often include goals, objectives, scope,
requirements, designs, and specifications. Though sometimes used interchangeably,
these terms are, in fact, different in how each describes the work to be done. Be-
cause of this, using a layered approach (using the terms together in appropriate
combinations), can provide a more complete picture of the project as it progresses
from the planning stages onward. Before discussing this, we must first define the
terms.

Goals
Goals, often written just as a project is starting, are statements that provide a
context for what the project is trying to achieve. They have the following features:

o High-level: Goals provide a view of what the project is trying to achieve with-
out necessarily specifying the specific products or actions needed to achieve
them. Because goals are high-level, more specific descriptions of project out-
comes are needed. Scope statements and requirements/specifications further
clarify the project work needed to achieve these goals.

e Measurable: Though high-level descriptions may seem incompatible with the
idea of measurement, goals should be defined (and more specifically, worded)
so that it’s clear when they have been accomplished. Ambiguity in this area
may lead to out-of-control costs or schedules, or may indicate operational
(non-project) work.

e Reasonable: It’s important that goals have self-imposed limits since it’s easy
to set goals that are too lofty. Because of this, goals must conform to the
capabilities of the time and resources allotted to the team (as well as the
organization). This doesn’t mean that they can’t be challenging—they just
need to be reasonably achievable.

Some projects employ what are called “stretch goals.” These are known to be
somewhat beyond the normal expectations of the project but, provided the
resources and/or time are available, could add additional value to the problem
or need the project is designed to address. Improperly executed, stretch goals
can have a negative effect on the project and the morale of the team (see Scope
Creep on page 187).
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e Cross-compatible: Goals must be compatible with each other as well as
the mission and objectives of the organization. If goals are created that seem
incompatible, more time must be dedicated to sorting out these inconsisten-
cies; not doing so will most likely have disastrous consequences as the project
progresses.

The type of language used in describing goals and the number of goals assigned
to a project will vary based on the type of project as well as what it is trying to
accomplish. Here are a few sample (unrelated to each other) goal statements:

o Increase pedestrian access to the B-line subway by 50%
e Setup the initial production line for the VS-400

o Explore the possibility of chemical SST-30 catalyzing the DKE-15 thermal
reaction

e Expand the website to allow customers to pay via gift card

o Create a connection platform that will allow RB-8 tractors to power the HST-4
jackhammer

e Obtain funding for the organization’s planned expansion to take place in the
next fiscal year

o Install a well that will provide potable drinking water for 300 residents
o Increase corporate brand recognition by German 18-24 year-olds by 15%

e Come up with a unique, marketable name for product XRB-40

From the perspective of the project leader and team, goals serve as a kind of con-
tract: in order for the project to be called “complete,” its goals must be clearly
met. Because of this, defining goals is usually one of the first project activities that
take place, in some cases happening even before the project leader or manager has
been chosen. (The project sponsor may define the goals when the project charter is
created.) Goals which do not include numerical or black-and-white indicators need
to be clarified. Often the first responsibility of a project leader is obtaining a clear
understanding of the goals, their context, and what would constitute their comple-
tion. The prudent project leader then goes on to ensure that these clarifications are
recorded and agreed upon by important stakeholders.
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What About “Objectives”?

Objectives are related to goals; as such, the words are sometimes used
interchangeably. Objectives describe what the planned outcomes of your
project are in more concrete terms. Goals are somewhat more abstract,
whereas objectives tend to be more exact. As discussed in the first part
of this chapter, projects must be unique and time-limited, and their
goals and objectives (as well as scope statements, requirements, and
specifications) must follow that same pattern.

As the name implies, goals mark the beginning, or the most abstract element of
defining what a project requires. Scope statements and requirements/specifications
are increasingly more exact, and therefore demand increased effort in defining what
they are to be.

Goals & Scope Requirements
Objectives | | Statements | | & Spectfications
Abstract < » [xact

Scope Statements

Scope statements are less abstract than goals or objectives; they more specifically
spell out what is and isn’t to be included in the project. Simply put, the scope
statement defines the boundaries of the project—other terms that could be used
here are “reach,” “breadth,” or “confines.”

“Scope” vs. “Scope Statements”

In the previous section, the word “scope” (one side of the project trian-
gle) is defined as what is and isn’t included in the project. The “scope
statement” formally defines this for a particular project and is typically
in paragraph or list form. By declaring a project’s scope, you are “so-
lidifying” that side of the project triangle—leaving the task of defining
necessary resources and schedule as separate work.

You’'ll notice that in addition to what is included, the definition of “scope” also
specifies what isn’t included in the project. This can be a little trickier to define,
but it helps to think about what reasonable people (different stakeholder groups
such as management or customers) might falsely assume is a part of the project.
As you draft scope statements, you can also think about what these groups might
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intentionally add to a project that should not be there. This problem, known as
scope creep, is an all-too-common and is perpetuated by both stakeholders and the
core team (see Scope Creep on page 187). Intentionally defining what is not part of
the project puts all of this strictly out-of-bounds.

As with goals, it should be reasonably easy for someone involved with the project
to determine if the project outcomes included in the scope statement have been
achieved—and if any work has been done outside of the its limits. A solidly written
scope statement includes the following features:

o A list of all major deliverables: As covered in the last section, deliverables
are simply the products, services, or results that a project is intended to
produce. The scope statement should, with as little ambiguity as possible, list
the important parts of the project’s intended output.

e A basic strategy: This implies the high-level steps needed to achieve the
project’s goals and create its deliverables. Though the details will be worked
out later, defining these in the scope statement begins to delineate the project
as a structured solution to the problem it was initiated to address.

The Problem Statement

When defining the scope, many project teams start by carefully re-
examining the problem or need the project is to address, often rewriting
it as an introduction to the scope statement. This can be extremely
helpful by providing context to readers of the scope; in short, choosing
to include a problem statement with the scope statement is a commonly
held “best practice.”

e Constraints: Those reading the scope statement should have no problem
understanding the limit of what is to be produced. An out-of-control scope
results in out-of-control budgets and schedules. Some scope statements include
a short section explaining the rationale for what is and isn’t to be included in
the project.

o External dependencies: Does your project depend on variables outside
your control? If possible, define these as conditions or limitations in your
scope statement.

e Assumptions: Similar to dependencies, is it possible that you are making
assumptions about things like the availability of resources or information?
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Assumptions are acceptable as long as they are explicitly defined, realistic,
and agreed upon by all parties.

Though some projects try to break things down into a single sentence or statement,
a proper scope statement often requires multiple paragraphs or, at the very least,
a series of “bulleted” statements. The following sample scope statements include
basic but clear descriptions of what is and isn’t to be included in their associated
projects:

Project: E-Flipper Marketing Campaign
Scope Statement: This project includes the initial marketing effort for the E-
Flipper BBQ accessory within the themes and ideas presented in the initial pro-
posal meeting. This includes the creation of:

e three different single-page advertisements

e one 15-second television commercial

« 6 variously-sized website banners with similar content (sizes to be determined

by the client)

After approval, project will deliver screen or camera-ready, high-resolution digital
files of each media item via secure file-transfer protocol. Files will be available for
30 days after approval.
Initial designs will be shared and approved by the client, with up to 3 revisions
per media item before completion of refined final product. Additional revisions
or extension of ideas would be out of scope, requiring a separate contract and
project. Project does not include assistance in placement of advertising media,
future modifications, or retrieval of files after 30 days.

Project: BitBoop App 1.0

Scope Statement: This project is intended to create the first version of the
BitBoop App including basic user profiles and basic features. User profile func-
tionality will include basic login, logout, and persistent profile information via the
Goofle API. Basic features will include the ability to post photos and attach pre-
selected sound effects to them and the ability to view the photos and sound effects
of others based on username. Initially, the application will support up to 50,000
simultaneous users.

Functionality beyond what is described above, whether planned or unplanned, will
not be included in this project. This includes user profiles involving other API’s
(such as Amazor). The ability to delete posts, post private photos, “like,” or
“follow” are examples of planned functionality that are not a part of the BitBoop
App 1.0 project.
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Project: PartCo RX-58 Installation

Scope Statement: This project will include installation, testing, and on-site
training of the RX-58 stamping machine within PartCo’s Springtown manufactur-
ing facility.

The project will not include electrical tie-in beyond an in-place power box, integra-
tion of the machine with upstream or downstream machines or processes, testing
beyond basic functionality, training after the date of installation, or training for
more than 10 employees of PartCo.

Project: East Ave Hydrant Repair Project

Scope Statement: Last month’s extensive ice damage has necessitated repair or
replacement of several fire hydrants in the 400-block of East Ave. This project is
designed to evaluate and repair damage to this vital system and to restore proper,
code complaint active fire protection to this region. Parties expected to be engaged
in this project include the city code department, fire commission, and county road
construction crews.

This project will not include replacement, relocation, or augmentation of any hy-
drants unless deemed necessary by the code inspector, likely due to conditions
that are unsafe or will lead to repetition of the original problem. In most cases,
this is expected to result in continued use of existing hydrants, valves, pipes, and
connections.

Note that each of these explicitly states any necessary deliverables and includes el-
ements such as problem definitions, constraints, external dependencies, or assump-
tions when necessary. A properly crafted scope statement takes reasonable steps to
avoid as much opportunity for ambiguity or misinterpretation as is practical.

Schedule Before Scope?

Some organizations prefer scope statements to include not just what is
to be completed, but also the deadlines, schedules, or statements re-
garding level of effort and resources that will contribute the process. If
these things must be included, the team must complete formal estima-
tion and scheduling efforts before committing to a final scope statement
(see Estimation Methods on page 80 and Project Scheduling on page 88).

Finally, though the scope statement is designed to place limits on the breadth of
what a project is to include, it does little to address the depth of details needed
to properly engage and execute a project. This depth, a further reduction in the
abstraction of description, is typically defined in requirements or specifications.
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Requirements and Specifications

Requirements and specifications clearly state what your project aims to achieve.
They are intended to span not only the product or solution your project is to cre-
ate (often called “functional” requirements or specifications) but can also include
other limits or needs placed on your project (“non-functional”), such as schedule
and budget restrictions and less-definable qualitative elements such as safety, doc-
umentation, usability, aesthetics, and compatibility with expectations about the
future. There should be no room for abstract generalizations—requirements and
specifications are written so that anyone reading them knows exactly what should
be achieved in the execution phase of the project.

The language of requirements or specifications often differs from the general vernac-
ular and favors specificity, as illustrated in the following examples:

o All user-accessible web pages shall render properly on the latest major version
of each of the top three mobile browsers

o All samples provided for testing require a concentration of 100ng/ul

e Training personnel shall be approved by the regional operations manager of
the facility at which they are to enter and are subject to search before entry

e The product in its entirety is to be delivered 45 business days after the State-
ment of Work is signed

e The exterior dimensions of the box shall be 30 units wide by 22 units long by
12 units high with interior dimensions of at least 29.75 units wide by 21.75
units long by 11.75 units high

o All beta-level priority service interruptions will receive a documented response
within 3 business hours and a response plan within 12 business hours

e The secondary module casing shall be produced using 0.3 thick 304 grade
stainless steel

The process for collecting or authoring these requirements or specifications is an un-
dertaking that varies by industry, organization, and project. Indeed, large projects
may have an entire sub-project which spans months and whose primarily deliver-
able is a requirements/specifications document. In some cases the specifications or
requirements are dictated by the customer or stakeholders for which the project
is intended. In others, experts or members of the team are the ones who write
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them. No matter who authors them, all parties must agree that the requirements
or specifications represent precisely what the project is to deliver.

Because one party is often better informed and because the use of technical jargon
or scientific measurement is often required, agreeing on the requirements and speci-
fications for a project almost always requires a relationship of mutual trust between
the team and those for whom the project will be completed. In some cases, project
requirements/specifications entail the most essential part of the contract signed by
both parties. In others, defining them represents the first significant interaction
between the team and the customer in the beginning phases of the project.

In addition to serving as a guide during project execution, requirements and speci-
fications can be used when the schedule or budget poses a significant restriction to
the project. Once a list has been compiled, the team and stakeholders can then pri-
oritize its items, choosing which are the most important and should to be completed
first. This allows for a “minimum viable” solution to be created, with additional
work to be done as time or resources become available. This technique is com-
monly employed by teams using cyclical or change-focused process models (covered
on pages 38 and 40).

It should be noted that the techniques and practices behind defining requirements
and specifications entail a rather large discipline—universities teach entire classes
on the subject and entire books are written about the practices and approaches
involved. Requirements and specifications have an undeniable connection to a
project’s quality, which was covered in the previous section of this chapter.

The Layered Approach

How do goals, scope statements, and requirements/specifications work to advance
the project? Using them properly requires you to understand their commonalities
and overarching objectives as you define project outcomes:

1. To gain understanding and approval from essential stakeholders, and

2. to gain enough information and clarification for the team to begin executing
the work.

Both of these are focused on ensuring that the people involved with the project
know how the proposed solution is intended to meet the original problem or need.
Essentially, the team needs to add “layers” one at a time, stopping when they achieve
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an appropriate level of understanding. By proceeding deliberately and checking
frequently, you can optimize level of detail against the effort required in this step.
This level of detail or specificity varies from project-to-project and team-to-team,
as do the specific “layers” needed.

=
- ==

Detailed Design

- Defined Project
Spec1ﬁcat10ﬂ5 Outcomes
Extra Layers?

Some projects require even deeper levels of information or planning to
proceed, especially if they are to achieve the goals of understanding,
approval, and readiness required to start production. Examples of this
could include detailed design documents, specialized drawings, proofs
of concept, or prototypes. By specifying in even more exacting terms
what is to be created, the team can proceed more confident that they
are all on the same page, and that their solution is more likely to meet
the project’s goals.

(—=taten
Prototypes
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So how do we determine which of these “layers” are needed? The answer lies in the
following considerations:

e There is a minimum: Most professionals would agree that at bare minimum,
projects should have a scope statement and defined goals/objectives. Small
projects with teams that have completed similar work in the past may find
this level of definition adequate, but at least one more layer of specificity is
typically needed (usually in the form of requirements/specifications).

e They build upon each other: Each of these layers has a relationship with
the others. For example, goals are addressed by scope statements, which are
described by requirements or specifications.

e They are often industry or organization specific: In some cases, the
differences are in name only; in others, there is a real difference between the
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preferences of different industries. Occasionally, regulations require specific
formats; building codes and financial statements are examples of this. Some-
times entirely different documents are used (blueprints, technical spec sheets,
etc.).

In addition to which layers are needed, the project team must consider the order in
which the layers should be added. For example, if a scope statement and require-
ments/specifications are needed, which should be completed first?

A project that has been more-or-less defined before it’s started often places defining
the scope before requirements or specifications. Scope is set by the sponsor or
a contract with the customer, and stakeholders (often the customer themselves)
are consulted to work out the level of detail required before the team can create
the requirements or specifications. If the stakeholder asks for something outside
the previously defined scope, it is politely refused or considered as an addition
to the project’s baseline scope before acceptance. This type of practice prevents
undue expansion of the project and favors the expertise of the team over that of
stakeholders.

If the project hasn’t been previously well-defined, gathering requirements and/or
writing specifications often takes place first, with a scope statement completed soon
after. Stakeholders’ needs and direct input are considered (as requirements or spec-
ifications) and that input becomes the basis for the project’s scope statement. This
method tends to favor the expertise of stakeholders, with team members relying
on them to properly understand both the problem and their opinion of what a
project-based solution would look like (its scope).

Both of these examples are heavily influenced by factors such as industry norms, the
common practices of the organization, and the analysis of the stakeholders them-
selves (see Chapter Tool: Prioritizing Stakeholders on page 102).

Predictive or Reactive Problem Solving?

The paragraphs above present scenarios in which it makes more sense to
write either the scope or the requirements/specifications first. At their
core, these differences are a result of the general approach needed to
address the “project problem.” Predictive problem solving seeks to solve
problems that haven’t yet occurred or tries to predict future markets.
Reactive problem solving addresses problems or opportunities that have
already occurred. Both scenarios are best addressed with a layered ap-
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proach, but each might dictate differences in the order in which “layers”
are completed.

Regardless of order, project outcomes aren’t properly defined until each appropriate
layer has been written and added. But when are these written? The next section
discusses the project’s early phases, which include the creation of a project plan
document that includes the defined outcomes.

2.6 The Project’s Early Stages

Projects, by their very nature, are unique. Because of this, the steps performed
along the way can vary quite widely, and are further complicated by variations
in how individual organizations conduct work. Once begun, a project follows a
planned life cycle that includes early, middle, and late (concluding) stages. During
this life cycle, project stages can vary based on the focus of the organization and the
process it chooses to employ (plan-focused, cyclical, or change-focused). A project’s
conclusion, its closing stage, represents the unique result the project was intended
to deliver.

Although the way a project starts can vary widely in different organizations, there
are two elements that many project inceptions have in common: the project kickoff
meeting and the project plan document.

The Project Kickoff Meeting

You've been chosen as the project’s leader; you’ve met with the project sponsor,
reviewed the project charter, and figured out who’s on the core project team. You
have a clear understanding of why the project is important and even a few ideas
about how you’d like to reach the objectives before you. It’s time for a project
kickoff meeting.

Because the kickoff meeting represents the first impression of the project and its
team for many attendees, it’s important that it be organized, relevant, and well-
executed. A well-thought-out meeting agenda should be prepared to include the
majority of the objectives laid out above. Key stakeholders such as important team
members, the project sponsor, and the customer (if applicable) should be present.
Though a face-to-face meeting is preferable, the use of online conferencing tools
may be a viable option. In some cases, a separate meeting for the customer may be
appropriate, especially if their role in each step of the project will be limited.
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For many team members and stakeholders, the project kickoff meeting is their first
view of the project. This meeting is intended to:

e Establish the project as a unique, time-limited effort, distinguishing it from
any other projects or operational work in progress

o Share high-level objectives and goals, which ensures that attendees understand
why the project is important

¢ Build awareness, enthusiasm, and support for the project in the minds of the
team and stakeholders

¢ Introduce team members to each other and promote cooperation and communi-
cation—the members of the project team will probably be working together
for an extensive period of time

¢ Define team member roles and responsibilities

e Communicate processes and methods the team will use; by establishing these
up front, everyone will clearly understand future work and documentation
expectations

o Choose regular team-meeting times

o Establish a common set of tools; these can relate to a product or service
directly, but also to practical decisions such as where project documents will
“live” and the preferred methods of communication to be used

e Define what success means to the project and its team

e Begin some foundational work—start planning the project. This usually means
writing a high-level project plan (covered below). Many of its sections can be
written as an outline or with few specifics, then enhanced with more detail as
the effort continues

Meeting Success

Good meetings can be extremely effective, but to many employees,
meetings carry a reputation as a disorganized, irrelevant waste of time.
Chapter 3 includes a section on how to avoid common meeting mistakes
and increase the likelihood of successful project meetings (see page 159).
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Once the kickoff meeting is complete, the project leader should follow up with a
communication thanking attendees for being there, reinforcing what was covered
by the meeting, along with information, decisions, and actions that arose from the
meeting itself. At this point, most projects begin to work on creating the project
plan.

Phase Kickoff Meetings?

What about large multi-year projects—is one kickoff meeting enough?
In this case, it may be prudent to consider kickoff meetings at the be-
ginning of each major project phase. These meetings give the team an
opportunity to celebrate their achievements (from the previous phase),
reconnect with far-flung teammates, and build excitement for the phases
to come.

The Project Plan

The single largest pre-execution effort in most projects is the creation of the project
plan. This artifact documents the results of the initiation and planning phases
of the project and brings it to the precipice of execution. Though it may seem
daunting, it allows the leader and team to think through the project, plan it out,
and document the decisions and information as they become available. Later in the
project, the project plan becomes a valuable tool that helps provide understanding
to stakeholders and assists in bringing new team members up to speed.

Why the Term “Artifact”?

You've heard of historical artifacts, but why project artifacts? Finding
pottery from an ancient culture tells you much more than “they made
pottery”—it contains information about materials available, levels of
technological development, and cultural exchanges with others nearby.
Similarly, project artifacts allow individuals during and after-the-fact to
ascertain information about the team, the resources and time available,
and the status of the project.

Though it may vary from project-to-project, a typical project plan has the following
components:

1. An executive summary: Limited to one page or less, this serves to quickly
explain the basic why, what, who, when, and how to the reader. By reading
this single page, someone can acquire a general understanding of the project:
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Why has the project been initiated?

What is the project supposed to accomplish? What are its main out-

comes?
Who, at the highest levels, are the project’s major stakeholders?

When is it supposed to begin and end? What are the major stops along

the way?
How, in a brief description, is it to be accomplished?

last written.

Project Plan: Executive Summary

This is written after the completion of most planning and the rest of
the document.

Components/Sections: A single page summary with input from the
project charter (see The Project Charter and the Project Sponsor on
page 26) and other sections of the project plan.

References to Other Chapters

Because this project plan description is an outline, the following sections
reference other chapters quite heavily. Because of this, you may need
to revisit this section after reading chapter 3—doing so should clarify
what an actual project plan may look like.

2. Appropriately detailed outcomes: This includes as many of the “layers”
as needed to properly define the project outcomes (covered in the last section,
starting on page 58). Examples include goals, objectives, scope statements,
requirements, and specifications, and each warrants its own sub-heading. Re-
member that the elements required to appropriately define your project out-
comes may vary. This section is typically written first, starting with the most
abstract sections (objectives, goals, and deliverables) moving toward more ex-
acting details (scope statements, requirements, etc.).

Project Plan: Project Outcomes
Typically written first, with revisions as needed.
Components/Sections:
o Goals and/or Objectives (see Goals on page 51)
o Scope Statement: Includes what is and isn’t part of the project (see
Scope Statements on page 53).
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o Requirements and/or Specifications: Often listed as a table or bul-
lets (see Requirements and Specifications on page 57).

e Work Breakdown Structure: An organized breakdown of the work
to be done (see The Work Breakdown Structure on page 88).

e Project Deliverables: A listing of what’s to be created by the
project (defined on page 50).

3. Schedule and budget information: Typically written after defining the
project’s planned outcomes, this section lays out the expected schedule and
budget information for the project. If significant materials or resources are
needed to execute the project, information on how to choose and procure
these items would also be included here. If any significant changes are made
to the schedule or budget, revisions need to be made to this section as well.
Note that estimation, scheduling, and budgeting efforts represent a significant
effort by the team.

Project Plan: Schedule and Budget
Written after the Project Outcomes section and major estimation,
scheduling, and budgeting efforts have been completed.
Components/Sections:
o Milestones: Major scheduling milestones (see Visualizing the Sched-
ule on page 91).
o Schedule: Built through estimation and scheduling efforts (a major
focus of chapter 3).
e Budget: Financial information related to the project. Often gov-
erned by the organization’s policies and procedures.
e Procurement Plan: A plan for resources or services that are to be
acquired in the course of the project.
e Dependencies: Internal and external resources or events that are
needed for the schedule and budget to be valid.

4. A resource and process management plan: This section establishes who
and what the project’s resources are and how they are going to be organized.
The process and change-management-related sections are often well estab-
lished by previous projects—they can often be readily copied and modified.
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Project Plan: Resource and Process Management
Added to and updated as the plans are made.
Components/Sections:

e Human Resource Management: A listing of the project’s team
members and external human resources, their reporting structure,
and their responsibilities. A RASCI is an appropriate tool here (see
The “RASCI” Accountability Matriz on page 136).

e Project Resource Management: A listing of the non-human re-
sources available to the project and how they are to be managed.

e Processes and Change Procedures: This references or lists the pro-
cesses that the team will follow in each phase of the project or when
making major changes to schedules or budgets (see Values, Needs,
and Process on page 36).

5. How quality is addressed: Defining up-front how your project is going
to address both process and product quality ensures that team members and
stakeholders have proper expectations in this area. This chapter’s tool, en-
titled Chapter Tool: Planning Project Quality (page 69) provides some basic
instruction for helping a project team get started.

Project Plan: Quality Assurance Plan
Written after sections listed above (except the Executive Summary) are
completed.
Components/Sections:
e Process Quality
— Standard Procedures: Often previously defined by the organi-
zation or team (see Quality and The Project Triangle on page
43).
— Artifacts to be Created: Should include approval or review
procedures needed for each.
— Process Review and Improvement Plan: Related to a project’s
Lessons Learned, covered on page 170.
¢ Product Quality
— Quality Specifications: Clearly specified tests or standards to
be met (conforming to explicitly defined quality elements, de-
scribed on page 44).
— Quality Focus: The implicit focus of quality efforts—the
quality-related goals the project hopes to achieve (see Fxcel-
lence on page 44).
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6. Stakeholder analysis and communication planning: It’s important to
define who the project’s stakeholders are and the team’s plans for communi-
cating important project information to them at regular intervals.

Project Plan: Stakeholder Communication Plan
Updated regularly throughout the planning process.
Components/Sections:

o Stakeholder Register: A table containing a list of all individuals
or groups who can affect or are affected by the project (building a
proper stakeholder register is described in the next chapter (page
103).

o Communication Plan: A communication plan should include the
following information:

— What: The type of information to be communicated. Exam-
ples include status updates (such as the Quad Chart, covered
on page 173) and reports (covered on page 164).

— How: The method, or channel, of delivery (see Channels of
Communication on page 151).

— To Whom: The recipients of each type of communication.
These should line up with the stakeholders identified in your
stakeholder register.

— When: Information about the frequency of communication or
specific scenarios that would trigger a communique. This re-
lates to the idea of Ezxpectation Management, covered on page
171.

— Who: The team members or roles responsible for conduct-
ing the communication. Different team structures (covered on
page 114) will handle this differently.

7. Consideration of risks and issues: Though we hope for ideal conditions
and predictable results, it’s important for the project team to consider situa-
tions where the project faces delays, shortages, or other negative conditions.
This section creates a place to list issues, seeks out potential risks, and estab-
lishes procedures for addressing these issues and risks.

Project Plan: Risk and Issue Management
This is written as potential issues and risks are encountered; these are
often discovered as other parts of the project plan are authored.
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Components/Sections:

o Initial Risk and Issue Analysis: SWOT analysis is an appropriate
tool to help with this (see page 98).

o Risk Register: Establishment of a risk table which should be revis-
ited frequently throughout the project (for an example, see page
101).

e Issue List: Often tracked electronically. Includes issue names, de-
tails, and resources assigned to resolving them.

e Risk and Issue Procedures: Establishment of procedures for iden-
tifying, recording, and working thorough issues and risks. These
will often heavily rely on documented organizational processes and
procedures.

8. Appropriate approval and revision information: Plans, and the artifacts
that document them, are subject to change and revision and must be visible to
important parties. Establishing a set of procedures for managing important
changes to the project minimizes the chance of surprised stakeholders and
failed project objectives. Including a revision log can clarify which version of
the document a stakeholder has. In addition, including approval information
specifies which parties must formally review and sign-off on the plan.

Project Plan: Document Revision and Approval

Written when the document is established; revised as changes are made
to the document or approval is received.

Components/Sections:

e Change Procedures: The procedures that should be followed when
making major changes to the project’s deliverables, schedule, or
budget.

e Revision History: A log of major changes listing revision details,
which includes authors and dates. This may be created electroni-
cally (see The Modern Project Manager on page 17).

o Approval: Proof of plan acceptance by appropriate parties, which,
in some cases, may include physical signatures.

Though many project teams choose to organize the project plan as a single doc-
ument, it may be more appropriate to use an organized collection of documents
which, stored together, are independently updated as needed. Maintaining formal
project documentation such as a project plan has several benefits:
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o It allows the transfer of official information between parties (such as new team
members).

e Recording project information can help prevent the absence of one person
becoming a single point of failure.

e Documentation forces the team to consider what they are doing and puts it
into context.

e Recording decisions and information can help to prevent re-work.

o Achieving quality results can be a moving target, and documentation can help
to stabilize efforts.

e Some customers include documentation standards and favor organizations that
follow them (see ISO 9001 Certification on page 43).

¢ Information about successes, failures, estimates, etc. can be useful to future
projects (see Lessons Learned on page 170).

Ultimately the documentation your team chooses to create should be based on orga-
nizational policies, customer preferences, and the team’s needs. Each artifact should
fulfill a purpose, the importance of which should be known to the team as they work
to create it. If an artifact’s value isn’t apparent, it may be prudent to discontinue
its use or modify it to meet the needs of the project.

2.7 Chapter Tool: Planning Project Quality

The concept of quality and how it applies to work seems quite daunting at times.
With so many aspects, all of which seem important, it can be difficult to get started.
As the project progresses, applying those concepts, tracking how well the team is
doing, and making decisions can be just as difficult. This chapter tool gives you a
basic method for prioritizing the most important aspects of quality as you plan and
execute your project.

Exercising Quality

As you read through the steps that follow, think about a project you've
worked on in the past. On a piece of paper, complete steps 1-4 as best
as you remember. Once this is complete, think about steps 5 and 6—
did your project team properly consider the most important aspects of
quality as the project continued and neared completion?
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Complete each of the following basic steps in order:

1. Choose 4-6 aspects of quality that are most important to your

project. Choose equal numbers from each category (product and
process quality): If two aspects seem very similar, choose only the one that
seems more important within the context of your organization and what your
project is trying to achieve. Note that this is far from an exhaustive list, so feel
free to choose other aspects of quality relevant to your project. Many of these
aspects are related to the organizational values and project needs discussed on

page 36.
Product Quality Process Quality
Features Perception
Performance Timeliness
Efficiency Cost Efficiency
Durability Process Improvement
Reliability Safety
Serviceability Stakeholder Relationships
Aesthetics Precision of Execution
Uniformity Approval
Availability Compliance
Resource Consumption Responsiveness

. Rank the chosen aspects above from most important to least impor-
tant: If two seem just as important as each other, then place them side-by-
side. As you do this, you should get a sense of which aspects emerge as more
essential than others and should help you dismiss the less prominent aspects.

. Distribute 20 “importance” points between them: This converts your
ranked list into one with individual weights of importance. An example could
look like this:

Quality Aspect Points
Stakeholder Relationships
Approval

Cost Efficiency

Features

Aesthetics

Reliability

Total

NN Wk =~ Ot

20

4. Use a “radar chart” to visualize the balance of prioritization: This

chart should be divided into product and process quality. Using spreadsheet
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software or online tools makes this much easier than using pen-and-paper.
Here’s an example representing the same values from the previous table:

5. Analyze the balance between product quality and process quality:
If one side appears “heavier,” this could indicate that, given limited resources,
more attention should be expended planning and tracking related areas of
focus.

Product quality may require, for example:

e Properly defining project outcomes such as the scope statement and re-
quirements (see Defining Project Outcomes: A Layered Approach on page
51).

e A schedule and resource focus on product-related standards, conformance,
and excellence (see Quality and The Project Triangle on page 43).

o Including product testing and verification activities in your schedule (see
Project Scheduling on page 88).

e Placing special emphasis on risks that affect the quality of the end prod-
uct (see Risk Management on page 97).

o Focusing keenly on results as a team (see Focusing on Results on page
138)

o Paying special attention to pitfalls such as Fire Drill (page 185) and
Rushing to Ezxecution (page 186).
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e Organization or industry-specific product quality standards and expec-
tations.

Process quality may require, for example:

o A solid understanding of how the organizational environment affects your
processes (see The Project Environment on page 30).

o A focus on defining and refining your process (see Values, Needs, and
Process on page 36).

e Including time in your schedule to review and improve your process; pre-
scheduling regular meetings on the topic can help with this.

e Ensuring proper communication with internal and external stakeholders
(the topic of chapter 5).

o Spending more time seeking process-related risks (see Risk Management
on page 97).

o Watching out for common pitfalls such as Analysis Paralysis (page 184)
and Death March (page 184).

o Organization or industry-specific standards and expectations regarding
how projects are carried out.

A more balanced radar chart requires you to adopt a holistic approach, con-
sidering both product and process quality carefully.

6. Review quality priorities at each step of the project: As work contin-
ues, it can be easy for individuals to forget which aspects of a project are most
important. By constantly refocusing on the aspects of quality that are most
important, the team is less likely to get “off track.” One way to avoid this is
to place the radar chart in a prominent, visible location in the office, which
ensures that all team members involved in the project can regularly see the
aspects of highest priority.

The 7 Quality Tools

First listed by Kaoru Ishikawa,'? the 7 basic tools of quality provide
a way to analyze quality issues wvisually. Though some choose to add
additional tools to the list, Ishikawa 7 basic quality tools include: the
cause-and-effect diagram, tally sheet, control chart, histogram, Pareto
chart, scatter diagram, and statistical sampling. An online search will
reveal numerous descriptions, examples, and uses of each.
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2.8 Summary and Conclusion

It’s important to remember that the ways a project is carried out can vary, with dif-
ferent organizational structures affecting how resources are allocated and values and
needs affecting how the project’s process is carried out. Therefore, understanding
the nature of projects, their environment, and their progression are fundamentally
important to planning and executing them successfully. What’s more, a continuous
balancing act occurs between the three elements of the project triangle (resources,
schedule, and scope) and the various aspects of quality.

The early phases of a project are essential; this is where planned outcomes are docu-
mented in increasingly exact terms (goals, scope statements, and requirements/spec-
ifications, for example). Once a project kickoff meeting is held, the project team
must then begin the planning process, which includes creating the project plan and
considering abstract ideas like product and process quality assurance.

This chapter includes a fair amount on the early phases of a project, but may seem to
stop short, offering little advice on the actual execution phase of a project. Because
of the unique nature of organizations, industries, teams, and the projects themselves,
this is left to the project leader—it’s why they’re needed, after alll The well-prepared
project team does their best to plan appropriately, but all projects share two im-
portant features that help carry them to completion: the need for a variety of skills
and an element of uncertainty. The remaining chapters of this book provide insight
into planning, decision making, managing a team, and communication—all of which
are core competencies required to face this uncertain future.
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Key Terms

Artifact: Something created as part of
a project that isn’t the defined, intended
end-product, service, or result. Often
a document; contrasts with deliverables

(page 63).

Best Practice: A procedure that is
widely-accepted to be standardized, ef-
fective, or appropriate in most cases

(page 44).

Business Need: A problem or opportu-
nity that may result in the initiation of
a project. Often identified by the project
sponsor (page 25).

Cost of Poor Quality: Costs incurred
due to inattention to quality during a
project (such as rework and customer dis-
satisfaction). Balanced against cost of
quality (page 45).

Cost of Quality: Quality-related costs
incurred during a project (such as plan-
ning, research, and testing). Balanced
against cost of poor quality (page 45).

Deliverables: The products, services,
or results that a project is intended to
produce. Contrasts with artifacts (page
50).

Execution: The project life cycle phase
where plans are implemented, typically
resulting in creation of the intended de-
liverables (page 27).
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Functional Organization: An organi-
zational structure defined by separate op-
erational “silos.” Projects are often as-
signed resources from one or more func-
tional areas (page 31).

Goals (Project): High-level statements
that serve to provide context for what the
project is trying to achieve (page 51).

Matrix Organization: An organiza-
tional structure which has features of
both a functional organization and a
project-focused organization (page 34).

Operational Work: The ongoing,
repetitive work within an organization,
or “business as usual.” Often contrasted
with projects (page 26).

Process Model: An abstract represen-
tation of the steps completed in carrying
out a project. Three basic categories fo-
cus on planning, cycles, and change (page
37).

Product Life Cycle: Related to mar-
keting and production, the basic stages
experienced by a product, including con-
ception, growth, maturity, decline, and
withdrawal (page 29).

Project: A planned, time-limited group
of actions designed to achieve specific
goals or outcomes. Contrasts with op-
erational work (page 25).
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Project Charter: A project artifact
completed at the initiation of a new
project, typically by the project spon-
sor(s). It defines objectives, main stake-
holders, and initial funding, giving the
project leader authority to begin (page
25).

Project-Focused Organization: An
organizational structure defined by re-
sources’ primary attachment to the
project rather than individual depart-
ments. Often contrasted with functional
organizations (page 33).

Project Functions: Project activities
that generally require continuous moni-
toring and controlling. An element but
not a phase of the project life cycle (page
28).

Project Life Cycle: The basic phases
through which most projects pass. In-
cludes conception/initiation, planning,
execution, and closing (page 27).

Review Questions

1. In addition to a defined beginning and
end, which other feature characterizes
a project?

2. Who is responsible for identifying the
problem or opportunity to be ad-
dressed by the project and often au-
thors the project charter?

3. Which phase typically follows the
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Project Plan: An artifact typically
completed early in the project defining
important elements of the project and
how it’s to be carried out (page 63).

Project Sponsor: The individual or
group who verifies the problem or oppor-
tunity to be addressed by the project.
Often responsible for authoring the
project charter and championing the
project. A major stakeholder (page 25).

Project Triangle: A model defining the
three constraints of a project: scope, re-
sources, and schedule. Changes to one
constraint requires adjustments to one or
both remaining constraints (page 46).

Scope: What is and isn’t to be included
in the project, or its “boundaries.” An
element of the project triangle often ex-
pressed as a scope statement (page 50,
53).

planning phase in the project life cy-
cle?

4. Name two project functions.

5. A project is assigned two resources
from marketing, one from finance, and
three from I'T. Which type of organi-
zation does this likely represent?

6. Your project has solid require-
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ments/specifications and an inexpe- what isn’t to be included in the
rienced team. Which category of pro- project?
cess models is most appropriate?

7. Which element describing project out- 8. Which section of the project plan is
comes focuses on stating what is and usually written last?

Exercises

1. Until now the organization you work for has typically focused on operational
factory production work. You’ve just been hired as a project manager to com-
plete several important upgrades, and you’re concerned about the “operational
culture,” which may not be compatible with project work. What strategies would
you employ to improve your chances of success in these circumstances?

2. You've been tasked with overseeing the design, production, and marketing of a
new type of hand-held media player. Name five projects that could be completed
as part of this product’s life cycle.

3. Project-focused organizations can experience negative effects when their projects
compete for the limited resources available. In an environment that should focus
on productivity, project leaders may find themselves “playing politics”—vying
for attention in sometimes counterproductive ways. You’ve been promoted to
VP of Projects and would like to prevent or alleviate some of these issues. Which
strategies would you employ?

4. The organization you work for has traditionally used plan-focused processes when
completing projects. Because your current customer often changes their mind on
what they expect of you and your team, you’re considering switching to a change-
focused model. What are three potential advantages and three potential pitfalls
of this decision?

5. The first phases of your design project have gone well, but the final version of
the smoke detector you team has designed has failed a few required tests. Given
what you know about the balance of quality and the project triangle, what are
some possible implications of this new circumstance?

6. You're using the layered approach to define the outcome of a parking lot project
for the local public high school. Write 3 goals/objectives, a scope statement
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including what is and isn’t a part of the project, and 3 specifications/requirements
in line with this scenario.

7. The project sponsor has just chosen you to lead a new web-based software project.
Create a basic agenda for the project’s 2-hour kickoff meeting.
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Prioritization: The Core of Project
Leadership

Reviewing what they are trying to accomplish can leave a project team
overwhelmed. In this chapter, we’ll explore the concepts behind choosing priority:
properly understanding how long tasks will take, ordering them properly,
consistently and accurately evaluating risk and status, and analyzing the people
important to the project.

complete a limited number of items to fulfill an objective. In reality, having

T he word “tasks” is deceptively simple. It implies that one only needs to
more than one task highlights the importance of prioritization:

e Which task is more important?

o (Can one task be started before another is completed?

e What if this is a really easy task... can we do it first?

o What about problems that arise—are they beyond our control?
e How do we report progress along the way?

e How do we even know that progress has been made?

3.1 Why is Prioritization So Essential?

By taking a systematic approach to answering the questions listed above, project
leaders, team members, and managers can assert control over and increase the pre-
dictability of project results. First, to properly prioritize, adequate information must
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be ascertained about the work that needs to be done—this is achieved through esti-
mation. Next, tasks and work units must be scheduled, and risks must be found and
accounted for. Finally, during project execution, progress needs to be tracked, ad-
justments made, and status accurately reported. In each of these actions, the project
team must prioritize, or make decisions, about what should come first, which tasks
are more important, and, if needed, which parts of the project will not be completed
before the deadline.

The remainder of this chapter takes the systematic approach outlined in the previ-
ous paragraph. Each section breaks down the processes that must be enacted and
decisions that must be made to properly engage in project work. As you read, think
about the prioritization—deciding when “this goes before that”—that is essential
to each concept.

3.2 Estimation Methods

To develop a proper understanding of estimation, it’s important to make distinctions
based on levels of granularity that estimation can take. Early project activities such
as strategic planning, feasibility studies, and contract negotiation require estimations
of large blocks of deliverables—essentially the entire project needs to be estimated
as accurately as possible. After the project has kicked off, it becomes necessary
to estimate smaller units of work, usually down to the individual task, or, at the
very least, down to a level that allows enough understanding to properly execute
the work. Although the mechanics may differ slightly between estimating time and
estimating resources (typically financial), many of the same methods can be used
to create these estimates.

The following techniques are most commonly used:

Expert Judgement

This is the method that all others are built on. An “expert”—
someone with previous experience—analyzes the situation “I'm an Expert,
and makes a determination resulting in an estimate. and I think...”

e Strengths: Based on previous experience. FExpert
lends credibility to the estimate for stakeholders. %

e Weaknesses: Because the estimate is potentially
based on one (or more) people’s expertise, a problem with their credibility
may negatively reflect on the project as well.
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¢ Keys to Success: Keeping good records, or “lessons learned” gives the expert
proper perspective on past experiences. Because of this, they’re consistently
comparing previous estimates with actual results and using these previous
comparisons to guide their current ones.

Top-Down Estimation
In top-down estimating, the expert or team determines the "
size of the whole unit, and then divides it into smaller and [ bl ]

smaller chunks that sum into the ones above them, until all b
tasks/activities are small enough to be completed as separate [;][;]
units. = =
BiBla
e Strengths: Useful when less detail is known about the
final product. Some divided sections of a project are very similar to those of
other projects, so consider using their actual results in such cases.
e« Weaknesses: If major details are missed, the accuracy of this method suffers.

o Keys to Success: As more information is learned about a project, the team
should revise their estimate in a similar top-down way.

Bottom-Up Estimation
In many ways the opposite of top-down, bottom-up first tries [ > ]D[ 7 ]E][ = ]

to consider all of the smallest tasks or work units and then
sums them together to obtain a larger estimate.

1 A T

e I 7

e Strengths: If individual activities are well known, this T
method may provide a more precise estimate. 10

¢ Weaknesses: This method can be more time consum-
ing which may result in inefficiencies, especially if the project’s activities are
likely to change.

¢ Keys to Success: If individual activities, work units, or tasks have been
completed before, use actual times whenever possible.

— —

—
e —

Comparison or Analogy Estimation

With this method, historical data is studied under the idea
that previous projects with similar attributes will give insight Old New
into current estimates. ol Frojesct

e Strengths: Because current estimates are based on
actual historical data, they gain credibility with management and decision
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makers.

e Weaknesses: Projects are by their very nature unique, so finding candidates
for comparison can be difficult. When differences are found, adjustments re-

quire additional consideration.

e Keys to Success: To compare projects appropriately, it’s imperative to prop-
erly record data on actual times to completion and lessons learned. The success
of future projects depends on proper documentation of current projects.

Group Consensus / Planning Poker Estimation

Using an established process, a facilitator helps the team
reach a consensus estimate on a project, work unit, or activ-
ity. Typically, initial estimates are collected from each group
member anonymously, team members state the factors that
affected their estimate, and the group re-estimates. Exam-
ples of this type of process include “Planning Poker” (often

used with Agile Methods, see page 200) and “Wideband Delphi.”

£
,

“We think...”

e Strengths: Group participation in creating the estimate increases commit-
ment to accurate estimates as well as ownership of the final results.
e Weaknesses: If individual group members are biased, the negative effect can

be multiplied. Groupthink (see page 181) is also a risk.

o Keys to Success: Consistency in how a final decision or estimate is reached
will allow individual members to more actively engage in the process of creating

an estimate each time this method is used.

Consensus Decision-Making

The distinction between unanimous agreement and consensus is an im-
portant one, and organizational, social, and political groups often need
to reach a decision efficiently and reasonably with all parties supporting
the final choice in order to be effective. For more on this, search the

term “consensus decision-making.”

Other Estimation Methods

At least in part, most estimation methods use one or more of
the above, but some use inputs such as mathematical /statis-
tical models (i.e. parametric estimating) or choose to focus
more heavily on specific elements of a project such as risks
or size rather than the time to complete the project. Many

\

loo||

industries and domains (software, building, civil engineering, etc.) have their own
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methods and distinctions.

The level of detail needed to make an accurate estimate is often dictated by how
far along you’ve progressed in the project. If this is the case, it may be prudent to
change your estimation method one or more times to better suit the situation or
needs you're presented with. For example, a project that doesn’t yet have resources
may start with a top-down approach, transitioning to group consensus once people
have joined the team. This way, a project leader can consider and engage the
strengths (and avoid the weaknesses) of estimation methods as a project continues.

The One-to-Two Rule

Wondering how “small” to go when dividing tasks? The “one-to-two
rule” states that tasks or work units have been divided up sufficiently
when the smallest ones can be completed by one or two resources in one
or two weeks. At this size, individual tasks are easily understood and
small enough to allow for consistent demonstrated progress.

Though estimating is important, it’s vital to remember that these estimates should
flow into actual schedules—estimating is simply a tool designed to help project teams
properly make decisions about their future plans.

3.3 Estimates vs. Commitments
Consider the following scenario:

Early one February morning a salesperson, a manager, and an en-
gineer meet to discuss an upcoming project for an important client.
The salesperson, who is responsible for all communication with
the client, describes what the client is seeking, and asks the en-
gineer to estimate of how long it will take to reach a solution.
After some thought, and having asked some ba-
sic clarifying questions and consulting records
from previous projects, the engineer concludes The %

“4 to 6 weeks”

“Completing this project would take between 4 Engineer
and 6 weeks.” . =* 2 1
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On the other hand, understanding the high
priority that this particular client holds within
the company, the salesperson thinks “This
is such an important project and whichever
resources are necessary will be available, so this
project should be done as fast as possible: in 4
weeks.”

Seperately, the manager, thinking about the
calendar, previous experience, and given that
this is the first week in February, concludes
“This project should be complete between the
first and third week in March.”

Yet the engineer, looking at the workload cur-
rently underway, thinks “After completing the
current project at the end of the month, I will
have an additional 6 weeks to complete this new

one.”

4 Weeks

The
Salesperson

Next Month

The
Manager

2.5 Months

The
Engineer

In this scenario, each party started with the same information but ultimately ends
up with wildly different perceptions about what would actually occur. As such, the
person may have felt completely justified in their calculations, which may lead to
future disagreements where both parties feel passionately that they are right. To put
it simply, this is a problem of estimates vs. commitments, which can be exacerbated
by the following conditions:

Varying Perspectives

The expectations of each party aren’t aligned or communicated

Assumptions are being made or data is being interpreted differently
Individuals have different information available to them

Some feel that open communication isn’t allowed or prudent

Individuals have biases or lack of experience that make them inherently inac-
curate at estimation

Think about the above scenario from each person’s perspective. Are
any of the parties more correct in their particular assertions? Do any of
the negative conditions listed above seem present? Which role(s) have
you played? What could have been said or done to ensure that these

differences didn’t occur?
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Given the difficulties that estimating presents, what can be done to help the team
avoid some of the pitfalls seen above? Approaching this problem requires a clear
understanding of accuracy and precision, covered in the next section.

Expectation Management

One concept that could help immensely as the scenario above continues
into execution of the project is expectation management. Covered in
chapter 5 of this book (page 171), this communication concept focuses
on ensuring that all parties have a proper understanding of important
project information such as estimates and schedules.

3.4 Accuracy and Precision

Two words that are often incorrectly used interchangeably are accuracy and preci-
sion. Although related, they are distinct concepts important to the way estimates
are understood and presented.

Accuracy is related to how close a stated value is to reality. A simpler way to
state this is to say that accuracy measures how true a value is. It’s important to
understand that accuracy is not related to intention or perception, but rather to
actual values. In a project, for instance, the time or financial estimate is measured
for accuracy compared to the actual time or resources required to complete the
project. Accuracy cannot truly be measured until the estimated work is completed.

Precision relates to how exact a stated value is. By definition, a range is less precise
than a single value, and a larger range is less precise than a smaller range. Unlike
accuracy, precision is related to the way a value is stated, so it’s possible to state a
very precise value that is not at all correct when compared to the actual value.

When these two concepts are used correctly, projects approach consistent accuracy

and increasing precision. This is typically demonstrated as a smaller and smaller

estimated range as the project progresses. This creates a “cone of uncertainty”:!
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It’s important to note that this concept should demonstrate a consistent level of
accuracy. This means that to the best of their ability, the estimator tries to maintain
truthfulness as the project progresses. In a similar graph displaying accuracy change
over time, the result is much less interesting:
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To put it plainly, to be truthful (accurate) early in the project, the team must admit
that they’re not sure about future circumstances, but believe that the outcome will
fall in a range of possibility. In other words, estimates should never be a one-time,
static number, but, rather, as the project progresses, estimates (expressed as ranges)
should be revised to increase their precision (i.e. smaller and smaller ranges). The
idea of a “precise estimate” is, by its very nature, an oxymoron.
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Surviving in a World That Values Precision Over Accuracy
Consider this. You’ve been asked to estimate a project, but how can
you properly account for both accuracy and precision in your estimates?
One basic strategy is to decrease precision in early estimates, resulting
in higher accuracy:

« Ranges: “6-8 Months,” “400-450 person-hours”

o Plus/minus qualifiers: “7 Weeks +/— 1 Week”

e Rough dates: “2 quarters after project kickoft”

This approach includes many of the problems included in the scenario
above. Because they are imprecise, more specific (precise) estimates
may be requested or demanded. In this case, additional strategies may
be needed:

o Confidence factors: “4 weeks: 30% chance, 5 weeks: 50%
chance”

o Best/worst/most likely cases: “best case: 16 weeks, worst
case: 22 weeks, most likely: 20 weeks”

e Situational qualification: “25 weeks; with an additional re-
source, reduce by 2 weeks; anticipated solution proves to be in-
valid, increase by 4 weeks”

In some cases other parties may have their own ideas about how long
things should take or may simply cut every estimate they receive by
20%, for example. In this case, the following strategies may be required
in addition to those listed above:

e Validate estimates by sharing the methods, calculations, and de-
cision processes used to create them.

o Offer to cut scope or ask for additional resources (see Quality and
The Project Triangle on page 43).

In the long term, the following strategies can help make acceptance of
your estimates easier:

« Consistently accurate estimates bolster credibility and respect for
the processes used by the team (including the estimation process).

o Consistently updating stakeholders with more and more precise
estimates as the project progresses will increase confidence in your
ability to manage priorities (narrowing the cone of uncertainty).

87
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3.5 Project Scheduling

Often occurring directly after estimating, scheduling is the act

of organizing, ordering, and ultimately placing the tasks and Planning
work units against real dates. In reality, scheduling’s relation-

ship to estimating is part of the scheduling continuum, seen to the N
right. Before individual dates or durations are even considered, o
the planning begins, outputting a list of activities, tasks, and/or Bsumating
work units. Estimating, covered previously, attempts to quantify v

the size and effort (typically in person-hours) of of project activ-

ities and tasks. Scheduling, covered in this section, seeks to add Scheduling

order and concrete dates to these abstract work units. Tracking,
covered in the next section, attempts to ascertain how the project
is progressing throughout execution.

!

Tracking

The Work Breakdown Structure

Planning and estimating efforts often yield reasonable expecta-
tions as to what is to be done and how long it will take, but it’s often the case
that before scheduling efforts can start, work units or activities need to be further
broken down to the task level. Though there are multiple methods to do this, one
of the most well-known is the Work Breakdown Structure.? Simply put, the Work
Breakdown Structure (WBS) is a method of continuously breaking down elements
until they are at a level that’s easily understandable (and therefore can be more
easily estimated and sequenced). Typically, a Work Breakdown Structure is anno-
tated in one of two ways: as a series of nested “bullets,” or as a similar graphical
representation.

1. Pack
1.1. Acquire Materials 1 Pack [2. Mave ] [3. Clean ]

111 ACqu}re Boxes L1 Acquire 2.1 FFind ] I_[ll Clean ]
1.1.2. Acquire Tape |,\;,,h.,._,l|n I fFrends Floor

1.2. Pack Into BC.)XGS 111 Acquire 2.2 Load 3.1.1 Sweep
1.2.1. Pack Kitchen Boses Truck Floos

1.2.1.1. Pack Dishes Ll.l.\(quu-u] 2.3 Drive ]
1.2.2. Pack Bedroom Lape Truck Flooe

2. Move 1.2 Pack Inro
2.1. Find Suekers Friends Boxes
2.2. Load Truck
2.3. Drive Truck
3. Clean
3.1. Clean Floor
3.1.1. Sweep Floor
3.1.2. Mop Floor
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It’s important to note that not all parts of a Work Breakdown Structure should be
broken down to the same level; rather they only need to be broken down enough for
scheduling activities to move forward (see The One-to-Two Rule on page 83).

Work Breakdown Structure Building Techniques

Similar to the estimating techniques covered earlier in the chapter, a
Work Breakdown Structure can be built “top-down” or “bottom-up”
(see page 81). However, because of its structural flexibility, it can be
built “rolling wave” style or even with sticky notes on a wall. Get-
ting the team involved in creating the structure decreases the chance of
overlooking details and also promotes ownership of the project at hand.

Sequencing Tasks

Once tasks, work units, and activities have been properly broken down, it’s impor-
tant to sequence them properly. Remember that some tasks require others to be
completed before they can be started—this is known as precedence. In many cases,
tasks that precede others are related to each other (meaning one must be completed
before another can be started), but in some cases they may simply be assigned to
the same team member, not allowing them to be completed simultaneously. This
sequencing is typically done using precedence techniques. First, estimated tasks are
listed with their dependent tasks.

Task Estimated Duration | Dependencies
A | Move Obstacles 4 Min Start
B | Find Broom 3 Min Start
C | Sweep Floor 8 Min A, B
D | Find Mop & Bucket 3 Min Start
E | Fill Bucket with Water | 2 Min D
F | Mop Floor 15 Min C E

Although considered individually, each task is quite understandable; someone read-
ing this chart, however, might have difficulty understanding things like which tasks
can be completed simultaneously or how long they will take altogether. To best
answer these questions, use the Precedence Diagram Method, seen on the next page.

After creating this diagram, it’s easy to see that multiple resources can work si-
multaneously and that the entire “project” should take 27 minutes from start to
finish:
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Move !
Sarop 7 T -
— Eitetilas Sweep Floor
4 Min # Min
Start 1 Find Broom = Mop Floor Finish
3 Min 15 Min
Find Mop & Fill Bucket
K Bucket 4 with Water
3 Min 2 Min

Precedence Diagram Method Terminology

The critical path is the longest path through the diagram, and therefore
represents the total time. It also represents the tasks that, if delayed,
will have the largest effect on the total project. Slack time refers to
tasks that can be started late without affecting the schedule. In the
example above, “Find Broom” has a slack time of 1 minute and is not
on the critical path. Tasks on the critical path have no slack time.

Once tasks have been properly sequenced, they can be applied to a “calendarized”
schedule. Project teams need to understand that even though a project is planned,
estimated, and sequenced, there are many factors that can affect how the work is
applied to an actual calendar. Examples include:

e Other projects or work that must be completed first

o Capital, external contractor, resource, or key personnel unavailability until a
future date

o External factors such as weather and government regulation dictating when
work can occur

e Organizational policies prohibiting work during certain periods such as “peak
season” or holidays

o Schedule-affecting risks occurring (see Risk Management later in this chapter)

Additionally, plans and reality can be disparate, so tracking, covered later in this
chapter, becomes a vital activity for successful project teams.

Visualizing the Schedule
Though scheduling decisions are relatively straightforward, visualizing them can be a
challenge. Individual projects often exist in organizations that have a lot going on—



3.5. PROJECT SCHEDULING 91

other projects, operational work, multiple departments, and distant stakeholders.
Cutting through this noise requires simple, easily updated visualizations created by
the project leader and viewed by the project team and other stakeholders.

One common way of marking time in a project is through milestones. A milestone is
an accomplishment that in itself isn’t any work and doesn’t appear in the sequence
of tasks, but represents a point in time. Most often, a milestone is simply the
beginning or end of a phase. Examples could include “building begins” or “testing
complete” milestones. By calculating milestone dates and organizing these into a
chart, an easy-to-understand, high-level view of the project schedule can be shared:

ID | Milestone Planned(4/— 1 Week) | Actual
01 | Design Begins May 12
02 | Design Complete June 15
03 | Module 1 Construction Begins June 18
04 | Module 2 Construction Begins June 22
05 | Construction Complete July 14
06 | Delivery to Customer Complete July 18

It’s important to note that this chart should include both the planned date and an
empty column to allow actual dates to be recorded as the project proceeds—this
allows any anticipated lack of precision to be expressed as the visualization is used.

Another commonly used schedule visualization tool is a Gantt chart. Though indi-
vidual features may vary (labeling, hierarchy, precedence, columns), all Gantt charts
have tasks or activities listed on the vertical axis and bars indicating length of time
corresponding to the horizontal axis. By viewing how bars are “stacked,” the project
team can determine which tasks are scheduled to happen before or concurrent to
others.

ID Name Duration May 1 —May 7 May 8 —May 15 May 16 — May 22
1 Main Part | |
2|-TaskA | 2Days || == 1
3(-TaskB | 1Day | LW ' 1]
4 |-TaskC | 8Days ||| ] — — B
5|-TaskD | 2Days || | '
6 Module1 | | & | ;
7 |-TaskE | 6Days | |
8 |- Task I’ [ 7 Days | = TR . : II : ] =
|9 [Complete | Milestone] | i N o [N
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In most cases, modern project teams use server-based project systems. Built to
assist in planning, estimating, scheduling, and tracking, these systems hold large
amounts of information designed to aid in the visualization and manipulation of
project data. Often each team member has access to a slightly different view: some,
for example, may only have permission to view their own tasks, while project leaders
are usually able to view and manage the project in its entirety.

Note that the illustration above is an example and does not represent an actual
project management application. These systems often include multiple layers of
data and visualizations such as:

o Activities or tasks, including visualizations like Gantt charts

e Project calendars and milestones

o Listings of current issues and risks

o Information about stakeholders connected to the project (see Stakeholders on
page 12)

o Project artifact (documentation) file listings

e Financial information relating to the project such as budgets and materials
available

o Statistics relating to the project (see Communicating with Metrics and Reports
on page 164)

Though immensely helpful, these systems often have a relatively steep learning curve
and require conscientious effort. Users need to input changes that have occurred,
tasks that have been completed, the status of stakeholders, budget information,
and much more. What’s more, if the system’s data is even slightly out of date, its
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usefulness significantly declines. Because of this, it’s likely that a significant portion
of a project leader’s time will be spent in these endeavors. Though this may seem to
be a recent phenomenon, the reality is that projects have always required significant
effort devoted to record keeping—modern systems have made this more efficient,
consistent, and share-able. (One can only imagine how long it would take to update
a Gantt chart manually, and thankfully, those times are behind us.)

Paralyzed by Too Much Data?

Better visualizing available project information can lead to more effi-
cient decision making—but can it backfire? Because so much data exists
and there is always the potential for collecting more, some decision mak-
ers may become paralyzed. As they look for a definitive answer in the
“numbers,” they may become concerned that they don’t have all of the
necessary information to carry out the project, or may simply be over-
whelmed with large amounts of data or the systems used to collect and
analyze them. It’s important to remember that advancing the project
schedule is as important during the early planning stages as it is later
on, and a balance must be struck between analysis and advancement
(for a related pitfall, see Analysis Paralysis on page 184).

Communication of Schedule Elements

Just because the tools and visualizations above are useful to you as a
project leader or team member, doesn’t mean they’re appropriate for
stakeholders. Considering elements such as level of detail and how in-
formation may be interpreted requires careful evaluation of who you’re
communicating with as well as what is to be communicated. Several sec-
tions of chapter 5 address this directly: see Communicating with Metrics
and Reports on page 164 and Stakeholder Expectation Management on
page 171.

Scheduling and Process

Now that you’ve gained a basic understanding of how to break down work, sequence
tasks, and visualize the schedule, it’s time to step back and consider the context sur-
rounding how work is done by your team. Discussed in chapter 2 (see Values, Needs,
and Process on page 36), the process your team has chosen to adopt significantly
influences how the work is carried out. Examples include:

o How work is divided among resources
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e Whether planning and work can be conducted simultaneously

o How often to check in with the customer and management

e The amount of testing or verification that must be conducted for each task
o “Ownership” of work - is it individual(s), or the entire team?

e How much the team is willing to adapt to changes

Following the guidelines of established process, the project team is now able to create
a schedule that works within the constraints of the project and the culture of their
organization. The makeup of that schedule is as variable as projects themselves,
but one truth applies to all schedules: unless the executed work is tracked and the
schedule adjusted to changing conditions, the planning, estimating, and scheduling
effort expended thus far goes largely to waste.

3.6 Project Tracking

After a project has been planned, estimated, and scheduled, the work begins. At
this point, many teams choose to concentrate solely on this work, only stopping
occasionally to look around, roughly ascertain where they are, and return to work.
In reality, even the most diligent project leaders can only view the status of a project
in intervals. In the illustration below, project visibility is only achieved in the gaps,
which typically happen when project phases change or work is handed off from one
party to another:

Actual Project \—I-f\//_\\—’_‘\
Advancement

| Lol Sl y

Visibiliry

Grear Project
Visibility

Given how little visibility a team may have into the project progress, it’s difficult to
see how the leader can gain more insight into the status of the project’s activities.
Project tracking involves two basic steps.

1. When estimating and scheduling, ensure that project tasks have an appropriate
level of granularity. In other words, try to optimize the size of work units for
track-ability (see The One-to-Two Rule on page 83).
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2. Assign each task or work unit an appropriately (and relatively) sized Earned
Value.

What exactly is Earned Value? Imagine a project with the following status:

Work Unit Completion Status
Conceptual Design Complete

Detailed Specification Complete

Build In Progress
Documentation In Progress

User Manual Production | Not Started

Testing Not Started

How complete is this project? 40%7? 50%? 60%? Based on the data, it’s nearly
impossible to tell, and trying to answer the question only brings new ones to light.
How complete is the “Build” work unit? Does it take a lot more resources or
time than “User Manual Production”? Now imagine the same project with more
information.

Work Unit Completion Status
Conceptual Design 200/200

Detailed Specification 300/300

Build 150/600
Documentation 10/100

User Manual Production | 0/400

Testing 0/500

With this new information, the Farned Value of each work unit, we can precisely
calculate our level of completion: 660 / 2100 x 100 = 31% complete. Earned Value
provides a uniform measure for project progress for the entire project or any sub-
element and is easily compared to other measures such as percentage of resources
expended or percentage of scheduled time incurred. In the above example, if one
half of our budgeted time has elapsed, it becomes obvious that the project is behind
schedule.

What About Partial Credit?

The above example looks at work units (i.e. groups of tasks), such as
“Detailed Specification,” but what about individual tasks? Typically, at
the individual task level, the entire Earned Value credit is only issued
when the task is 100% complete. This eliminates perpetually “95%
done” tasks and highlights the importance of an appropriate level of
task granularity.
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Visualizing Project Tracking

It’s time to revisit the visualization tools discussed in the scheduling section; these
become even more useful during tracking. The milestone chart, for instance, can be
updated to include actual dates while also keeping a consistent format previously
seen by stakeholders. Note that the planned dates are changed as actual milestone
dates are recorded:

ID | Milestone Planned Actual
01 | Design Begins May 12 v May 12
02 | Design Complete June 15 v/ June 15
03 | Module 1 Construction Begins June 18 v/ June 18
04 | Module 2 Construction Begins June 22 X June 24
05 | Construction Complete Juby14 July 17

06 | Delivery to Customer Complete | July18 July 21

Gantt charts can also be updated to include tracking information. By including
“percent complete” data (on the bars) and drawing a vertical line to indicate the
current date, it becomes apparent whether the project is on track or behind schedule.

ID Name Duration % May 1 —May 7 May 8 —May 15 May 16—
TMainPae| [ JE] PP TWNesy [T

2 [-TaskA | 2Days | 100% | | L] '
3|-TaskB | 1Day [100% || | ¢

4 |-TaskC | 8Days | 50% ||
5-TaskD | 2 Days 100% |

6 Module 1 | |

7 |-TaskE | 6Days | 75% || : .

| 8 [-TaskF | 7Days | 0% || ] ] g 1
[9 [Complete [Milesone | [[T] I + 7] @&

Server-based tools are typically well-balanced to include both scheduling and track-
ing functionality and often allow users to view multiple types of reports and visual-
izations (look again at the example on page 92).

Beyond Tracking

So what happens after tracking? Because projects rarely go exactly as planned, the
process of tracking often reveals new information, unplanned delays, inaccuracies
in estimating, and unrealistic schedules that you need to address throughout the
project. The answer to what happens after tracking is the same as what happens
before tracking—planning, estimating, scheduling, and more tracking. These four
activities are cyclical in nature, meaning that tracking curves back to planning. Even
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if changes in the schedule aren’t needed, the section on Accuracy and Precision (page
85) tells us that as the project advances, more information will become available
and we can be increasingly precise in our estimates and schedules.

But can anything be done about these problems before scheduling and tracking?
The next section reveals a few possibilities.

3.7 Risk Management

Risks are problems that haven’t happened yet.

Risks, especially schedule-related risks, are an important part of creating and quan-
tifying a plan and schedule. But what makes something a risk rather than a fact or
circumstance? Risks are characterized by the following:

o Uncertainty: A probability greater than 0% and less than 100%. Risks with
a probability of 100% are called facts, and are not uncertain. Considering
scenarios with a 0% chance of occurring is a waste of energy.

¢ An associated loss: This can include money, reputation, time, etc., but
most projects focus on risks that would primarily impact the schedule.

e Manageability: This means that a team could, within reason, do something
to affect its impact or the probability of it occurring. An asteroid crashing
into earth is not within the manageable scope of most projects, so it should
not be given attention.

Everyone is aware of risks, and some even choose to point them out, but a responsible
project team takes the time to identify, analyze, and respond to risks. In this case,
the team is choosing to be proactive rather than reactive.

Risk Identification

How can you identify risks? The act of finding and recording risks is itself a separate
process and should be considered with this in mind.? Executed properly, an entire
team and any key stakeholders in a project are consulted and actively participate
in the identification of risks. This can be done in a series of independent meetings,
or as a portion of a regular meeting that occurs throughout the project.
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Possibly the most important feature of risk identification is its perpetual nature—the
project team should be seeking and identifying risks throughout the entire project,
not just at its inception. Risks can come from many different areas:

o Stakeholders: Are there areas where stakeholder-specified requirements seem
likely to change? What if you missed a major stakeholder?

e The project team: What if key team members aren’t available during vital
phases? What if you can’t find the right people?

o Technology: Would a machine breakdown halt the project? Are servers
properly backed up?

e The organization: Are there other projects competing for your resources?
Do some steps require direct intervention by management?

e Finances: Is the project fully funded? What if some equipment costs more
than anticipated?

e« Competition: Could a competitor releasing a new product change the via-
bility of the product? What would happen if a competitor gained knowledge
of your project’s details?

o Law/contracts: Do government regulations require approval that may delay
your progress? Does the contract allow customers to change the delivery date?

e Environmental: Would a weather event delay the project? Would a political
event make offshore resources unavailable?

SWOT Analysis
A wuseful tool that aids in the discovery of risks is SWOT analysis,
which uses a basic grid as follows:

nal Strengths Weaknesses

Opportunites Threats

Together, a team examines the project for internal Strengths and
Weaknesses and external Opportunities and Threats. Weaknesses and
threats are often risks to the project.
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SWOT Your Project

Think about a project that you are currently leading or participating
in. What are some of the internal strengths and weaknesses? Are they
related to personnel? Process? What about any external opportunities
and threats? Are they related to other organizations? Market condi-
tions?

Remember that risks need to be sufficiently narrow to be specifically identifiable.
Broad, generic risks such as “Loss of personnel” aren’t specific enough to help you
reasonably ascertain how they may negatively affect a project. A better, more
specific example could be “Loss of testing resource in phase 3.” Once identified,
risks are recorded in a risk register:

ID | Risk
Team is unable to
1 acquire proper license

before phase 2
Resources not released
2 from the Jenson
Project on time

Risk Analysis

Because the degree to which a risk can impact a project’s schedule (or cost and
quality) varies, the project team must quantify the impact of any risks as they
proceed. This is done by estimating the probability of the risk occurring, the impact
(typically in hours, days, or weeks) that the occurrence of the risk would have on
the project, and multiplying the two together. This calculates the Risk Ezposure.

Risk Exposure = Probability x Impact

Although quantifying these two values can be difficult and may seem subjective, it’s
imperative to project success. Using some of the estimating techniques discussed
earlier in this chapter (see Estimation Methods on page 80) and frequently reevalu-
ating the values as the project progresses (see Accuracy and Precision on page 85)
are key factors in helping the team achieve more accurate results. It can be helpful
(and more accurate) to express probability and impact as “chunkier” units, i.e. 10%
/ 20% / 1 week rather then 14.6% / 5.3 days, refining them as more information
becomes available.
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These calculated values are added to the risk register. Once this is complete, risks
are reordered by calculated Risk Exposure, with the highest priority (the risks that
need to be monitored most diligently) at the top of the list.

ID | Risk Probability | Impact | R.E.
Resources not released 15 0.45
2 from the Jenson 30%
. . Weeks Weeks
Project on time
Team is unable to 04
1 acquire proper license 20% 2 Weeks Woeks

before phase 2

3

Risk Response

While being aware of risks that threaten a project is helpful, the ultimate benefit
appears when these risks are pacified, or mitigated. In many cases, organizations
wait until a crisis has occurred or a failure has been detected to address them—a
reactive approach. A more proactive project team employs risk mitigation strategies
before the risk has occurred to reduce the probability of it occurring or the impact
it will have on a project. Common strategies include:

e Avoidance: Removing the risky part of the project, for example. In the case
of a severe risk, canceling the project altogether may be prudent.

« Knowledge acquisition: Common examples include research or prototyping
a product for a customer before proceeding.

e Transference: Two strategies include assigning a part of the project to a
team better equipped to handle the risk or moving the risky tasks off the
schedule’s critical path (see Precedence Diagram Method Terminology on page
90).

The last option is often used when the strategies above are unavailable or carrying
them out would cost more than the risk itself:

e Acceptance: In this case, a management plan is formulated in case the risk
occurs. This plan helps you accept the risk while also working to mitigate its
overall effects on a project.

When risks must remain a part of the project, you must record their planned miti-
gation or management strategy in the risk register. Stakeholders are generally much
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more comfortable knowing that the team has identified, analyzed, and responded to
a risk rather than facing a problem that suddenly appears from seemingly nowhere.

ID | Risk Probability | Tmpact | R.E. | Mitigation(s)/
Management
Resources not released Move impacted
1.5 0.45 .
2 from the Jenson 30% tasks later in
. . Weeks Weeks .
Project on time project
Team is unable to 0.4 Outsource server
1 acquire proper license 20% 2 Weeks i to ServCo until
Weeks
before phase 2 launch
3

Ultimately the Total Risk Exposure should be accounted for in the project schedule.
Although it may be tempting to attach risks individually to work units or activities
(which increases their estimated durations), they’re better added to the project as a
single unit. In reality, some risks will occur and some won’t; project managers rely
on the aggregation of risk, meaning that in the end those that occur and those that
don’t occur are likely to balance each other out. Instead of “padding the schedule,”
a calculated, justifiable number is available (the Total Risk Exposure) to add to the
final schedule (and/or budget).

The Opposite of Risks

This section explains the strategies behind managing risks (weaknesses
and threats), but what about the other 2 letters in SWOT, Strengths
and Opportunities? In the same way that a team can avoid or mitigate
risks, they can attempt to exploit, enhance, or share opportunities.
The strategies are opposite of risk management, but the application is
similar.

Risks Within Your Project

Using a spreadsheet or word processor, record some of the risks that
may impact a project you're currently leading or are a part of. If your
colleagues are available, work separately to create individual lists, and
then collaborate to estimate the probability and impact of the risks all
of you identified.

Mitigation(s)

ID | Risk Probability | Impact | R.E. /Management
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Whether we like it or not, the people, or stakeholders, associated with any project
typically represent the largest share of risk. Understanding their potential for disrup-
tion is an important part of risk management; finding, categorizing, and prioritizing
stakeholders is covered in the next section.

3.8 Chapter Tool: Prioritizing Stakeholders

Now that we’ve gained a solid understanding of the prioritization of tasks and risks,
we can now address stakeholders: how to find them, what effects they can have on
the project, and how they’re affected by the project.

When it comes to finding stakeholders, the following guidelines are important to
remember:

e Finding stakeholders is a team effort: Like risk identification, a more
complete list requires everyone’s participation. Brainstorming can be an ef-
fective tool here.

e Start early and revisit often: The team should use early project activities
such as feasibility studies and requirements gathering to search for stakehold-
ers. As the project progresses, stakeholder identification should be revisited
often.

o Stakeholders can be groups: One common mistake is to try and iden-
tify every individual stakeholder by name. If groups of people have a similar
relationship to the project, identify and manage them as a group until circum-
stances require a change.

+ Keep a record of stakeholders: A typical format for this is the stakeholder
register.

Stakeholder Register

The stakeholder register is simply a table containing information about a project’s
stakeholders. The following is an example of what a basic wedding stakeholder
register may look like:

ID | Name Title Info Notes
1 Erin Bride Local
Brian Groom Local
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ID | Name Title Info Notes
3 Julia M(?ther of the Santa Clara, CA Visiting 3 weeks
Bride before
4 Parents of Bride Orlando, FL
& Groom
5 Maria Maid of Honor Local
6 Phil Best Man Local
7 Wedding Party
Delicioso
8 Catering Co. Caterer 555-1234
9 Rev. Smith Officiant 555-5678
10 | Uncle Joe Guests Likes parties
11 Brld?/ Ciooins Guests RSVP List
Family
12 Guests RSVP List

Note that this list would generally be under constant revision, with new stakeholders
and details being added regularly. Now that we’ve created a list of stakeholders,
we can start analyzing what their needs are and how they relate to the project.
Generally, stakeholders will fall into one of four classifications:’

e Manage closely: These stakeholders are the most important. They need to
be fully engaged and will require the greatest efforts on your part.

e Keep satisfied: Also high in importance, these stakeholders need to be en-
gaged because of the dramatic effect that they can have on the project.

« Keep informed: These stakeholders care about the project’s outcome but
do not represent as much risk to the project.

e Monitor: Although they currently represent little risk, it’s important to mon-
itor these stakeholders in case their role, interest, or risk level changes.

Determining which of these strategy groups a stakeholder belongs to requires us to
remember the definition of a stakeholder originally stated on page 12:

Stakeholders are people who can affect or are affected by the
execution or outcome of a project.

“Can affect” implies stakeholder’s power over the project. “Are affected by” implies
stakeholder’s interest in the project. Expressed as a chart, these look like this:
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High

Keep Satisfied

Manage Closely

Power

Monitor (Min Effort)

Keep Informed

Low

Interest

High

Y

Rating each project stakeholder’s power and interest in a project becomes an impor-
tant step in deciding how to effectively engage them, affecting communication most
of all (Stakeholder Ezpectation Management is a topic of chapter 5 on page 171).
Given this new information, the stakeholder register can be updated with several
more columns:

ID | Name Title Info Notes Power | Interest | Strategy
1 Erin Bride Local
Brian Groom Local
. Mother of S Visiting 3
3 Julia . Clara,
the Bride weeks before
CA
Parents Or-
4 of Bride lando,
& Groom | FL
5 Maria Lol off Local
Honor
6 Phil Best Man | Local
7 Wedding
Party
Delicioso
8 Catering Caterer 555-
1234
Co.
Rev. . 555-
9 | Smith Officiant | Je7g
10 | Uncle Joe | Guests Likes parties
Bride/-
11 Groom’s Guests R.SVP
. List
Family
RSVP
12 Guests List
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What About Uncle Joe?

Uncle Joe is like any other wedding guest, right? Low power,
low interest—monitoring is all that’s needed here—but what if that
changes? Monitoring is important because if the stakeholder’s power or
interest changes, strategies must also change. Uncle Joe doesn’t know
his limits, and when this happens, the situation switches from “monitor”
to “manage closely.”

Like the risk register, the stakeholder register needs to be updated as time passes,
new information becomes available, and circumstances change. In some cases, it’s
possible to know how a stakeholder’s power and interest is likely to change. For
example, as the time a vital component is needed approaches in the project timeline,
the opportunity to seek alternate suppliers diminishes, and the stakeholder (supplier)
management strategy changes.

Power, Interest, and Strategy

For each row in the table on the previous page, evaluate each stakeholder
by their level of power and interest on a scale of low, medium, high, and
very high. After writing down each number and their power/interest
level, determine the appropriate strategy by examining the power /in-
terest grid above and record that as well. Create some new rows, add
new stakeholders, and evaluate them according to each column as well.

Your Stakeholders

Think about a project you’re currently undertaking. In a table similar
to the one below, fill in the major stakeholder groups as well as
any relevant information for each. Evaluate their level of power and
interest and finally an appropriate strategy for each. Remember that
stakeholders also include your team and management (and obviously
the customer).

ID | Name | Title Info Notes | Power | Interest | Strategy
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3.9 Summary and Conclusion

At its very core, project leadership is about prioritization. In most cases, this means
deciding that one action or work unit should precede another. This can also mean
choosing not to add certain aspects to a project because of the time or budget
available. To a proactive project team, this means accounting for what risks could
occur and choosing what actions are needed there as well. By analyzing stakeholder
power and interest, prioritizing effort can be determined for stakeholder engagement
and communication.

Ultimately, it’s important to remember that these prioritizations represent actions,
deliverables, and projects that are important to people—the stakeholders who affect
or are affected by the project. Because of this, a project leader also needs to pri-
oritize the interpersonal relationships within in the project, prioritizing cooperation
over dictation, collaboration over negotiation, all while equating honest, accurate
communication with professionalism.

In the next two chapters, we’ll discuss team dynamics and communicating effectively,
both vital to the concepts discussed above. Our goal remains to integrate what
you've just learned with your growing knowledge of project and team management.
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Key Terms

Accuracy: How close a stated value is
to reality; its level of truth. Should not
be confused with precision (page 85).

Critical Path: Within a project sched-
ule, the sequence of tasks that (if
changed) will affect the expected project
completion time. These tasks have no
slack time (page 90).

Earned Value: The actual amount of
work completed on a project. Often ex-
pressed as a percentage and compared
against the actual resources and time
used so far (page 95).

Estimation: The process of assessing
the time and cost expected for project
phases, tasks, work units, or risks. Often
used as the basis for scheduling (page 80).

Expert Judgement: A determination
made by one or more individuals based
on experience, knowledge, or analysis.
Typically used for estimation (page 80).

Gantt Chart: A visual representation
of the project’s schedule. Typically the
horizontal axis includes a timescale with
horizontal bars representing task lengths
(page 91, 96).

Granularity: The scale or level of de-
tail which something possesses. Typi-
cally applied to the breakdown of tasks
or activities (page 94).
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Milestone: A project accomplishment
that represents a significant point in
time. Often marks the beginning or end
of a phase (page 91).

One-to-Two Rule: Tasks or work units
have been divided up sufficiently when
they can be completed by one or two re-
sources in one to two weeks (page 83).

Precedence: When sequencing tasks or
activities, the indication that one task or
activity must come before or is more im-
portant than another (page 89).

Precision: How exact a stated value is,
whether accurate or otherwise (page 85).

Project Visibility: The ability of
stakeholders to ascertain project status,

especially as it relates to scheduling (page
94).

Risk: A project-affecting problem that
hasn’t yet happened. Characterized by
uncertainty, some degree of manageabil-
ity, and an expected loss (page 97).

Risk Exposure: The probability of a
risk occurring multiplied by its impact on
the project, typically resulting in an esti-
mated schedule or financial impact (page
99).

Risk Register: A list of project risks
and information about them. Risks with
highest Risk Fxposure are placed on the
top of the list (page 99).



108

Scheduling: The act of organizing, or-
dering, and ultimately placing project
phases, tasks, and work units against real
dates. Typically used as a basis for track-

ing (page 88).

Slack Time: Within a project schedule,
the tasks that can be delayed without af-
fecting the expected project completion
time. These tasks are not part of the
critical path. Also known as float (page
90).

Review Questions

1. A team has chosen to find a similar
project in order to draw conclusions
about how long their current project
will take. Which estimation method
have they selected?

2. You're trying to estimate the total
length of a project, but the individ-
ual components and activities aren’t
yet known and seem likely to change.
Which estimation method is least use-
ful?

3. You are trying to complete a top-down
estimation. According to the one-
to-two rule, at what point have you
reached enough granularity?

4. “A measure of how exact a value is.”
Is this accuracy or precision?
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Stakeholder Register: A table con-
taining information about a project’s
stakeholders. Typically contains con-
tact information and their power/inter-
est profile (page 102).

Tracking: The act of gaining insight
into the status of the project’s activi-
ties, especially those previously scheduled

(page 94).

5. Using the project information below,
what is the current earned value?

Task Status
Planning 150/150
Section 1 Build | 320/500
Section 2 Build | 150/600
Completion 0/100

6. Risk ID 4 has been on the list for 3
weeks now. It has a probability of 20%
and a 5 week impact. What is its Risk
Exposure?

7. It is determined that a project stake-
holder has low interest and high
power. What management strategy
should be used?
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Exercises

1. You have given the general manager of your organization an estimate of 4-6 weeks
for the next phase of the project, but you're worried that she will assume the 4
weeks instead of the range. How would you address this?

2. As a project progresses, estimates relating to the expected completion date should
become more precise while keeping a consistent level of accuracy. What are the
dangers of overly precise estimates early in the project?

3. A major stakeholder is adamant that your estimate be an exact number, stating
that the previous project leader had always delivered very precise estimates.
What strategies can you use here?

4. Identify the components of a basic home and organize them into a work break-
down structure at least 3 levels deep (example: Bedroom—Bed—Pillow, Blanket).

5. You're considering whether to share a milestone chart or a Gantt chart with
an executive who is interested in your project. Give two advantages and two
disadvantages of using each type of schedule visualization.

6. Using the tasks below, create a precedence diagram, determine the duration
needed to complete the tasks, and label the critical path.

Task Estimated Duration | Dependencies
A | Confirm # of Attendees | 5 Min Start
B | Print Name Tags 30 Min A
C | Set Up Tables 30 Min A
D | Confirm Catering 10 Min A
E | Place Table Linens 20 Min C
F | Place Name Tags 10 Min B, E

7. A project leader currently tracks work progress by asking each team member
what their status is each week. What are three things that they could do to
increase project visibility?

8. Your department has decided to change office locations and you’ve been placed
in charge of planning the move. List 5 different risks and formulate mitigation
or management responses for each.
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9. Using the columns below, list 5 stakeholders or stakeholder groups for a pizza
delivery business. Be sure to analyze each stakeholder’s level of power and inter-
est.

ID | Name | Title Info Notes | Power | Interest | Strategy

Notes

'McConnell, Steve. Software Project Survival Guide: how to be sure your first important project
isn’t your last. Redmond, WA: Microsoft Press. p. 31. 1998.

2Project Management Institute. A Guide to the Project Management Body of Knowledge — Fifth
Edition. Project Management Institute Inc. p. 125-132. 2013.

3McConnell, Steve. Rapid Development: Taming Wild Software Schedules. Redmond, WA:
Microsoft Press. p. 57. 1996.

4Project Management Institute. A Guide to the Project Management Body of Knowledge — Fifth
Edition. Project Management Institute Inc. p. 309. 2013.

5Project Management Institute. A Guide to the Project Management Body of Knowledge — Fifth
FEdition. Project Management Institute Inc. p. 395-397. 2013.



Team Structure and Development

In this chapter, we’ll try to understand what a team is and what makes it
successful. By exploring success factors, structures, stages of development, and the
core needs of a team, we’ll gain the ability to properly use the tools that help a
team produce consistent, positive results.

A team at work? What about a team you may be on? If you're thinking

of a healthy team, you're probably thinking of a group of people whose
structure shares several features that healthy teams have in common: interdepen-
dence, accountability, and a common goal.

W hen you think of a team, what comes to mind? Your favorite sports team?

In striving to build a strong team, it’s important to understand what elements help
define success, how a team develops and grows, and what its needs are to remain
healthy. By carefully considering who should be on the team, the type of team to
build, and the environment that it will operate in, you can exponentially increase
the chance of a successful project.

4.1 What Makes a Team Successful?

Other than its natural growth and progression, what makes a team successful?
What are the common factors successful teams share? Is it possible for leaders to
“inject” these success factors into a team? The following list includes many of the
“ingredients” of a successful team:
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Complimentary Skillsets

In some cases, crafting the perfect team involves considering what each member can
do, which ensures that each anticipated task or objective is appropriately covered
by one or more members of a team.

o« Examples: Many small business teams, comic-book superhero teams

¢ Keys to Success: Here, a team’s diversity is important, but not random or
haphazard. Differences also have the potential to create incompatible teams.
Additionally, if the team has come to rely on one member’s unique skills, the
loss of that team member can be devastating.

Common Purpose and Goals

Sometimes what attracts members to a team is that they really believe in what the
team is trying to achieve. A common goal allows team members to focus on results
rather than individual differences or the day-to-day.

o Examples: The Manhattan Project, volunteer-based charitable organizations

¢ Keys to Success: At times, the level of intensity of this type of team can
disrupt other projects, and the shifting priorities of individual team members
can decrease productivity.

Good Planning

Akin to an assembly line, in this team, every member knows what they need to do
ahead of time, why it’s important, when it needs to be completed, and whom to
hand the next step off to.

« Examples: Auto racing pit-stop crew, “The A-Team”

o Keys to Success: Reliability is paramount for this type of team. Because
each member’s plan relies on the other’s, a culture of accountability (discussed
later in this chapter) is central to the team’s success.

Effective Leadership

In many ways, this exemplifies what many see as the classic team structure. The
formation, motivation, and substantiation of the team revolve around one or more
strong, dedicated leaders.

o« Examples: Successful sports teams, military units

e Keys to Success: A strong leader and team members who are willing to
follow that lead mean that the leader’s motivations and methods need to
match the culture of the organization. Strong leadership can sometimes stifle
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the individualistic nature of creativity.

Appropriate Motivators

By zeroing in on what factors motivate its employees, an organization or leader
can create an environment where team members are passionate and self-motivated,
taking ownership of the project and its results.

o Examples: Successful Silicon Valley companies, award-winning employers

e Keys to Success: It’s important to remember that what motivates you may
not be the same as what motivates other team members. Example motivators
include compensation, recognition, interpersonal relationships, and interesting
work (see Motivators on page 7).

“Chemistry”
Sometimes what makes a team work well together is hard to nail down. It may be
luck, timing, personality, or destiny, but some teams are great “just because.”

o Examples: Performance duos such as Penn & Teller, late-night talk shows

e Keys to Success: If you encounter a team like this, consider bringing them
together again on future projects. Remember that other teams and resources
exist—make sure their needs are being met to develop future team members.

Though the temptation may be to add as many of these “ingredients” as possible,
a responsible team leader considers not only which elements are practical, but also
the personalities and skillsets of the individuals, the culture of the organization
(see Matching Leadership with Culture on page 10), and the type of team they’re
trying to build. Though there are literally hundreds of types of teams, three main
categories include:

e Problem-Resolution Teams: This type of team is fueled by the difficulty
of the problem. (Success Factors: Complimentary Skillsets, Common Purpose
and Goals)

¢ Creativity Teams: Tasked with creating new ideas and solutions, this team
loves the unknown. (Success Factors: Appropriate Motivators, “Chemistry”)

¢ Tactical-Execution Teams: Focused on creating and implementing a plan,
this type of team prefers well-defined roles. (Success Factors: Good Planning,
Strong Leadership)
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Larson and LaFasto on Teamwork

In their book Teamwork: What Must Go Right/What Can Go Wrong,
Larson and LaFasto define the three types of teams described above.
Additionally, they describe some of the essential properties of a suc-
cessful team, such as external support, competent team members, and
standards of excellence. Many of these properties are described in the
“ingredients” list starting on page 111 and the Needs and the Team
section on page 124 below.

Knowing what drives a team is essential to knowing whether a proposed project
team has the potential to succeed or if adjustments need to be made, but truly
understanding a team involves taking a deeper look. In the next few sections, we’ll
cover team structure, development, needs, and even a tool designed to help evaluate
the maturity of a team.

4.2 Team Structure

Before looking at the project or operational work they need to perform, a team
must consider its own structure. This means looking at how the team is led and
organized, the things that influence how the team is built, and the common roles
that comprise it.

Though there are many variations on how a team can be organized, there are four
structures that seem to be the most common: top-down, interdisciplinary, superstar-
support, and large/variable-structure teams.

Top-Down Teams

This type of team structure is what many would consider the “classic” way of doing
things. One person takes responsibility for the project and assigns tasks and duties
to team members as they deem appropriate. The team’s attachment is to the “boss.”
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Though it may seem like this team structure would almost always use an authoritar-
ian type of leadership style, quite the opposite is true—the leader can successfully
use a combination of styles (see Leadership Styles on page 2). The most defining
feature of this structure is the arrangement of accountability—the leader is account-
able to the project and the team members are accountable to the leader. Because
of their large stake of accountability, a project leader may choose this style for a
number of reasons: an inexperienced team, an extremely tight deadline, or organi-
zational /external pressures (for an example of this see Fire Drill on page 185).

Though top-down is a common structure, the project leader can act as a “single
point of failure” if they become unavailable and there isn’t anyone else equipped to
take over effectively. A related problem has to do with decision making—the nature
of this structure means that the people who are actually performing a project’s tasks
can be underrepresented when it comes to decisions.

“Top-Down?”

Does the term “top-down” sound familiar? In addition to a type of team
structure, it’s also an estimation method. See Top-Down Estimation on
page 81.

Interdisciplinary Teams

Interdisciplinary teams have members who bring a variety of skills or expertise to
a project. Team members’ primary focus is on the project, and in many cases the
project is defined with these particular individuals in mind.
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In contrast to top-down, interdisciplinary teams are often characterized by the equal-
ity of members’ standing. Because teams are likely to include specialties from several
different areas, it’s just as likely that members will hold different ranks within the
organization, earn different pay, and in some cases, include members who don’t work
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for the same company. The varied specialties of each team member are essential to
the success of the team, and members should recognize each contribution made
while also treating each other as equals—even the project leader (or project man-
ager) shouldn’t be elevated—their management and communication skills are seen
as essential to the project in a similar way to another member’s technical expertise.

The most important element of a successful interdisciplinary team is mutual respect.
Because the members of the team are often accomplished professionals, it can be easy
for some to devalue the contributions of others due to the inevitable overlap in skills
that may be present. As an example, a team member who’s primarily responsible
for customer communication may feel that the project leader’s task management
efforts are deficient, but if this team member took over task management, there’s a
good chance that customer communication would suffer.

A common pitfall for interdisciplinary teams is deadlock. When team members
reach opposing conclusions, the decisions needed to move forward with the project
can be difficult. Individuals may passionately believe their option is best, and even
have the professional experience to back it up. Strategies for dealing with this type
of issue are discussed later in the chapter (see Managing Conflict on page 126).

“Agile” Teams

Discussed in the appendix (Agile: The Future of Projects?), Agile
projects are most likely to utilize interdisciplinary teams. Agile’s fo-
cus on individual skills and mutual respect closely resemble the ideals
of a healthy interdisciplinary team.

Superstar-Support Teams

In some cases, a single team member may be uniquely skilled, trained, or for some
reason, the only one who can perform a significant part of the project work. In other
cases, tasks are best performed by a single team member, with others facilitating
their success. In many ways, a superstar-support team resembles a surgical team,
with one individual performing the project work and others providing support by
performing related tasks, setting up work environments or tools, or “jumping in”
so that the superstar can perform essential tasks elsewhere. The majority of the
team’s focus is on the superstar, whose primary focus is on the project.
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The health of this type of team hinges on a proper perspective shared among all
team members. Though their focus may seem to be directed on the superstar, the
real objective is the project work. Supporting team members are not subservient;
rather they understand that assisting the superstar is the most efficient way of
completing project objectives. The superstar also needs to focus on the project
rather than themself, treating supporting team members with professional respect
and acknowledging their importance in the success of the project.

Large and Variable-Structure Teams
In some cases, the idea of a “team” can be hard to define. Is an employee of a
big-box retailer a part of a team even though there could be an employee working
another shift whom they’ve never met? What if they’'re a small element of a bigger
project? Are the team members of that small team also team members with other
small teams in the larger product effort?

In addition to being quite large, the structure of the team can be quite dynamic—
you may spend a month working side-by-side with another team member only to
hardly ever see them after the work unit is complete. More fluid structures often are
needed for larger projects, especially when the scope includes many different types
of tasks.
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So is everyone on the same team? A simple way to address this is to think of people
with whom you don’t interact on a day-to-day basis less as fellow team members,
and more as stakeholders. With the understanding that everyone associated with
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a product or project is, in fact, a stakeholder, we can begin to think about how
our stake in the project has similarities and differences with others and how our
actions are likely to affect or be affected by them (this concept is covered more
comprehensively in chapter 3 on page 102).

The problems associated with large and variable-structure teams mostly have to do
with organization and prioritization. Because of the complexity of both the work
and the resources, project leaders have an even bigger responsibility to carefully
examine and manage both the workload and the team—sometimes they will need
to delegate leadership duties and create sub-teams. Because of the size or chang-
ing nature of these teams, inefficiency can be a consistent problem. Adding team
members or constantly shifting team structure in response to project needs may
carry diminishing returns—Iless impact starts to be associated with the addition of
each new team member, and each time a person is moved, it takes time for that
individual to reach full efficiency.

Large-Team Meetings

Have you ever been in a meeting that seemed to have so little value, your
time would have been better spent elsewhere? Large team meetings are
notoriously hard to hold effectively—they often either feel like a series
of announcements by management or a disorganized mess where most
of what’s being said doesn’t seem relevant to your work objectives. Suc-
cessful meetings are the responsibility of those calling them; strategies
and pitfalls associated with meetings are discussed further in chapter 5
(see Team Meeting Success on page 159).

Influencing Team Structure

Remember that the above list of team types is not exhaustive—there are many
variations on these as well as some entirely different structures to be found in project-
focused organizations. So how is team structure decided upon? There are several
influential factors:

e Previous structures: The single biggest influence on how an organization
chooses to organize its project teams is the structures that precede it. This
inertia can be hard to break, and the choice to try a new structure can be
difficult to sell. There’s also a strong possibility that the organization has
arrived at the most appropriate structure through trial-and-error, making a
switch less likely to succeed.
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e The culture of the organization: Covered in chapter 1, organizational and
team culture have a huge influence in all areas of decision making—how teams
are structured bears no exception (see Matching Leadership with Culture on
page 10).

¢ Organizational and team processes: There is an undeniable link between
the way a team is expected to carry out its work and the structure of that
team (for more, see Values, Needs, and Process on page 36).

e The domain or industry: The influence of the industry may be a matter
of tradition, preference, or requirements and regulation. Using established
structures common to the field can sometimes allow a team to avoid structural
pitfalls that have already been accounted for by the “tribal knowledge” of their
industry. Additionally, new employees may have worked at organizations with
similar structures, making them more comfortable as members of their new
team.

Now that we’ve considered both the larger structure of teams and the various factors
that influence that structure, we can move into finer details: the roles of individual
team members.

Common Team Roles

The building blocks of a team’s structure are its roles—defined sets of expectations
assigned to one or more individuals. It’s important to note that these expectations
are tied to the role, not the person; a role should be defined outside of whom it’s
assigned to, somewhat like a job description. The following are a few common team
roles:

e Team leader: This role is responsible for guiding the project team towards
the goal set before them. Team leaders will likely have varying levels of au-
thority regarding what is and isn’t to be accomplished, who is on the team,
or the time and budget available. It’s important they focus on what they can
do rather than on their limitations. This role is a major focus of this book.

Important skills include:

— Leadership: The focus of chapter 1.
— Prioritization: The focus of chapter 3.
— Communication: The focus of chapter 5.
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e Information manager: Projects include more than the product being built—

they include all types of project artifacts and information along the way, in-
cluding initial requirements/specifications, technical documentation, measure-
ments, process information, reports, and much more. Information managers
are responsible for this data in much the same way a warehouse manager is
responsible for the goods in their care: information needs to be gathered,
organized, stored, and distributed accurately, securely, and efficiently.

Important skills include:

— Elicitation: Gathering knowledge or information from stakeholders. In
most projects, the most apparent form of elicitation is requirements or
specifications elicitation (see Defining Project Outcomes: A Layered Ap-
proach on page 51).

— Organization: Gathering and keeping project artifacts and information
in a manner that is safe, error-free, and efficiently accessed. For most
modern projects, this involves a database or file repository—these sys-
tems have their own skill requirements.

— Reporting: Clearly and accurately distributing knowledge or informa-
tion under their care. In most cases, this will include status on the
expected project outcomes as well as information about the team and
processes (see Communicating with Metrics and Reports on page 164).

Externally-facing: Many projects include stakeholders external to the or-
ganization—customers and contractors are two examples of this. Externally-
facing team members act as the intermediary between the inside and the out-
side of the team.

Important skills include:

— Perception: A keen awareness of others. Some say perception is a
talent rather than a skill, but it’s undeniable that externally-facing team
members must be able to perceive the satisfaction, needs, and outlook of
those outside the team or organization, especially customers.

— Communication: Gathering and setting external expectations. While
the majority of the team leader’s communication is within the team and
organization, the externally-facing team member(s) are primarily respon-
sible for external (mostly customer) communication. In some cases this
may involve “translation” between the inside and outside world, factor-
ing in context, jargon, differing personalities, and legal requirements (see
Stakeholder Expectation Management on page 171).
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— Negotiation: Reaching agreement. As a subset of communication, ne-
gotiation comes into play when what external contractors and customers
want doesn’t match what the organization and team is willing to comply
with. Many of the techniques associated with conflict management are
useful tools for negotiation (covered later in this chapter starting on page
126).

e Problem-solver: This role is responsible for finding and solving difficult
problems. In many cases, a problem-solver is brought in when it’s determined
that the team members who’ve encountered the problem aren’t equipped to
solve it or are more effectively utilized in continuing other work. Risks, covered
in chapter 3 (page 97) are “future problems,” and risk management will often
fall under the domain of the problem-solver.

Important skills include:

— Evaluation: Fully perceiving the problem. The first step in solving
any problem is understanding it: sometimes the root of the problem isn’t
apparent, and the problem-solver must identify all the factors involved. If
a failed solution has already been tried, the problem-solver is responsible
for articulating why it didn’t work.

— Research: Efficient investigation around the problem. The path to a so-
lution often requires more information than is immediately available. The
problem-solver must learn the context surrounding the problem, seek sim-
ilar problems and their solutions, and evaluate potential paths forward.

— Implementation: Engaging in the solution. Implementation involves
creating a plan and executing it regardless of any obstacles (difficulties,
complexities, etc.). In many ways, you could think of implementing the
planned solution as a “mini-project.”

e Specialist: Projects involve many different parts, many times reaching into a
wide variety of domains. Specialists, also known as “subject matter experts”
(SME’s) or “technical specialists,” are focused on a specific area of expertise
in support of the project. Team members in this role may be responsible for
completing work themselves or providing knowledge, training, and assistance
to others.

Important skills include:

— Evaluation: Assessing the situation. Specialists need to be able to
evaluate both the area of need and how they can provide assistance to
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the project team. This can be especially difficult if they’re applying their
knowledge to a new type of project or problem.

— Anticipation: Thinking about the future. Great specialists carefully
consider what the project team is going to need and prepare these mate-
rials before they’re asked to produce them. At the same time, just because
someone is a specialist doesn’t mean they know everything about a given
subject; becoming an expert is much more about focus, forethought, and
keeping abreast of important developments in the field.

— Articulation: Clearly communicating knowledge. Specialists often need
to explain their expertise in a way that novices involved with the project
can readily understand. This can take the form of face-to-face commu-
nication, working alongside team members, training, or written technical
documentation.

What About the “Regular Team Member” Role?
What are some important skills for the “regular” members of a team? In
addition to basic skills such as those required for the job (such as honesty
and reliability), a team member must be able to properly interface with
each of the other roles. Examples include:
e Obtaining clarity of direction from the team leader
e Knowing what to give to and ask for from information managers
o Gaining complete understanding through externally-facing team
member(s)
e Awareness of when it’s appropriate to bring in a problem-solver
e Understanding how to efficiently use each specialist’s time

As previously stated, these are roles, not job titles. It’s entirely possible that one
person can be assigned to fill more than one role or that even roles are split between
multiple team members. The first three, for example, are often filled by the project
leader, especially in smaller projects, but just because a project leader chooses to fill
all of these roles doesn’t mean that they shouldn’t consider the skills and techniques
needed for each separately.

Now that we’ve considered the structure of a team and its success factors, it’s time
to consider how it grows and develops. The next section covers four basic stages of
team development.
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4.3 Team Development

So how does a young team grow to maturity? In 1965, Dr. Bruce Tuckman published
a paper titled “Development sequence in small groups”® The central idea of the
text was that all teams must progress through four stages as they grow to become
productive: Forming, Storming, Norming, and Performing.
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Forming

In this stage, the team comes together for the first time. This is when they learn
about the goals or objectives they need to accomplish. At this point, each team
member is completely independent and often chooses to act in a way that they feel
is “appropriate” for their role, if yet defined.

Storming

As the name implies, this stage involves disagreements and
personality clashes. Team members have begun to form opin-
ions about other members’ personalities and work habits,
and a natural vying for leadership often ensues. Though this
stage can be uncomfortable, it’s often effective in helping the 8 8

John and 1 just can’t agree

on how soon the storming
phase should end

group choose a leader and establish the “rules” they’ll oper-
ate under.

Norming

In this stage, the group of people really starts to self-identify as team. Personality
clashes are resolved, social norms are established, and team members take collective
ownership of the set of goals and objectives they’ve been tasked with.

Performing
Finally, the team is motivated, knowledgeable, and organized enough to start ac-
complishing its objectives. The team works, makes decisions, and often socializes as
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a group, acknowledging and even leveraging the diversity of individual members.

As a team progresses through the phases and ultimately becomes what they were
assembled to be, it’s important to remember that this is largely an internal process;
the team must progress organically. While an experienced team leader knows and
accepts the more difficult early stages, they also strive to create an environment that
allows the team to reach the performing stage as soon as possible. Among other
ways, a leader can achieve this by choosing team members who have compatible
personalities, by understanding the role of conflict within a team (discussed later
in this chapter), and by setting early, easily achievable goals that give the team
members a sense of accomplishment strong enough to motivate them to continue
through the project.

It’s important to remember that just because a team has reached “performing”
doesn’t mean that it can’t revert to an earlier stage of development. Conditions
such as extreme stress or a changes in team makeup may cause this to happen. If
this does occur, the team must again work through the stages and back up to efficient
performing, though hopefully this happens quicker than the first time around.

Now that we’ve gained an understanding of the basic way a team develops, its
structure, and essential elements of success, how do we ensure that a team has what
it needs? In the next section, we’ll introduce a model for understanding these needs.

4.4 Needs and the Team

Just like individuals, teams have basic needs. In his book The Five Dysfunctions of
a Team, Patrick Lencioni lists five major needs: Trust, Managed Conflict, Commit-
ment, Accountability, and Results.

Accountability

/ Commitment \
/ Managed Conflict \
? / Trust \
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Like Maslow’s hierarchy of needs, Lencioni’s is also a hierarchical structure: the
needs at the bottom must be addressed before those at the top. For instance, for a
team to achieve managed conflict, it must first achieve an environment of trust. In
the following sections, we’ll explain each need and the best strategies and factors to
consider in meeting it as a team.

4.5 Building Trust

/ Trust \

Trust is the foundation of teamwork. That being said, trust takes time. Though it’s
important for team members to trust each other interpersonally, what’s even more
important is that they trust for each other in the context of the group. This means
that while they may not necessarily have confidence in each peer in every situation,
they have enough faith in one another, in general, to cooperate professionally.

Basic professional trustworthiness only requires a history of positive interactions,
but an outstanding team (i.e. “the next level”) requires members to go beyond a
strictly professional understanding of one another. It requires vulnerability. Many
find this concept difficult. They see work as an environment immune from the
strife and difficult emotions of their personal lives. After all, work always seems
like a place that doesn’t require emotional vulnerability. But this isn’t true. In
fact, the most successful teams sidestep this hesitation and share their vulnerability
to appear more human. Because this hesitation often costs time, it’s imperative
that team leaders start moving their team toward vulnerability early on in team
interactions, which will help everyone build and share trust.

For a leader, the most direct way to build trust is to allow their team team members
to get to know them at a more interpersonal level. By being upfront about their
likes, dislikes, hopes, and dreams outside work, the leader signals that this social
environment is safe; this also encourages team members to follow suit. A word of
caution: it’s extremely important for the leader to encourage each team member to
respect the vulnerability and confidentiality of others. One negative interaction can
have devastating effects on the team’s reciprocal trust for each member involved. To
help achieve this, leaders need to set and enforce “ground rules,” which form the
basis for an emotional “safe zone.”
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Destroying Interpersonal Trust

Think about a time when you’ve felt that someone has violated your
trust. What effect did this have on your ability to cooperate with that
person? Similarly, think about a situation where you've violated the
trust of someone else. What, if anything, did you do to resolve the
situation? Some common examples of ways team members can violate
the trust of others are covered as pitfalls in chapter 6 (see Intellectual
Violence and Loose Cannon on page 182).

Setting a foundation of trust requires team members to understand the personalities
of their peers—their values, motivations, and behavioral patterns. Increasingly,
organizations have employed behavioral profiling activities (“personality tests”) as
a basis for this type of team development. Based on early work by Jung* and
Marston,? examples of these include the DISC Assessment® and the Myers-Briggs
Type Indicator.” These tests are often presented in a workshop format that includes
the test itself, an analysis of individual results, and, most importantly, a group
discussion between participants.

A Shorter “Personality Test”

Though not as comprehensive as many well-known tests, chapter 1 in-
cludes a basic set of questions designed to facilitate thought and dis-
cussion around your preferred leadership styles, types of influence, and
motivators. Use this tool to learn your individual results, then consider
using these results to participate group discussion, which will help you
learn about your peers’ personalities (see Chapter Tool: Who We Are
as Leaders on page 17).

Once trust is established, other needs come into play. Remember that trust is
the very foundation of a productive team. FEroding this layer can have very real
consequences on those stacked above it.

4.6 Managing Conflict
/ Managed Conflict \

For many leaders and team members, the “nightmare scenario” at their workplace in-
volves coworkers engaged in conflict. Common sources of conflict include schedules,
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project priorities, resources, technical options or tools, administrative procedures,
cost, personalities, along with hundreds of others based on your context. These
conflicts may simply involve clashing personalities; they may be genuinely complex
disagreements regarding the work at hand. Either way, many workers would rather
avoid conflict in the first place.

Personalities aside, a mature project leader understands that conflict is in fact
necessary and can be extremely productive. Because people can be passionate about
their work (or project), leaders understand that passion can lead to disagreement,
squabbling, and, in extreme situations, even regrettable behavior. What’s more,
successful projects and a good decision-making process both heavily rely heavily on
regular, productive debate, which can appear as conflict. Debate and conflict are
close relatives; both thrive in the productive work place, and the most successful
leaders know how to strategize them to achieve productive ends.

Although conflict is necessary, it can be extremely uncomfortable at times. This
is why the “Managed Conflict” building block sits directly on top of the “Trust”
building block: if team members are to have regular and productive conflict, they
need to trust each other. Part of the need for basic “ground rules,” discussed in the
last section, is the need for conflict norms—the “ground rules” of conflict. These
rules may include:

e Debate should surround a decision yet to be made, not one that’s already been
decided.

e Focus on the debated topic—it’s easy to wander to new disagreements that
don’t directly relate.

e Avoid non-contributing statements, rhetoric, or name-calling. These don’t
speak directly to the topic of debate. Note: Building Trust (the section pre-
ceding this one) cautions against violating the trust or confidentiality of fellow
team members. When debate degrades into a personal dispute, opportunities
to destroy trust become abundant—Dbe extremely careful!

o Listen respectfully, talk softly, avoid defensiveness, and back up statements
with factual examples or data when possible.

o Agree to reach consensus, and ensure that all parties agree to wholeheartedly
support the resulting decision, regardless of whether they agree individually.
It’s important to distinguish consensus—in which all parties feel that their
views have been properly considered before a decision is made—from a simple
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majority vote that doesn’t always reflect every single voter’s opinion (see Group
Consensus / Planning Poker Estimation on page 82).

Conflict-Related Pitfalls

Discussed in chapter 6, certain “pitfalls” relate directly to many of the
principles of dealing with conflict. Examples include Blamestorming
(page 180), Blowhard Jamboree (page 180), Poor Project Team/Stake-
holder Relations (page 183), and Loose Cannon (page 182).

In some cases, a conflict will escalate beyond the ability for self-resolution, and the
project leader will be forced to intervene. Whether you're a project leader or a
team member, understanding basic conflict resolution techniques and when each is
appropriate is an important skill to develop.

Each of the following techniques may be applicable:

Confronting / Problem Solving

Often considered the optimal solution, directly confronting
conflict is a method of problem solving and follows a standard
process:

We're commutied o
solving the problem!

1. Define the real/root problem

Analyze the problem

Identify solutions

Choose a solution (this can be difficult)
Implement a solution

Review the solution, and confirm that it solved the problem and repeat if
necessary

oo W

e When it works: When conflict needs to be solved “once and for all.”
e When it may not work: Confronting the conflict is time consuming. When
deadlines or danger are present, it may not be a good option.

Compromising
When compromising, each party makes concessions to the We'll each eat

half of the cake

other, reaching a mutually-accepted conclusion.

e When it works: When each option is roughly equiv-
alent, and no superior choice seems to exist. Com-
promising can often be the most expedient solution to
conflict.
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e When it may not work: In some cases, a two-option solution isn’t opti-
mal. It may cause parties to choose a subset of what they want rather than
considering a mutually-beneficial third option, which leads to a “lose-lose”
resolution.

Withdrawal / Avoidance
When disagreeing parties can’t reach a conclusion, one or
more choose to remove themselves from the situation and Wi had btrer let this
thus ends the conflict.

e When it works: This technique works best when the

conflict is personality-based or trivial rather than an E] 9

blows over

actual, significant debate pertinent to the project. In
some cases, postponement may be beneficial (i.e. time
to change emotional states, intervention by another party is needed, or a
“cooling off” period all may help).

e When it may not work: When the parties in conflict need to work closely
together, especially if time-critical work is needed for the success of the project.

Smoothing / Accommodating

As the name implies, smoothing involves placing the concerns
of others before your own.

You'go shead and
cat the cake
e When it works: Accommodating a stakeholder who’s
extremely important to the health of the project.
Smoothing also can allow time for both parties to think 9 é 8
over the situation at hand. It also has the potential to
work if the issue is less important to one party than the
other; the party who’s has less concerned with the issue concedes to the other.
e When it may not work: Accommodating, like compromise, leaves at least
one party unsatisfied. This could damage the project down the line, and
there’s also the potential for the accommodated party to abuse the other
party. In addition, some people see smoothing as a sign of weakness, and may
be offended by it.

Collaborating
Often considered an optimal solution for conflict resolution, Let’s work together 1o

bake another cake

collaborating involves conflicting parties working together to
find a solution that satisfies everyone; the result is often a
previously unconsidered third option.

e When it works: Collaborating can work especially
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well when more than two parties are involved. Reasonable, non-emotional
demeanor is best, as is an environment in which parties have a high level of
trust for each other.

When it may not work: Collaboration often takes longer than other conflict-
resolution techniques, so a looming deadline, impending threat, untrusting
parties, or unknown agendas can make it impractical or frustrating for all
involved.

Forcing

Forcing involves an authority figure making a decision and
forcing an end to the conflict.

You do rhis, you do lh;l]"

and that's the end of it

e When it works: A deadline or danger requires a quick

(22)
decision or immediate resolution to the conflict. Forc-
ing is also appropriate when one party’s position or 8 9
plan violates rules or ethical standards. It has possible

value as a last-resort option.

When it may not work: Forcing often doesn’t resolve the conflict—it can

leave the problem largely unsolved, with the potential still there for the conflict
to reappear at an even more inopportune time in the future.

Although trust and conflict resolution are the foundation of a team’s needs, by
themselves they typically aren’t enough to create a productive team environment.
The next three, commitment, accountability, and results are where “the rubber
meets the road” for a project team.

4.7 Achieving Commitment

/ Commitment \

Individual commitment to a group effort—that is what makes
a team work, a company work, a society work, a civilization
work. — Vince Lombardi®

As it relates to the team, commitment has many dimensions, each of which involves
the central idea of commitment, but from a host of different angles:
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e The leader’s commitment to the team

e The leader’s commitment to the project

e The team’s commitment to the leader

e The team’s commitment to the project

e An individual team member’s commitment to the team

e An individual team member’s commitment to the project

e The team’s commitment to being a team

e Individual commitments that the team or members make to decisions, tasks,
or deadlines

Ultimately all of these are commitments, but how each affects the health of a team
or project varies wildly. One common thread running through all of them is the
concept of clarity. In order to achieve commitment, it must be clear what the team
or individual is committing to. Tools that assist in achieving and perpetuating this
clarity include meeting notes, lists of action items, and artifacts such as project re-
quirements and schedules. Contracts, another common project document, personify
a commitment between two parties.

The Leader’s Commitment

The leader’s commitment to the team and the project objectives represents the most
obvious, upfront commitment in any project; a leader’s lack of commitment will al-
most certainly lead to a disastrous end. As discussed in chapters 1 through 3, project
leadership represents a continuous commitment to the organization, promotion, and
prioritization of project objectives, tasks, team members, and stakeholders.

In addition to the practical needs that the leader’s commitment satisfies, a leader’s
perceived lack of commitment will often lead team members to lower and even stop
prioritizing project work. This is especially true in functional organizations (see
Functional Organizations on page 31) or organizations that have more than one
project happening simultaneously. If team members’ time and attention are split,
they’ll be more likely to spend time working with leaders who are demonstrably
engaged in their leadership duties. Ultimately, team members function better—
because they’re more focused—under the direction of an engaged leader.

The Organization’s Commitment to a Project

What about an organization’s commitment level to the project? Often,
it may seem like a project leader or team can’t do much about an organi-
zation’s commitment to a project; the organization itself must establish
and demonstrate a level of commitment. The most apparent indica-
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tors of low commitment include a restrictive budget or deadline and a
lack of resources. Less obvious indicators could include lower executive
interest, lower team morale, or a spike in the number of project risks
including a seemingly higher chance of project cancellation. When gaug-
ing an organization’s commitment level consider this: an organization
is really represented by its leaders—are there one or more management
stakeholders whom you can positively influence for the success of the
project?

Finally, project leaders must consider their individual passion for the project. Across
a leader’s career, it’s likely they will end up leading projects that don’t excite them,
or even worse, that they even find unnecessary and “beneath them.” In this situation,
the leader must constantly monitor their own attitude along with how they're leading
the project; a disinterested or unmotivated leader can quickly and unknowingly
create a toxic team environment.

The Team’s Commitment

A successful project team is one that values commitment: commitment to the
project, its completion, and its schedule, all while carrying out the trials and prac-
tices necessary to remain a strong team. A team with “commitment problems” will
often seem dispassionate, seek to place blame, steer discussion towards their per-
ceived need for more resources, and debate seemingly insignificant details. When
these types of problems arise, the success of the team will often be dictated by one
or two individuals only (see Heroics on page 181).

To strengthen a team’s commitment, it’s important for a team leader to understand
the following:

e Trust and conflict management: At the team level, commitment requires
the foundational needs that appear below it in the pyramid: trust and conflict
management (previously discussed in this chapter).

e Clear prioritization: This is necessary for the team to know what to commit
to. It’s impossible for the team to commit to everything at once. As such, a
team’s leader must order and lay out priority (see chapter 3: Prioritization:
The Core of Project Leadership).

e A relatively healthy team: This is required for commitment to the project.
If the team is forced to focus on internal problems or has internal issues such
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as a destructive team member (see Loose Cannon on page 182), external com-
mitments become a lower priority, which is detrimental to the team’s success.

e Good team structure: Structure such as clear roles and responsibilities,
standardized procedures for documenting decisions, and a clear vision and
group identity are all essential for commitment (see Team Structure earlier in
this chapter).

By intentionally prioritizing the catalysts of commitment and by recognizing and
remedying weaknesses, a focused team leader becomes the promoter of a team that
understands and values commitment. In short, a team leader should try to make
commitment a part of the team’s culture. They should strive to build trust, ensure
that decisions (and their consequences) are clear to all, reward good work, and learn
from failure.

In some rare cases, all of these conditions are present and the leader only needs to
ask for commitment from the team, a strategy that has a much higher chance of
success if the team already thinks highly of them (see Influence on page 5).

It’s important to remember that not every individual team member must agree
with a decision or plan of action for that team to be committed. Rather, each team
member’s level of commitment to the team must be high enough so that they place
the value of commitment above that of individual disagreement.

The Individual Team Member’'s Commitment

Because of the nature of interpersonal relationships, at times it can be quite easy to
identify weak commitment levels from individual team members: frequent excuses,
tardiness, argumentative behavior, and blaming others for failures are all symptoms
to look for. A lack of commitment can also be seen in their work as well; work
products will often be “just good enough,” turned in right before (or shortly after)
the deadline, and will often not include input from other team members. Overall,
their work may lack ownership and vision.

In many ways, the reasons for an individual’s lack of commitment mirror those
of a team’s. Often, individuals’ lack of commitment inspire the group’s lack of
commitment to each other, and eventually to a project. How a project leader can
inspire commitment from an individual, however, is distinct from how a team is
inspired. Tactics may include:

e Communicating commitments with more clarity: Perhaps the individ-



134 CHAPTER 4. TEAM STRUCTURE AND DEVELOPMENT

ual isn’t aware of how important this project or their portion of this project
actually is?

e Seeking the reason for a lack of commitment: This could be because
of work or personal problems. Seek the whole truth and any extenuating
circumstances before making assumptions.

o Assigning leadership/ownership: Although it may seem counterintuitive,
a lack of individual commitment sometimes stems from a feeling of powerless-
ness. Assigning direct ownership of results may remedy this.

« Recognition of achievement: Recognize the areas that the individual is
showing commitment to or excelling in. Remember that peer recognition is a
powerful motivator (see page 7).

« Engaging the team member’s creativity: Find elements of the project
that may inspire them to seek new and creative solutions. Autonomy and
interesting work is another primary motivator (see page 8).

Often, the most successful way to increase an individual’s commitment involves the
leader taking direct responsibility for that team member (a commitment of their
own). One-on-one time, coaching, and developing a personal connection may lead
to renewed success, especially if that particular team member is essential to the
project’s success overall. Unfortunately, a team member who fails to commit to the
team or project over the long term can be toxic—at that point, it may be necessary
to replace them.

Your Commitment to the Team and Project

Think about a project that you've participated in as a team member
(not a leader). Were you more committed to the team or to the project?
What undermined your motivation and commitment? Did your leader
inspire commitment? Was the team or project successful?

Whether it’s the individual team member, the leader, or the team in its entirety,
commitment is essential to productivity. When combined with accountability, which
is covered in the next section, teams can begin to look into the future for completion
of tasks and the project at large rather than being forced to remain in the here-and-
now.
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4.8 Embracing Accountability

/  Accountabilicy '\

As we move up the pyramid, it becomes increasingly apparent that the steps below
(in this case: commitment, managed conflict, and trust) are vital. The majority of
articles and resources addressing accountability in a team directly mention each of
these concepts. In a 2014 Harvard Business Review article entitled “The Best Teams
Hold Themselves Accountable,” the authors highlight how important it is to build an
environment in which team members resolve their own conflicts without requiring
9 This article states that stronger teams hold themselves
internally accountable rather than relying on the leader to police them.

a leader to intervene.

But what is team accountability? As an individual, we think about accountability
as our readiness to accept responsibility for our actions or decisions, but we should
broaden this perspective to include whom we’re accountable to. Inside a team,
understanding what accountability looks like requires us to consider all angles:

e Accountability to the leader: This is the most natural type of account-
ability because it’s what people most often experience. The leader often has
formal, reward, or coercive influence over the team member (see Influence on
page 5). This is the most important type of accountability in top-down team
structures (page 114).

¢ Accountability to oneself: Otherwise known as self-motivation, a team
member’s “relationship with oneself” is essential. Distractions or difficulties
in one’s personal life can have a ripple effect on accountability.

e Accountability to one’s peers: This is the most essential form of account-
ability, because instead of feeling accountable to one person (the leader or
oneself), this motivation comes from the entire team. It’s essential that each
team member feel equally accountable to each other; inequality can cause dif-
ficult problems in the group dynamic. The interdisciplinary team structure is
built entirely around peer-to-peer accountability (page 115).

Within a healthy team environment, accountability among peers is the most reliable
of the three options. Accountability to one’s self and to one’s “boss” has more
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potential to break down due to the single relationship involved: more relationships
mean more accountability.

So what practices can a leader introduce to foster peer-to-peer accountability? The
easiest and most successful is simply to add a regular review of accomplishments to
the natural cycle the team is following. By giving team members a chance to address
what has and hasn’t been done in a team forum, they’re forced to honestly evaluate
their level of commitment against that of others. Methods that emphasize peer
accountability strongly encourage leaders to create frequent opportunities for this
to occur—many Agile processes, for example, employ a “daily stand-up meeting” in
which each team member is asked the question, “What did you accomplish since the
last meeting?” (a more thorough description of Daily Stand-Up Meetings is available
on page 205).

Ultimately, it remains the team leader’s responsibility to introduce accountability,
but the team itself must work to embrace that accountability. Even though the
leader, who often reports to management or other higher-ups, is assigned account-
ability, it’s up to the entire team to choose to be accountable to each other.

Both commitment and accountability require clarity for team members. Commit-
ment requires the clarity of trust (the lowest rung on the pyramid)—knowing others
well enough to commit to being a team together. Accountability requires clarity of
information: What am I accountable for, and who am I accountable to? A perfect
tool that helps teams figure out who is responsible to whom and for what is the
“RASCI”:

The “RASCI” Accountability Matrix

Though trust, managed conflict, and commitment are important
elements of any project, accountability is where the specific tasks and
responsibilities of the project meet the team members (as individuals
or as roles). In some cases, it’s unclear who is accountable for what;
in others, someone is accountable but is unaware of their commitment
level. A tool for directly addressing this is the accountability matrix.

Deemed especially useful for disambiguating complex multi-task/multi-
role projects, the RASCI plots tasks/responsibilities against roles by
assigning one or more of the following acronymic letters:
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Responsible: This is the person or role who is to complete the task
or fulfill the responsibility. If more than one party has the “R,”
the varying levels of responsibility are often assigned by the person with
the “A.

ccountable: This is the role or person who is ultimately answerable

for proper completion of the task or accountable if a responsibility

isn’t fulfilled. Each task, action, or responsibility should have exactly
one “A”

Support: A subset of “R,” support roles may be called in when help
is needed to complete the task or responsibility. The “R” role knows
who is assigned to help if needed.

Consulted: These parties are often specialists or subject matter ex-
perts (see the Specialist role on page 121) who may be called upon
to provide input or expertise when needed.

nformed: It is important these parties be kept up to date on the
I status of the task or responsibility, especially if significant changes
to scope or schedule are made. This party should also be informed when
the task is completed.

A visual example can be seen below. Note that roles are placed along
the top row and can include more than one person. Activities or
responsibilities are placed in the left column.

Project Project | Engineers | Tester 1
Manager | Sponsor
Responsibility X A I R
Activity 1 A S
Responsibility Y C R A
Activity 2 R, A C
Task Alpha A R S

RASCI: Rental Property

Look at the grid on the next page. Think about how each role might
be involved in each real-estate related task, and then place the letters
R,A,S,C, and I as appropriate. In addition to the tasks listed, create
a new one and place the letters as appropriate. Finally, eliminate the
“Property Manager” role by placing an “X” over the entire column and
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reassign or reprioritize the letters previously included for that role.

Real Estate | Property | Tenant | Property | Contractor
Salesperson Owner Manager

Find
Property
Find
Tenant
Pay

Rent
Maintain
Property

RASCI: Your Project

Using the format above, create a RASCI for a project which you're
currently participating in. Remember that the roles may be groups of
people rather than just one individual. Choose some key activities or
tasks to include, and try to think of ones that would force dissimilar
letter assignments.

Because it’s such a nebulous concept, accountability is tough to measure. The
currency of accountability is results, the very top of the pyramid, which we’ll discuss
in the next section.

4.9 Focusing on Results

Chances are, when you think of a successful team, you think about a team’s results.
Often, we think that results are a natural outcome of a strong, well-led team. They
become a natural byproduct of why the team was created in the first place, right?

It’s hard to imagine just how many essential needs must be met before a team can
focus on the reason for its very existence and start producing solid results. But
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regardless of which stage or level of needs a team has reached, it’s likely achieved
some sort of results, usually the work products it’s produced. But even these may
merely be the results of individual efforts (see Heroics on page 181). Think of
it this way: An undeveloped team has a similar output to the same number of
people working independently and only occasionally handing work off to others.
This type of team, however, doesn’t usually produce high-quality results because
it’s not achieving the efficiency only a well-developed team will experience.

By addressing all of their core needs (trust, managed conflict, commitment, and ac-
countability), the team can change its internal focus to an external one: results. The
team leader, who was previously focused mostly on nurturing the internal structures
and health of the team, can now emphasize a different set of responsibilities:

e Prioritization: Because the team can now effectively and efficiently produce
results, the leader must constantly decide which tasks and objectives are the
most important. Many efforts are wasted without proper prioritization (see
chapter 3, Prioritization: The Core of Project Leadership).

e Clarification: To keep the team from running in the wrong direction, tasks
and objectives must be “crystal clear.” Because there’s usually less lead time
ahead of the team’s work products, more “pre-work” may be needed to ensure
the team understands what is to be done.

e Visibility: In addition to their individual tasks and objectives, each team
member must see the bigger picture of their project—it becomes important to
specify and reflect on the end product the team is moving towards. This is
because an efficient and results-focused team needs less micromanagement—
it makes decisions related to its objectives quickly and efficiently. Increasing
visibility helps everyone keep a sharp focus on the final destination.

Another element of visibility relates to the team members themselves. They
must choose to put the profile and health of the team above their own. An
individual focus on status or an ego-driven, credit-seeking atmosphere can be
extremely destructive to a focus on results because the team members instead
focus on individual recognition (often called “playing office politics”).

e Process: Instead of many independent workers completing tasks and then
handing them off, a results-focused team is more akin to a well-oiled machine,
with its many parts working together in harmony. The interconnected nature
of this metaphor demonstrates the benefits of a clear process. Although some
would argue that process must already be in place even before reaching this
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point, it’s important for the project leader to realize that the processes them-
selves should be documented and communicated throughout the project. This
is critically important when trying to substitute team members while keeping
the positive momentum that’s already in place (see Values, Needs, and Process
on page 36).

Though the notion of “results” changes from project to project and team to team, a
team that has a laser-focus on results is a remarkable sight to see. Those who have
participated in this type of team often reminisce on the successful amalgamation
of trust, managed conflict, commitment, accountability, and the results focus that
contributed to this powerful experience.

4.10 Chapter Tool: Evaluating Your Team’s Ma-
turity

The concepts covered in this chapter lend themselves to evaluating a team, from
its developmental stages through whether its needs are properly fulfilled. But have
you ever considered the maturity of your team? While not scientific, the evaluation
below can help you, the team leader, and team members reflect on your team’s
overall maturity.

Team Development Maturity Evaluation

On a piece of paper, quickly and honestly answer each of the questions
below. Once you’ve completed all of the questions, “score” your answers
based on the information from page 143 and consider what the results
may mean regarding your team’s developmental maturity. This test can
be taken by either the leader or a team member, and, if they’re honest
with themselves, they should get similar results.

1. My team:
(a) Has little or no distinct identity when compared to others in
the organization
(b) Feels it’s a team but struggles at times with identity

(c) Draws strength from its strong sense of identity and purpose

2. Regarding goals:
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(a) Each team member doesn’t seem to connect their individual
objectives with those of other team members

(b) Team members understand that a group effort is needed to suc-
ceed at some types of work

(c) The team knows what its goals are and benefits from sharing a
strong common purpose in achieving them

3. The majority of time:

(a) The team seems to have very little self-awareness

(b) A good portion of the team is aware of problems or needs it’s
facing

(¢c) The team is aware of and capitalizes on its strengths and ac-
tively works towards improving its weaknesses

4. Individuals on the team:

(a) Work more-or-less independently—the only defined role is the
team leader’s

(b) Don’t have written roles, but are aware of and capitalize on each
other’s specialties

(c) Have multiple, formally-defined roles and understand why each
is important
5. Regarding team “rules”:
(a) There are no “rules” set by the team—each individual behaves
as they feel they should

(b) The team recognizes that “rules” are important, but is still in
the process of defining them

(c) Each team member is aware and in support of what is appro-
priate for the team—the “rules” are well known by all

6. As it relates to team members’ view of each other:

(a) Team members don’t seem to trust each other at all

(b) Team members trust each other in a professional setting as col-
leagues

(c) It’s obvious that each team member trusts both the leader and
each other interpersonally as well as professionally
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7. Regarding conflict, my team:

(a) Avoids conflict at all cost because once it starts, it’s hard for
the team to remain productive

(b) Gets uncomfortable at times because of conflict, but prioritizes
resolving things quickly

(c) Values and encourages metered, fair debate, even if it risks con-
flict

8. When trying to make a decision:

(a) After some unproductive debate, the team leader generally has
the final say—the “winning” party feels superior to the “losing”
party

(b) Disagreeing parties can usually compromise; if not, one party
cedes to the other because it’s not as important to them

(c) Team members prefer to collaborate and work through the
problem-solving process—if one party doesn’t agree with a de-
cision, they still support it wholeheartedly

9. The team leader:

(a) Seems primarily committed to their own success; a successful
project may be a part of this

(b) Is fully committed to and has taken ownership of the success of
the project even if it may not help their career

(c) Regularly demonstrates commitment to the success of individ-
ual team members, and knows a successful project will help
everyone involved

10. Within most projects:

(a) Priorities and team structure seem to change daily, and team
members are often unsure what they should commit to

(b) Though difficulties do happen, team members have a good
idea of what’s important and are obviously committed to the
project’s success

(c) The team actively seeks and obtains clarity, commits to its work,
and follows the commitment to completion with little supervi-
sion
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11. Team members seem primarily accountable to:

(a) The leader or boss
(b) Themselves—they’re very self-motivated

(¢) Their fellow team members
12. The team achieves:

(a) Less or about what the team members would achieve indepen-
dently

(b) A good amount because team members recognize who is best
suited for each task and pass them off to each other

(¢) A surprising amount because the team works, makes decisions,
and delivers in ways that astound those around them

Team Development Maturity Evaluation Results

How did your team do? You’ve most likely noticed that for each ques-
tion, “a” represented the most immature team, “c” the most mature,
and “b” somewhere in between. Notes for each question:

1. Self-identification as a team is an important part of growing more
productive (basic types of teams are listed on page 114).

2. Common purpose and goals are a key to successful teams (page
112).

3. Self-awareness is vital if a team is going to improve itself (several
influencers of team structure are listed on page 118).

4. Team roles are important, and formally defining them shows that
the team is thinking about its future (page 119).

5. Team “rules,” also known as norms, are defined as a team devel-
ops. In Tuckman’s model, they don’t exist yet in “forming,” they
are debated in “storming,” and are finalized in “norming” (page
123).

6. Trust is the most basic of team needs. Interpersonal trust is the
most advanced form (page 125).

7. Managed conflict is an important team need and debate is a valu-
able tool (page 126).

8. Decision making can often be a source of conflict. Some conflict
resolution techniques, such as collaboration, are generally consid-
ered as consistently better solutions (several techniques are listed
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starting on page 128).
9. The most mature team leader is committed to the project and to
the team, not just to themselves (page 130).

10. Commitment, one of the basic team needs, requires clarity so that
the team and all its members know what they’'re committing to
(page 131).

11. Larger accountability structures (to peers rather than to leaders,
for example) capitalize the concept of teams (page 135).

12. Results are the ultimate measure of a team. A mature team is
more than the sum of its parts (page 138).

4.11 Summary and Conclusion

Successful team leadership goes beyond understanding the basics covered in chap-
ter 1 (Understanding Leadership). There are several factors that contribute to the
success of a team, such as complimentary skillsets, common purpose, and good plan-
ning. Understanding the structure of teams is also important, including some basic
ways teams are organized, why they’re arranged the way they are, and the roles
that are important in those arrangements.

Many experts study the way teams develop as well as what needs are essential in
that development. Team members’ trust in their peers and conflict management, for
example, are basic needs that must be met before more advanced concepts such as
commitment and accountability come into play. The ultimate measure of any team
is its results: does what the team produces justify the time, energy, and resources
needed to create and sustain it?

Though a team is composed of roles, a major theme of this text is the people behind
those roles—especially what a leader can do to help them achieve their best as a
resource and a team member. Communication is an essential part of every aspect
of team structure and development, and we’ll focus on it in more detail in the next
chapter.
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Key Terms

Accountability: A readiness to accept
responsibility. Accountability usually in-
volves another person or group, such as
the leader or fellow team members (page
135).

Accountability Matrix: A table con-
taining responsibilities on one axis and
roles on the other, with indication of level
of accountability in their intersections.
An example is the “RASCI” (page 136).

Collaboration: A conflict resolution
technique in which all parties work to-
gether to find a mutually-satisfactory res-
olution (page 129).

Commitment: The act of dedicating ef-
forts or loyalty to a leader, team, project,
or course of action. This requires clarity
of what is being committed to (page 130).

Compromise: A conflict resolution
technique in which each party makes con-
cessions to the other (page 128).

Conflict: A disagreement between indi-
viduals or groups. Within a project, con-
flict isn’t necessarily bad, but should be
properly managed (page 126).

Consensus: An agreement within a
team. Note that all individuals may not
fully agree, but should still support the
decision made by the team (page 127).
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Forcing: A conflict resolution technique
in which one party or someone in author-
ity asserts a decision to end the debate or
conflict (page 130).

Forming: The first stage in Tuckman’s
team development model in which team
members come together for the first time
(page 123).

Interdisciplinary Team: A group of
people with varied skills or expertise who
work together to accomplish project ob-
jectives (page 115).

Norming: The third stage in Tuck-
man’s team development model in which
“rules” are finally established and atten-
tion is turned to the work at hand (page
123).

Performing: The fourth and last stage
in Tuckman’s team development model.
The team has established itself and is
fully focused on completing its objectives
(page 123).

Problem Solving: Confronting a prob-
lem via a process that includes defin-
ing, analyzing, solving, and confirming
the solution to the problem. Considered
an optimal confiict resolution technique
(page 128).

Results: The achievement of goals and
objectives and the eventual outcome of
productive work. The focus of a mature
team (page 138).
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Role: A defined set of expectations as-
signed to one or more individuals. These
expectations persist regardless of who is
assigned to the role (page 119).

Smoothing: Also known as accommo-
dating, a conflict resolution technique in
which one party puts the wishes or con-
cerns of another before their own (page
129).

Specialist: A team member (role) who
concentrates on or has superior knowl-
edge and skill in a particular field (page
121).

Review Questions

1. A team attributes its success primar-
ily to complimentary skillsets. Which
type of team structure does it most
likely follow?

2. Which category of team enjoys solving
difficult problems?

3. Which type of team will most likely
have its members primarily focus on
the “boss”?

4. You and a colleague are both part of
a large, variable structure team but
have never worked together directly.
What strategy should you use when
considering him or her?

5. What are three important skills
needed by the information manager
role?
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Storming: The second stage in Tuck-
man’s team development model. Char-
acterized by sometimes chaotic efforts
to define roles and formal or informal
“rules” (page 123).

Trust: A team member’s ability to rely
on or have confidence in others. Trust is
the most fundamental team need (page
125).

Withdrawal: A less-than-optimal con-
flict resolution technique where one or
more parties remove themselves from the
disagreement. (page 129).

6. Your team seems to have resolved
most disagreements and is starting to
shift concern to the objectives you’'ve
been given. Which stage of Tuck-
man’s Model for Team Development
is this team experiencing?

7. Your team has reached deadlock re-
garding a major decision with a
quickly-approaching deadline. Which
resolution technique is a better fit:
collaborating or forcing?

8. Which three parties/entities need to
enter into commitments for a success-
ful team experience?

9. Of the three “angles” of accountabil-
ity, which is unique to the team expe-
rience?
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10. When using a “RASCI” accountabil- signed to at least one party for each
ity matrix, which letter must be as- task or responsibility?
Exercises

1. Name a famous team (examples: Cirque du Soleil, the USPS, Plato and Socrates).
What major factors played a role in its successes? How is it structured? Did this
team include defined roles?

2. You're in the process of creating a new team for a high-profile project within
your division. You feel that the typical structure in the industry is a top-down
team, but your company’s culture seems to prefer interdisciplinary teams. What
additional information would you need to make this decision? How would you
support your decision to naysayers?

3. Choose two of the factors in the What Makes a Team Successful? section (starting
on page 111). For each, explain how this success factor would contribute to each
of the four team structures listed starting on page 114.

4. You are tasked with creating an interdisciplinary team for an important technical
project slated to start in the next quarter. Other than their aptitude in specific
skill areas, what properties would you look for? During interviews, how would
you measure these properties in your candidates?

5. Your 7-member engineering team has been in Tuckman’s “performing” stage for
over a month. Unfortunately, recent reorganization of the company has reassigned
two of your team members to another division. The addition of two replacements
has resulted in your team reverting to the “storming” stage. As the team leader,
what strategies can you employ to help your team reach the “performing” stage
once again?

6. Thinking about a recent team experience, what are some personality traits that
you find difficult to relate to? What could members of the team who have these
traits do to increase your level of trust?

7. Two businesses share a single shopping-plaza-style parking lot, and they have
recently been unhappy with each other regarding how their respective employ-
ees and customers park. Choose three conflict-management techniques (which
start on page 128)—how could the businesses employ each successfully? List
assumptions about the scenario as needed.
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8. Look at the leadership styles listed in chapter 1 starting on page 3. For each,
which is most important for individuals: commitment to the leader, the team, or
the project? Why?

9. Using the format illustrated on page 137, create a RASCI for a basic hotel oper-
ation. Be sure to include at least 5 parties (Desk Clerk, Maid, etc.) and 5 areas
of potential responsibility (quality of room, reservations, etc.).

10. You feel that your team has reached a point where it increasingly requires clarity
and visibility for team members. How would you change a weekly team meeting
to accommodate these new priorities? Give specific examples of how elements of
the meeting would look before and after the change.
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Communication and Expectation
Management

In this chapter, we address the mechanics of team communication, meeting
success, and the ethics of communication. To do this, we focus on the importance
of “expectation management” as well as how to achieve appropriate
communication when including metrics and reports.

common: they all tout the importance of communication. Though few would

dispute the truth of this, there seem to be far fewer answers than questions
when it comes to success in project communication. What should I say? When?
To whom? How often? By which method? In this chapter, we will discuss general
answers to these questions; since the specifics of your project will vary, this chapter
provides some of the global methods and tools that will help you apply these concepts
to your individual project and team.

E very relationship advice book, column, or blog seems to have one thing in

5.1 The Importance of Project Communication

Project communication used to be relatively simple. In days-gone-by, a product may
have been produced by two people—an artisan and their apprentice. A customer
placed an order, and one or two people completed the work. Coopers built barrels,
blacksmiths made horseshoes, and so on. During these exchanges, communication
tended to be face-to-face and one-on-one. When the industrial revolution changed
the nature of production, face-to-face communication moved towards the unidirec-
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tional communication of mass-marketing: a corporation produced a product and
advertised its benefits via disconnected media such as magazines and television.

In the modern era, however, this is no longer the case, especially as it relates to prod-
uct engineering and our service-based economy. Modern project teams are as big
as their projects are complex. Mass-customization and complicated, custom-built
projects are no longer the exception, but the rule. To this end, market response
is critical—companies increasingly base marketing and product decisions on actual
consumer feedback, whether direct or through social media. Gone as well are the
strict, clear hierarchical structures of the master-apprentice or even the top-down
foreman-factory worker model. Modern organizations are much flatter, more respon-
sive, and more likely to employ professionals who expect to be much more mobile
throughout their careers.

These changes have broadened the emphasis on two-way, responsive communication
within teams, both at the organizational and customer levels. Within a team, re-
sponsiveness to change is both expected and welcomed. Within an organization,
leaders need to properly demonstrate their vision vertically to management as well
as horizontally to their peers. Outside the team, many stakeholders also expect more
direct involvement throughout the process—a condition made necessary by market
forces and increased competitive pressure. Indeed, it is often difficult to determine
who the team is, and which personnel are strictly stakeholders; individuals will often
shift between the two based on timing and perspective (see Who We Lead on page
12 and Team Structure on page 114).

5.2 Basic Communication Concepts

The complexity of project communication is a result of many sources: the number
of people/parties we must communicate with, the methods of communication, the
variations in types of communication, and the potential blockers to that communi-
cation. Each of these can be magnified by the complex and multidisciplinary nature
of most project teams.

The Complexity of Multiple Channels

A communication channel is simply a path through which communication must
travel.! In the example on the next page, there are 6 channels among 4 team
members.
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It makes sense—each team member must maintain a communication channel with
every other team member. But what if we introduce a new person to the team?

And then %

another... N $

The illustrations make it clear that adding one more person adds many more
channels—all of which need to be monitored, maintained, and regularly clarified.
By adding just two new team members, we’ve already added 9 more channels [(n(n-
1))/2]. This presents a need for the project leader to consider not only how many
channels exist in total, but also which communication channels should be managed
more closely. Because of the issues presented in this scenario, many experts believe
that there is a practical limit to how large a functioning team can be.?

Levels of complexity are further enhanced when multiple teams work together. In
these situations, project leaders must make decisions about the number of channels
that their teams will maintain with others outside of the team. In some cases, the
best course of action may be for the project leader themselves to act as a “single point
of entry/exit” for all outside communication. If not properly thought out, this can
result in a “single point of failure” if the leader is absent or a poor communicator—a
grave risk to the project’s success (see Risk Management on page 97). (Chapter 4’s
discussion of common team structures includes a potential “externally-facing” role,
which takes responsibility for this type of communication. See page 120.)

Channels of Communication

In the previous illustrations, each arrow represents a channel of communication.
Though we may assume that this means a face-to-face conversation, reality tells us
otherwise; in the modern world, there are literally dozens of communication mediums
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available to us at any given time.

o Face-to-Face e Email o Instant Messages
e Message Boards o Video Conference o Written Notes
 Social Media o Postal Mail o Advertisement

e Multi-Channel o Television o Telephone

e Online Video Posts o Print Media e Blogs

o Text Messages  Photo Sharing o and many more

Because so many potential channels exist, a project leader must be careful to strate-
gically choose channels properly based on both what is being said and how it should
be perceived. A simple example is illustrated by the phrase “a picture is worth a
thousand words”—if a picture is needed to communicate the particular message,
certain channels are immediately eliminated. Additionally, differences exist in how
channels are perceived and whether they are even viable options. Mass communica-
tion such as billboards and automobile recall notices are seen as less “personal” and
may also be ignored by their receivers. Highly specialized communication such as
handwritten notes or one-on-one phone calls have the potential to be prohibitively
expensive if a wide audience is addressed.

Types of Communication

In addition to a myriad of channels, there are also dozens of types of communication.
The type of communication you choose to use can have a huge effect on how that
communication is received. Essentially, the type of communication as well as the
medium or channel chosen is a part of the message itself. Some include:

o Internal/External: These communications vary based on whom they are
directed to. External (to the organization, team, etc.) communications tend
to be more formal.

o Formal/Informal: “Official,” formal communications often require much
more work and approval. “Unofficial,” informal communications usually adopt
an interpersonal tone.

o Vertical/Horizontal: The way that “higher-ups” are addressed often varies
widely from the way team members communicate with one another. In the
case of a project leader, vertical communication could include management
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or important stakeholders, and horizontal could include colleagues or other
project groups. Peer-to-peer communication is typically horizontal and less
formal.

o Written/Oral: These two common types of communication can have very
different implications, especially down the line. Written communication is
often considered more permanent whereas oral communication can be more
appropriate in certain situations. Which of these you choose to use may have
a big effect on how the message is perceived and may even carry legal reper-
cussions down the road.

o Verbal/Nonverbal /Paralingual: When we communicate, our messages are
influenced both by what we say and how we sat it. Verbal communication is
almost always accompanied by nonverbal (posture, gestures, expression, etc.)
and paralingual (pitch, tone of voice, channel, etc.) cues. Other types of
communication may or may not include these (for example, is typing in ALL
CAPS considered shouting?).

With so many channels, types, and different parties with which we communicate,
the potential exists for breakdowns, also known as communication blockers.

Potential Communication Blockers

The genesis of a communication is an idea. Generally the goal of the communicator,
or sender, is to choose from the channels available to them, encode a particular
message, and send it through the selected channel. It then becomes their sincere
hope that the receivers of that message properly understand, or decode, the original
idea.

Unfortunately that channel or medium of communication may be fraught with dan-
ger. At the most basic level, technical issues could exist—static, broken connections,
and other physical glitches can interfere with the delivery or clarity of a message.
These types of issues are the least destructive to the original idea the sender wished
to communicate because they are generally easier to solve and more detectable as
they occur. The real difficulty lies in the sender’s ability to encode the message in
a way that is readily decodable by the receiver in spite of blockers. Examples of
blockers could include:

¢ Obvious Communication Blockers

— Language or cultural differences
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— Interruptions by other parties
— Technical breakdowns

— Distractions to one or both parties such as fatigue

¢ Less Obvious Communication Blockers

Negativity or hostility between the sender and the receiver

Context known by one party but not the other

Incorrect assumptions of shared understanding by both parties

— A lack of active listening on the receiver’s part (covered below)

Because there exists so much potential for disruption in communication, the sender
needs to take responsibility for attempting to confirm understanding. By following
up on the original message with a question or seeking nonverbal cues, the chance
of a mismatch between what was sent and what was received is decreased. When
an indication of misunderstanding is perceived, the sender should stop, take actions
to clarify and confirm understanding, and then continue in a way that attempts to
minimize the difficulties just experienced.

Active Listening

Most of the concepts covered in this chapter are directly applicable
to the sender and the way they “encode” a message, but by actively
listening, the receiver can also improve the communication process.
Active listening is a structured and intentional process. After carefully
listening and fully hearing what the sender is saying, the receiver takes
responsibility for affirming their understanding of what was said by
asking for clarification or further details as needed.

This back-and-forth between sender and receiver is known as interactive commu-
nication. The defining feature of interactive communication is the ability for the
sender and receiver to affect each other as communication is happening. This can
be as simple as the sender watching for signs of confusion while speaking to the
receiver. The ability of both parties to interact can be affected quite significantly
by the channel or combination of channels chosen. Modern times have brought new
paradigms of interactivity—while email is primarily one-way-at-a-time, newer, more
instant messaging platforms can bring instant feedback or even allow for more direct
interaction as needed. Consider, for example, how messaging through a smartphone
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often includes the easily-selectable option to initiate a voice or video communication
if one party feels that it would enhance the conversation.

But what about scenarios where interactive communication isn’t possible or practi-
cal? What if communication can only be one-way, such as a manager addressing a
large group of stakeholders? In this scenario, several other types of communication
may become necessary. These include push communication, pull communication,
and hybrid communication.

5.3 Push/Pull Communication: A Hybrid App-
roach

One-way communication is generally divided into two categories.* Push Communi-
cation is delivered by the sender to one or more recipients; because of its nature,
the sender can confirm it has been sent but cannot confirm receipt or understand-
ing. A common example of push communication would be a public radio broadcast.
Pull Communication is in some ways the opposite; the sender provides access to
the message, and one or more recipients have the option of receiving it when they
determine the need. An example of this would be a bulletin board on an office wall.

Push / Pull / Interactive Communication

Look again at the list of channels on page 152. On a piece of paper,
copy each channel and, for each, place a right arrow (—) to indicate that
it is primarily push communication, a left arrow (<) to indicate pull
communication, and a double-sided arrow (<+) to indicate interactive
communication. Are each of these clear-cut? Do some have multiple
interpretations?

Because push and pull communication are fundamentally different, each presents
distinct benefits and ideal uses. The primary weakness is generally the same for
both: confirmation of receipt or understanding are difficult to ascertain.

¢ Push Communication

— Primary Strength: The sender knows when and to whom it was directed.

— Ideal Uses: Non-urgent communication or information not requiring im-
mediate response.
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¢ Pull Communication

— Primary Strength: Access is at the receiver’s discretion, which helps to
avoid “information overload.”

— Ideal Uses: Non-vital communications or information that needs to be
accessed frequently by multiple parties.

In situations where the benefits of interactive communication are unavailable and
the sender must choose push or pull communication, adopting a hybrid approach
often provides the optimal solution. Consider the following scenario:

Having managed the project for three months, Jamie has generally
approached resources and stakeholders face-to-face, knowing that
interactive communication is preferable. Recently, absenteeism and the
greater reach of the project to some of the company’s international
offices have required choices to be made regarding whether to use push
or pull communication.

Because of the size and complexity of the project, many older docu-
ments have been stored in a server-based repository. This has been
especially useful to Jamie when a new team member needs to be
brought up to speed: the process is as simple as attaching one or more
of these archived documents to an email and sending it on its way—it
travels around the globe in an instant!

Through various types of communication and careful archival of each
vital project document, Jamie feels that the project has a reasonably
good chance of meeting its deadline, though two major concerns have
recently appeared: 1) because of this project’s global reach, team mem-
bers have expressed concern about proper access to documentation in
other time zones, and 2) management has begun to ask about the se-
curity of the project, specifically relating to the documentation of some
not-yet-patented ideas.

Should Jamie use push or pull communication? Remember, the push approach,
which is currently being employed, involves attaching the needed document to an
email and sending it to the recipient. This has several drawbacks:



5.3. PUSH/PULL COMMUNICATION: A HYBRID APPROACH 157

e The ever-present “firehose of emails” can lead to “information overload,” with
recipients often unable to find what they need later on.

o If a recipient forwards the email (attachment included) to a third party, secu-
rity may be compromised.

e Documents that are currently in the process of creation by more than one
team member must be emailed back-and-forth leading to “versioning hell.”

o All of these attachments can lead to over-capacity inboxes, requiring emails
and attachments to be deleted, leading to potential data loss (at least historical
data).

Instead of downloading and attaching, Jamie could choose a pull approach. When
a new piece of documentation is added to the project, appropriate team members
already have secure access to the server location. In this manner, they can simply
download what they need when they need it. However, this also has drawbacks:

e How will recipients to know which documents are more important than others?
Or which are appropriate for the work and decisions currently important to
the project? Context may not be readily available.

o In some cases, email (or push communication) is a stakeholder’s preferred
medium of exchange. Is it wise to force this type of change?

o Without the “push” action of the email, it’s possible that the project could be
more easily ignored or perceived as being a lower priority.

A third option, a hybrid communication approach, can solve many of the issues listed
above. The key to making this work lies in the electronic document repository. What
if, instead of attaching the document to an email, Jamie sent a link to the document
in the repository? This turns many of the drawbacks into benefits:

o Because an email (push) is still sent, Jamie is still given the opportunity to
provide context to the document being linked. Because no attachments are
included, the email size is minimized, and so is the chance of deletion due to
limits on inbox storage capacity.

e The repository server most likely offers user authentication. This requires some
more planning on Jamie’s part in terms of access control, but vastly increases
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security. If an email is forwarded inappropriately, the outsider cannot access
the document. Stakeholders requesting access can be given either read-only
or editing ability as needed—the team may have overlooked them in the first
place, and now they can be added to appropriate communications. Because
many repositories are tied to a corporate authentication system, termination of
an employee will often simultaneously revoke their access to these documents.

e Documents can be readily changed without requiring a new email. If an error
is found within the document after the communication, recipients following
the included link see the new version automatically.

e Versioning is often included in repositories—this means that the historical
context (old versions) of the document can be retained and accessed if needed.

e Related to the last benefit, if more than one team member wishes to revise a
document, the server, rather than email, becomes the medium of exchange.

e This structure is extremely friendly to those who prefer pull communication
(and a global, time-shifted project team)—the documentation is there when
they are ready to use it.

e Many repositories offer search capabilities that allow you to search within
documents, greatly decreasing the time it takes to find a particular piece of
information.

e Documents can live in new ways. A meeting agenda, for instance, can be ex-
panded to include meeting minutes during or after the meeting occurs. Now
any email related the meeting includes access to the whole of its documen-
tation, regardless of when it is accessed. Putting all of these agendas in one
repository “folder” gives them a home and context with each other.

e The emails themselves can be archived there as well, receiving the benefits
listed above as well as allowing future projects or new team members to learn
from them.

Though this approach carries many benefits, this solution is still not appropriate for
every situation. As the project leader, Jamie needs to consider both the needs of the
receivers and of the project when deciding how to communicate. In some cases, this
will require fully interactive communication. The following section, covering meeting
success, provides some guidelines for group-based interactive communication.
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5.4 Communications within the Team: Meeting
Success

There are few parts of corporate life that people seem to dread more than meetings.
Is every meeting “dread-worthy”? Have you ever had a “good” meeting? If so, what
was the subject of the meeting? Regular meeting attendees often share the same
types of complaints:

e “My time could be better spent:” The information shared in the meeting
could have been shared more efficiently or the meeting was simply too long.

e “Most of what was discussed wasn’t relevant to me:” In many cases,
other people were talking amongst themselves and the topic of conversation
didn’t affect all parties.

e “It felt disorganized:” This could speak to a lack of time management,
who should speak when, a key person gone missing, or a lack of planning
beforehand.

The harsh reality is this: most meetings shouldn’t occur in the first place. This is
the result of several common mistakes:

¢ Discussion or debate is out of control: If debate is important, then
it’s also important to set and enforce guidelines around that debate. This
means that a facilitator (who should act as a neutral party) sets and enforces
strict time and attendance guidelines as well as a set of ground rules for the
discussion. If possible, this type of meeting should be separate from regularly
scheduled meetings, and decisions/results should be recorded and published
to avoid rehashing old arguments.

e Attendees are unprepared: The unfortunate truth is that some people see
meetings as a pretense for work; these people prefer discussion, debate, and
meetings to individual actions and contributions because they are easier or re-
quire less individual accountability. By showing up to multiple meetings (even
unprepared), they are lulled into feeling a false sense of contribution. Although
what’s described here isn’t always the case, it’s important to place value on
each attendee’s time. Whenever possible, the meeting coordinator or project
leader should confirm that key attendees are prepared; if not, the meeting
should be canceled or rescheduled to better suit the needs of its attendees.
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e The facilitator isn’t prepared: This takes the previous mistake to the next
level. A properly prepared facilitator has created and distributed a unique
agenda (no “standing agendas”), arrives early to ensure that facilities and
technology are set, and has the authority and organizational skills needed to
keep the discussion on-task. Especially dangerous can be “standing meetings,”
or meetings that occur at the same time each week—these types of arrange-
ments work best if the facilitator is prepared to cancel when nothing of vital
importance is on the agenda (be sure not to confuse “standing meetings” with
“stand-up meetings,” discussed in Agile Status Meetings on the next page).

e Circumstances weren’t properly considered: Sometimes a meeting is
doomed before it starts. Reasons could include:

— Bad timing: Too early or late in the day, workweek, month, or quarter.
Is a Friday 4:30 meeting optimal?

— The wrong attendees: Too many is a common issue. People’s time is
valuable and should be respected and optimized.

— Distractions: Are other events happening in close proximity? Is the
meeting space appropriate?

— Interpersonal issues: Sometimes the people in the meeting are the
reason for its failure. For some examples and resolutions, see Managing
Conflict on page 126 and Team Pitfalls on page 180.

This last common mistake is the most surprising to many:

e It’s a subject not appropriate for a meeting: The most common offender
here is the “status meeting,” in which each party discusses their accomplish-
ments and how their progress pertains to the project. This purpose is much
better served by the project leader, who can hold individual discussions with
each team member, collate their statuses, measure them against the plan, and
send out a communication with the results. That being said, what are some
good reasons to hold a meeting? Strategic planning and communication, risk
management, group educational/teambuilding experiences, and recognition of
achievements are all examples of great reasons to hold a meeting (see Risk
Management on page 97, Building Trust on page 125, and Motivators on page
7).
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Agile Status Meetings

Are status meetings a “necessary evil”? Agile methods, discussed in
the appendix, often address this type of meeting with strict limits—
According to Mike Cohn, the “Daily Scrum” (a.k.a. the “Daily Stand-
Up Meeting”), for instance, often requires attendees to physically stand
(when practical), limits preparation time to 5 minutes, and limits meet-
ing time to 10-15 minutes total.> See page 205 for more on Daily Stand-
Up Meetings, and page 202 for other types of Agile meetings.
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Given how many pitfalls are present, how can a project leader ever hope to hold a
successful meeting? By following these rules, their chance for success is maximized:

1. Manage time properly: This applies to both the meeting itself and before
the meeting is held. Good advanced notice is needed to avoid unprepared
attendees, and strict pacesetting and curation of the meeting ensure that each
topic receives an appropriate amount of attention. Another element of time
management is the frequency in which the meeting is held. Does the meeting
cycle match the pace of the project or team it serves?

2. Prepare beforehand: Though this seems obvious, complacency can cause
even the most dedicated leaders to become lax in thinking about the meet-
ing’s purpose, preparing and sending agendas, and “doing their homework”
(checking in with key attendees and preparing subject material for reference
and discussion). A proper agenda should include the following:

Attendee names and roles; meeting location, date, and time
Meeting roles such as the facilitator, timekeeper, and scribe

Technology to be implemented, such as a call-in information, screen-
sharing, two-way video, and presentation slides

A meeting objective statement
A schedule for the meeting itself: discussion topics, etc.

Information about where the agenda and follow-up items are archived

Sample Agendas

Numerous examples of meeting agendas are available online or via tem-
plates built into most word processors—but is it possible that your
organization already has one? Many companies, especially those who
have received ISO 9001 certification, already have an agenda format
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available. Try searching your organization’s resources or asking other
project leaders.

3. Document and follow-up: Many make the mistake of thinking the meet-
ing ends when everyone walks out of the room. For the facilitator, a good
portion of their work remains—the minutes, results, action items, and deliv-
erables should have been recorded for distribution afterward. Decisions made,
artifacts, and other output need to be properly stored, updated, and dis-
seminated. Action items and deliverables need to be appropriately assigned,
preferably with clear time limits and information about who should be notified
when they are completed.

What to do with Meeting Documentation

So you've followed all of the advice above, but what to do with all of
these artifacts? Why not use the Hybrid Push/Pull Approach discussed
on page 1557 By using a single document for both the agenda and
post-meeting documentation, you are easing access for anyone seeking
information about what took place.

Will the team still hate meetings? It’s possible! But by seeking to avoid the pitfalls
and following the steps listed above, a project leader or meeting facilitator can begin
to reap the benefits that meetings offer—and productive meetings will eventually
become engrained in (and expected from) the team’s overall culture.

5.5 Ethics in Communication

In projects, ethics are more intertwined with communication than any other area—
what we say, what we choose not to say, and how we say it present a continuous
challenge to both project leaders and individual team members. Although there
are ethical considerations outside of communication, most of these are a binary
decision that needs to be made at one point in time: “Am I OK with working for
a tobacco company?”, for instance. Communication-related ethics are an ongoing
stream of decisions, each of which require ethical consideration. The majority of
project-related ethics relate to continuously seeking and communicating the truth.
Some guidelines include:®

e Honesty before the project begins: Truthfulness starts when considering
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whether or not to engage a project. Were early estimates given proper consid-
eration? When creating the contract, did all parties negotiate in good faith?
The tone that is set at this early stage will resonate throughout the rest of the
project.

e Trying to understand the truth: When in pursuit of the truth, we need
to remember that sometimes our perception of truth may not be accurate. If
this possibility is brought to light, it becomes the project leader’s (and team’s)
responsibility to seek the whole truth, even if this brings new difficulties into
the project (for an example, see Blowhard Jamboree on page 180).

e Being truthful in all communications: Though this may seem obvious,
it can really be put to the test when the project is in trouble. Even the most
well-intentioned project leader may at times be tempted to report that the
project is on track, fully intending to catch up later. What many don’t realize
is that the ability to accurately communicate and work through bad news
often serves to strengthen bonds of trust both with stakeholders and within
the team. As such, it is essential that you navigate the dynamics incumbent in
accurate communication and be willing to share bad news whenever it becomes
a reality (see Building Trust on page 125).

e Creating an environment where others tell the truth: Truthfulness
should be a part of the team’s culture. By consistently telling the truth as
a leader or team member, you consistently communicate that only the truth
is acceptable. When falsehoods are discovered, team members should feel
positive “peer pressure” to resolve mistruths and communicate honestly (see
Matching Leadership with Culture on page 10).

Each of these influences the team dynamic as well as its outward relation with
stakeholders. Ethical consideration happens primarily at the individual level—we
must each decide to act in an ethical manner, or, if we see others acting unethically,
we must decide whether or how to respond. This personal discipline is discussed in
chapter 1 (see Professional Discipline and Ethics on page 15).

Though many ethical considerations are related to inwardly-facing communications,
communications with stakeholders most often present the opportunities that tempt
us to violate ethical standards. Metrics and reports, numbers, especially the way
we present them, are often quite easy to manipulate for personal benefit. As you
read the next section, consider the ethical implications of the factors and examples
discussed.
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5.6 Communicating with Metrics and Reports

Let’s face it—though they seem straightforward, the reality of numbers is that they
are easily manipulated and at times difficult to draw real value from. In many cases,
project leaders are interested in statistics’ usefulness but hesitant to communicate
actual numbers because of the potential for negative interpretation. Questions be-
gin to present themselves: Are these numbers actually useful? Do they cast an
inaccurate view of the project? Are we in danger of a draconian “management by
the numbers” scenario?

The statistics of projects are generally called metrics. The following may seem a
wide generalization, but nonetheless we must state it: metrics are only important if
they help the project team make important decisions. They generally provide some
sort of context required for the proper consideration of available choices. Metrics
can generally be divided into two types:

e Private Metrics: Generally known only to the project team and are impor-
tant to their everyday self-optimization. A common example would be “Errors
Found per Week.” The value outside of the team is limited and disclosure
would in many cases result in misinterpretation or undue concern.

e Public Metrics: More formal and meant to be disseminated outside of the
core team. A common example would be “Schedule Variance,” or how far off
schedule the project is. These metrics are valuable to a wider set of stakehold-
ers and are generally more direct in their interpretation.

Private metrics are often the subject of daily one-on-one conversations or team-only
meetings—in some cases, these metrics may be “rolled-up” into more generally-
applicable public metrics. Public metrics also are an important element of project
communication, but like statistics, they have a potential for misunderstanding, ma-
nipulation, and wasted effort.

Reports, in large part, are collections of metrics that add trending information,
context, and organization. Though reports vary somewhat from individual met-
rics, their core principles are similar, and they share many of the same potential
downsides.

So how do we make metrics and reports useful? By properly collecting, analyzing,
packaging, and communicating them to stakeholders. When sending metrics and
reports, consider the following:
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o Level of detail: This is surprisingly hard to get right. Some prefer to send
all of the data down to the most intricate detail. Others roll everything up,
only sending one number. Success lies in the balance—and knowing what each
stakeholder prefers.

e The communication channel: Like the level of detail, this can vary. A
spreadsheet is better prepared to handle detailed statistics than a typed-out
email is. In some cases, the communication channel and level of detail can
work together, by including, for example, a summary in an email with a link
to more detailed numbers (a hybrid approach, covered on page 157).

e The role and wishes of the recipient: A project leader needs to consider
who is to receive the information. A direct manager probably has more time
and interest to devote to detailed numbers than a C-level executive. In some
cases, recipients at the same level may also have different wishes—the easiest
way to know? Just ask.

e What the recipient is to use the information for: Are the reports to be
read by human eyes, or are they to be rolled up into another report that the
recipient is creating? In some cases, project leaders have spent hours pulling
and formatting numbers from a spreadsheet only to have a recipient spend
hours moving the data into their own spreadsheet—both parties unaware of
the other. Once again, ask what the recipient is using the data for.

e Interpretation: It is not inappropriate to provide some enhancements to
your numbers, such as a baseline or trend information, extrapolation, or inter-
pretation. This can be extremely helpful to someone who isn’t as connected
to the project as the sender. This is also a potential area where obfusca-
tion or “positive spin” may be inappropriately added—be careful! (an ethical
consideration, covered in the previous section.)

Now that we know how to make them useful, what are some common metrics and
reports?

Example Project Metrics
Metrics are often a single number or ratio. Remember to give proper, ethical context
when sharing them with stakeholders.



166 CHAPTER 5. COMMUNICATION

Cycletime

Cycletime is the average period of time Cycletime
required to complete one cycle. The defi- r A }
nition of a single cycle can vary, from the J v
entire project to how long a single phase

Srirt I*inish
takes. This is used for schedule-oriented comparison.

v

-~

Schedule or Cost Variance

Variance is a reference to how far the Viginice
actual earned value (see Project Track- ey
ing on page 94) is from the expected/ \c::u-..t !__'xpi_‘__n_d
committed schedule or budget (called a

baseline) at the current point in time. This is useful for extrapolat-
ing whether the committed end date or budget will be met. A related
metric would simply be the percent complete or actual Earned Value.

v

r 3

Resource Utilization

Resource Utilization typically tracks the utilization
of the team (human resources), though there are
similar metrics for non-human resources. It’s calcu-
lated as the percentage of available resource hours
currently being charged to the project in a given
period (such as a week). A number significantly be-
low 100% means that resources are possibly being
wasted; over 100% means overtime or potential burnout—both speak
to the possibility of inefficiency.

R
| uunhn_ |
ﬁﬁ

Ulrlezed

Requirements Volatility
Requirements or specifications : .
R Rexpurement 1 Reguirement 1
Changes are eXtremely taXlng on Requrement 2 Requirement 3
iy . Regqurement 3 E> _—
traditional plan-focused projects Recpisisiont 4 Ry
(see page 37), which prefer that Rexprieernent Volatiity
. Edited Req.4 ;
all requirements are fixed before New Req. 5
proceeding. Requirement Volatil-
ity is the number of new, changed, or dropped requirements or specifi-

cations divided by the original number of requirements or specifications.
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Total Risk Exposure

Typically —expressed in Total Risk Exposure
time or money, Total Risk -
Exposure is the sum of all <
individual risk exposures.
As the project progresses, this number is expected to peak and
eventually decrease as risks occur or the time when they would have
occurred passes (see Risk Management on page 97).

r 1
I{i>|;-..|T'r| . % lmp.url Peoly. * Tmpage I Proly. * Impacr I

Customer Satisfaction

Considered by some to be the most important met-
ric, Customer Satisfaction can be measured in sev-
eral different ways, most commonly through a quan-
titative survey given at consistent time intervals.
Though measuring is relatively easy, deducing the
reasons why changes in customer satisfaction have
occurred is much harder.

It should be noted that the metrics listed above are general in nature. In many cases
specific organizations or industries will have their own sets of metrics. Examples
include “Design Complexity” metrics used in mechanical engineering and “Code
Defect Density” metrics in software engineering.

Example Project Reports

Project reports are much more comprehensive than metrics; care must be taken not
to include too much information, which may serve to obfuscate important informa-
tion.

Status Report

Because this report is so commonly used, its for-
mat can vary widely from project-to-project. Some | g o
organizations even have a published, preferred for- | O Work package 3sts
mat. At minimum, a Status Report will usually g"\'I'_:r':;I‘J:‘;‘:‘l‘;j;rl;:[jx']‘:j:jr
include the following sections: Bt e s
e Overall health: Including accomplishments, | = Rk scheduls delays
completed tasks, and metrics such as Cus- S
tomer Satisfaction. @

e Schedule and budget status: A realistic
view of the expended time and money vs. the schedule and budget.
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e Issues: Typically expressed as current problems, a proactive
project also lists potential issues (risks, covered on page 97, for
example).

Notes: One example Status Report is this chapter’s tool: the Quad
Chart (page 173). As discussed earlier in the chapter, sharing status is
by itself a poor reason for a meeting: the Status Report can replace
the less-preferred “Status Meeting” (see Team Meeting Success on page
159).

Metrics/Data to Include: Milestones Complete, current actions,
planned actions, Schedule Variance, Cost Variance, issues, risks, Total
Risk Exposure, major changes (associated with Requirements Volatil-
ity), clarification/analysis/interpretation where needed.

Trend/Forecasting Report

Looking back is important for extrapolating into
the future. This type of report interprets data from
the project, combines it with other data (including
from other projects), attempts to determine if per-
formance is improving/deteriorating, and/or fore-
casts into the upcoming time period. Elements may
include:

» Schedule, budget, or deliverables: The [ !foncomes e,
report may focus on one or many elements
of the project—where it’s been and where it
seems to be heading.

e Charts or graphs: The goal here should be to allow easier inter-
pretation of the data—be sure that the way the data is presented
does not obfuscate the truth behind the numbers.

e Analysis and statistical information: When forecasting, it’s
important to include justifications and ranges of probability.

Notes: It may be possible to generate these types of reports auto-
matically, providing up-to-date data whenever needed and reducing
opportunities for adding bias.

Metrics/Data to Include: Cycletime, schedule, and cost data, Uti-
lization, or anything else trending/in need of forecasting.
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Variance Report

Variance Reports measure how actual results com-
pare to baselines, or “how far from the expected”
the numbers are. It is important to understand
that although time flows at a consistent rate, the
rate at which a project is expected to complete
work or spend capital varies according to the plan
that has been laid out. Underspending can be just
as serious as overspending as a project proceeds. h‘":]'j’j:;'l'l'_:‘i";.f"".’l'jl""lfl‘"""“'
Just as a doctor might compare a developing child

to expected height and weight figures, variance

reports attempt to gauge the health of the project by comparing its
progress to expected values.

Notes: Variance Reports typically employ tables and graphs—
proactive project leaders include trend or forecasting information as
well.

Metrics/Data to Include: Schedule Variance, Cost Variance, clarifi-
cation/analysis/interpretation where needed.

Earned Value Report

Although this report includes similar information
to the reports listed above, the Earned Value
Report follows a more specific method. (The
basis of this is covered in the Project Tracking
section on page 94.) What it tries to ascertain is
where the project is in “pure” Earned Value/cost
management terms.  Scrum’s Daily Burndown
Chart (see page 201) shares many features with o T et X
the Earned Value Report.

Notes: The data is almost always expressed on a line-graph, which
plots “Planned Value” and “Earned Value” against each other. Ideally,
the two lines would match perfectly—space between the two indicates
a project that is ahead of or behind schedule (Variance).

Metrics/Data to Include: Earned Value, Planned Value.
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Lessons Learned

While many of the other reports are based largely
on quantitative data and facts, this report focuses _ s
more on the qualitative side of work and the | &\
opinions influencing the project. Throughout the _\,,,‘E,"i,\,}',ﬁ.‘,;{. i
project, both the project leader and the team i g
should be continuously asking, and answering, | “oumed

@ Culture of respect
the question: “What information could be useful g Tankiig fucirios
for future projects?” By sharing Lessons Learned | Whiewent poor

beyond the team, the organization at large has the

opportunity to benefit.

Future projects & reams:

ese things:

Notes: The Lessons Learned effort at the close of a project is
often called a postmortem. Given the morbidity of this name,
remember that lessons from successful projects are just as if not
more important than those from failed projects. Agile’s principle of
regular self-reflection (covered on page 215) prioritizes Lessons Learned.

Metrics/Data to Include: Project artifacts (documents), analysis,
Risks Anticipated/Occurred, Customer Satisfaction data, milestones
and metrics collected throughout the project.

When using metrics and reports, and especially when communicating them to stake-
holders, it’s important to remember two things:

1. In order to have the benefits of statistically valid metrics, the team must be
careful to consistently and accurately collect the data, and

2. The way to make reports and metrics useful is by viewing them from the
stakeholder’s perspective. Adding a small amount of analysis or clarity can
have a huge effect on their value.

Taking the time to view things from the stakeholders’ perspective is a key success
factor in stakeholder expectation management, discussed in the next section.
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5.7 Stakeholder Expectation Management

According to a recent CHAOS Research Report by The Standish Group, 39% of
projects are fully successful, 43% are late/over budget /missing deliverables, and 18%
fail alltogether.” With almost two-thirds of projects failing to meet expectations,
the whole idea of project communication has a very real problem on its hands.

Given that so many projects are “under-delivering,” would a better strategy be to
“under-promise and over-deliver”? At first blush this may seem like the answer, but
this approach neglects the way projects typically operate. Projects are created to
provide a return on investment (ROI) to the organization initiating them; if this
anticipated return is undercut (i.e. “under promised”), then the very real danger
exists of the project never starting in the first place.

So how do we manage this quandary? For the project itself, many of the practices
involved here have already been discussed in chapters 3 and 4; concepts such as
proper estimating, understanding commitment, consistent tracking, and risk man-
agement are vital. Although the project itself may be properly managed, have you
ever considered how to strike the proper balance when communicating with stake-
holders?

As defined in chapter 1, stakeholders are “people who can affect or are affected by
the execution or outcome of a project.” According to this definition, both of these
groups need communication:

o Stakeholders affecting the project: Because they have so much influence,
this stakeholder group often demands the most attention. Meeting that de-
mand is wise, as they often can and do cause the most disruption to a project.
Not anticipating the expectations of individuals in this group represents a
major risk to the project (see Risk Management on page 97).

o Stakeholders who are affected by the project: Although it’s easy to
focus on those stakeholders who have the potential to thoroughly disrupt our
project, it’s of vital importance not to forget those who are the most affected
by our actions. Because these people in many cases don’t have the ability to
directly intervene or disrupt a project, it’s up to the project leader and team
to properly advocate for them.

Both of these groups are expected to care about project objectives and the end
product, but there are other project elements that may also be of concern to them.
Most often, these groups seek information in the form of progress and expectation
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updates. Chapter 2’s discussion of the attributes of quality includes an element
which has communication at its core: perception (see page 45). While analyzing
who these stakeholders are, the project team should try to anticipate each stake-
holder’s expectations, planning to meet them with a proper response—mnot doing so
risks disappointment or even project failure. Consider the following when managing
expectations:

o Expectations are affected by stakeholders’ own experiences and bi-
ases: This means, for example, that a previous project, one you weren’t even
involved with, might have a negative effect on your stakeholder’s perception
of your project.

« Expectations follow a pattern—stakeholders are often creatures of
habit: If you have done something every Tuesday for the last two months,
it’s reasonable for others to expect that pattern to continue.

e Sometimes all you need to do is ask: Though there may occasionally
be difficulties beyond this, often all that is needed is to ask each stakeholder
about their expectations.

« Expectations are based on what you’ve said before: This may seem ob-
vious, but it’s surprising how often a project leader can become frustrated with
a stakeholder’s demands even though they exactly match what was originally
promised.

« Hard data can be extremely valuable: Metrics and reports are a valuable
asset in setting and managing expectations, especially with stakeholders who
prefer to analyze the data themselves (covered in the last section).

How, then, are expectations actively managed? In most cases, this comes down to
regular communication: anticipating what the receiver might expect, developing a
strategy with this in mind, and executing that strategy of regular communication.
If possible, these communications should be customized based on the individual
profiles of the project’s stakeholders. Further insight into stakeholders’ relationship
with the project, including insight into how to prioritize them, is covered in chapter
3 on page 102.

Documenting Your Communication Plan
Wondering how to document your specific project communication re-

quirements? The Stakeholder Communication Plan is an important
artifact of any project and contains specifics such as what, how, when,
and who. A listing of specific components is articulated on page 67.
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5.8 Chapter Tool: The Quad Chart

One problem that project managers commonly experience is deciding exactly how to
communicate status effectively to management, customers, and other stakeholders;
it’s often tough to balance level of detail, what to and what not to include, and
consistency.

The Quad Chart, also known as the 4-Up, is a relative of the executive summary
in that it is required to fit on one presentation slide or one side of a piece of paper.
This page is divided into four equal panels, with each forcing prioritization of its
contents due to limitations in space. In addition to a header (with the project name
and contact info) these 4 panels are typically used to denote Progress, Plans, Risks,
and Decisions/Resources Needed. Usually updated weekly, the Quad Chart is a
good complement to the meeting agenda, allowing stakeholders to quickly ascertain
status from its consistent and straightforward format.

The following is a brief example relating to a software project:

Accomplished Tasks: Week 4 Planned Tasks: Week 5

v' Project Plan first draft (Drew) o Medium level Use Cases (Joe)
v" Change control board ¢ Refine high-level Use Cases
v" Release schedule (Mary)

v' Use case modeling (Joe) o Refactor feature list (Steve)

v' Create reporting folders/ o Architecture notebook (Drew)
spreadsheets (Mary) o Upload all metrics (Steve)

v' Basic risk management (Drew) o Requirements spreadsheet (Mary)

v" High priority Use Cases (All)

Ongoing Risks (bold indicates new Needs/Discussions: Week 5

or changed risks) Department:

e Team does not have adequate
resources to reliably develop for
mobile environment

e« Time spent on Use Cases

o No team member has gone + Customer:
through a whole project using the — Review Use Cases offline
new process before

— Mobile developer account
— Access to shared mobile
developer environment

In many ways, the Quad Chart is the ultimate exercise in prioritization (the subject
of chapter 3). Thinking about what was done, what need to be done, and any
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associated risks and needs often leads to long, unfocused lists; when you are forced
to comply with the one-page requirement, however, you must decide on what’s more
pertinent or immediate to your communication. By focusing on communicating only
the most vital items, you can comply with the “80-20 principle” (also known as the
Pareto principle®), which suggests that 80 percent of the problems come from 20
percent of the project.

Your Project’s Quad Chart

Using the template below, create a Quad Chart for a project you are
leading or participating in. Before you begin, think about who might
receive it regularly, what they would prefer to see, and what needs to
be communicated. When completing each panel, think about what
information has the highest priority and eliminate less important items
as you fill it out.

Project Name: Date:
Accomplished Tasks: Planned Tasks:
Ongoing Risks: Needs/Discussions:

5.9 Summary and Conclusion

Because communication is such a large part of our lives, it is easy to forget that
(like every other part of a project) there are methods, practices, and guidelines to
follow. Both the sender and receiver must consider the channel of communication
as well as potential blockers such as their own attitudes towards the other person.
It is especially important for the project leader to think about how they conduct
their communications. When interactive communication isn’t available, they must
carefully consider whether push, pull, or hybrid communication is most appropriate.

Team meetings represent a large responsibility for many leaders—preparing prop-
erly, ensuring all important parties are present, and carefully monitoring the agenda
are all vital to achieving success. Communications external to the team are equally
important; the team must consider which information is appropriate for which stake-
holder groups, what metrics or reports could enhance their message, and whether
the form and frequency of communication is preferred by those stakeholders.
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What’s more, the thread underlying all these decisions is a productive and con-
tinuous consideration of ethics. Seeking honesty, telling the truth, and creating
an environment where others are also encouraged to do so represent a proactive
approach: in the field of ethics, deciding to do the right thing ahead of time is
key. Honestly communicating difficult news to an important stakeholder is not only
important for the project, but is also an important element of building trusting,
long-term relationships with them.

By considering who we are communicating with, what to say, how to say it, and
how frequently to say it, a good portion of project communication becomes a matter
of planning and execution. In this planning and execution cycle, there are many
variables, but the most important action any team can take is to place a high priority
on planning their communication strategy ahead of time—considering the needs of
others and really listening to their stakeholders.

When communicating, a team will inevitably make mistakes from time-to-time.
Have you noticed, however, that there are some mistakes that seem to follow an
often-repeated pattern? In the next chapter, we grapple with some common pitfalls
project teams experience, and we address how to avoid them.
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Key Terms

Active Listening: An intentionally
structured method in which the receiver
takes responsibility for successful com-
munication by affirming understanding
(page 154).

Communication Blocker: A disrup-
tion to the meaning or perception of a
communication. This can be the result of
an issue within the communication chan-
nel or with the sender or receiver (page
153).

Communication Channel: The path
through which communication must
travel, also known as a “medium” (page
151).

Hybrid Communication: A commu-
nication method which combines push
and pull communication. Messages con-
taining links to persistent “pullable” ar-
tifacts are “pushed” (page 157).

Interactive Communication: Dy-
namic, two(or more)-way communica-
tion characterized by the sender and
receiver’s ability to affect each other
throughout (page 154).

Metric: A useful, quantitative value or
combination of measurements which al-
lows the team or stakeholders to assess
a project attribute, assisting decision-
making processes. Often a component of
reports (page 164).
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Pull Communication: A message
which allows receivers to retrieve the
communication when they prefer, but
doesn’t allow for confirmation of receipt
or understanding. Websites are a com-
mon example (page 155).

Push Communication: A message de-
livered from the sender to one or more
recipients without the ability to confirm
that they’ve received or understood the
communication. Postal mail is a common
example (page 155).

Quad Chart: A regularly updated
and published one-page project summary
consisting of four panels denoting infor-
mation such as progress, plans, needs,
and risks (page 173).

Sender: In communications, the party
who is conveying the message, typically
with particular receiver(s) in mind (page
153).

Receiver: In communications, the party
to whom the message is being conveyed
by the sender (page 153).

Report: A project artifact, often com-
municated to stakeholders, which allows
its recipient to gain understanding of an
aspect of the project. Often contains
metrics (page 164).
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Review Questions

1. A team of 3 adds one additional mem- the facilitator do?

ber. How many communication chan-
nels does this add?

. A colleague’s tone of voice implies
that he doesn’t fully agree with what
he is saying. What communication
types are illustrated here?

. Is active listening an example of push,
pull, interactive, or hybrid communi-
cation?

. A key attendee at an important meet-
ing has stated that they won’t be able
to prepare beforehand. What should

. Which single concept is most impor-

tant in communicating ethically?

. Of the two types of metrics, which is

visible to the most stakeholders?

. Which metric is defined by how far the

actual earned value is from the expect-
ed/committed value?

. Three quarters of the way through a

project, the customer wants to know
what the total cost may be. Which
report is appropriate?

Exercises

1. A team member has recently been delivering work late, in some cases causing the
team to miss important deadlines. As team leader, you've decided that it may
be appropriate to use both formal and informal communication to address this
issue. How would you implement this strategy?

2. Your team has been experiencing some communication difficulties since adding
three additional team members who reside and work in another part of the world.
What are some obvious and less obvious communication blockers that could be
affecting the team? Be sure to include examples of how this may play out.

3. You are planning a large product launch event; invitees will include your team,
management, and your external customer. Pertaining to the venue, invitations,
schedule, and presentations at the event, describe a separate scenario when each
of interactive, push, pull, and hybrid communication methods would be most
appropriate.

4. You know that many of your team considers your meetings to be “painful,” as
one member put it. You suspect length is a major factor in this widespread
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dissatisfaction. Describe three basic strategies you could take to shorten your
meetings while still accomplishing what they’ve set out to do.

5. The team to which you’'ve just been assigned to lead seems to “bend the truth”
quite often, especially when communicating with the customer—you can under-
stand why, as you yourself are tempted to do so at times. What are some steps
you could take personally and with the team to correct the situation?

6. It seems like every time you’'ve given an estimate in the past, your actual time-
to-delivery has been longer than your prediction. You’re considering “padding,”
or adding to your next estimate to keep this from happening. Is this a good or
bad idea? What are the potential consequences of doing so? Are there ethical
implications associated with this decision?

7. Review the project triangle on page 46. For each metric listed starting on page
166, which side or sides of the triangle are “targeted”?
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Pitfalls to Identify and Avoid

In the conclusion of this book, we present an extensive list of common team and
project issues with the hope that the reader can learn to reqularly identify and avoid
them.

be repeated over and over again in both teams and organizations. In his

s we suggested at the end of the previous chapter, some mistakes seem to
»1

book, Rapid Development, Steve McConnell calls them “classic mistakes.
A catchy website might advertise “The 15 Biggest Mistakes Projects Make—Number
14 Will Shock You!”; others call them antipatterns.? Whatever the name, there are
certain pitfalls—mnegative situations and mistakes—that experienced project leaders
see over and over.

Patterns and Antipatterns

A pattern is a generally accepted, reusable solution to a commonly oc-
curring problem. For example, vehicular intersections provide several
common problems, and traffic lights are a commonly accepted solution.
Antipatterns are the antithesis of this: well-known, common problems
which are also commonly caused by the organization experiencing them.
The pitfalls in this chapter are antipatterns, and the practices used to
prevent them (and their remedies) are patterns.

As you read the following pitfalls, consider the competencies you’ve learned in the
previous chapters—could following their guidelines prevent the pitfalls from occur-
ring? Each the following pitfalls includes a basic description (including why they
are harmful) and a basic strategy for avoidance or remedy. They are separated

179
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into two main categories: social pitfalls and process/project pitfalls; they are then
listed alphabetically, and related pitfalls or negative practices are also included for
reference.

Related Concepts

Some of the “related” items listed with each of these pitfalls aren’t ex-
plicitly explained—if you're not familiar with them, consider searching
them on the internet to further familiarize yourself before reading on.

6.1 Team Pitfalls

Some mistakes are available to any group of people who, through plan or circum-
stance, are working together. The following pitfalls apply to the team’s interaction
with each other and those around them—their effects are felt both within the team
and in the project they are working on:

Blamestorming

During a “blamestorm,” team members spend an unproduc-
tive amount of time admiring the problem, describing how
things got that way, and seeking to place blame and respon-
sibility. This has a tone of inquisition and forces people to

shelter rather than learn from mistakes. 9 @

e The Fix: Measure progress based on facts, not opin-
ions. Focus on the most important issues first—and
the actions needed to resolve them, rather than the blame. Create a culture
where mistakes are learning opportunities, not points of weakness.

« Related: Scapegoating, Witch-hunt, Cover-Your-Rear Mentality

I think Ms. Scarlet did 1t
in the Conference Room
with the Quarterly Report

Blowhard Jamboree

In this pitfall, opinions, misinformation, or bias of (so-called) experts improperly
influence important decisions.? Because these opinions or misinformation are often
touted as facts, they can form a flawed basis for planning, estimating, and other
important project decisions that carry repercussions down the line.

e The Fix: Be honest about why you have an opinion. If evidence to support
that opinion is not immediately obvious, spend more time analyzing the prob-
lem and potential solutions. Avoid poor sources of misinformation by assigning
or seeking subject matter experts (the specialist role, covered in chapter 4 on
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page 121) who are responsible for finding and sharing relevant, fact-based
input.
« Related: Weasel Words, Confirmation Bias (a cognitive bias)

Weasel Words

Have you ever read or used the words “experts say...”? “it stands to
reason that..”? How about advertising terms such as “award-winning”?
Collectively, these are known as weasel words (also called “anonymous
authority”). They attempt to lend credibility to a statement without
requiring the speaker to specifically state what references they have.
Because of their nature, these types of phrases should be avoided dur-
ing debate; when used, those present should ask the speaker for more
information or clarification on their position.

GroupThink

One of the more well-known pitfalls, groupthink happens
when teams value harmony and conformity over diversity of
thought.* This typically results in a less creative decision-
making process and less opposing viewpoints, defeating one
of the main benefits of making decisions as a group.

Soit’s agreed... from now

on we will all {1

O
o0

e The Fix: Conflict should not be viewed as negative
(see Managing Conflict on page 126) and the leader
should be replaced with a facilitator if possible to avoid undue influence. Other
options include randomly dividing the group in half and separating for two
concurrent sub-group discussions and assigning a “devil’s advocate” each time
a discussion is held.

e Related: Peer Pressure, Bandwagon Effect

Heroics

Some projects succeed in spite of poor planning, execution, and expectation manage-
ment due to long hours, overtime, and neglectful singlemindedness. “Heroes,” the
team’s most valuable members whose extraordinary effort lead to project “success,”
often feel overworked and under-appreciated, which may lead to their departure.
Project leaders or team members who see the project schedule realistically are often
seen as pessimists or “non-believers.”

e The Fix: Because this practice seems to be a part of so many organizational
cultures, modern methods such as Agile emphasize a “sustainable pace” (see
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page 214 for more on this). Remember that encouraging a “can-do” attitude
can create an environment that suppresses accuracy in estimates and execu-
tion. Strive to build a culture that values good work/life balance.

» Related: Death March (page 184)

Intellectual Violence
This practice commonly plays out as one party understands a

theory, technology, or buzzword uses this knowledge to intim- Hey everyone! Look at
. . . . . . . 5 Joe over here — he doesn’t
idate or subjugate others in a public or meeting situation. e
This can result in a closed and defensive culture where every- Violence™ isll
one becomes afraid of revealing inexperience or lack of un-

derstanding in an ever-escalating war of information. Keep 8 8

in mind that this sometimes happens inadvertently.

e The Fix: The awareness that another party doesn’t know something is a
make-or-break moment—instead of intellectual violence, the same situation
makes the perfect opportunity for mentorship between the two parties, and a
potentially disastrous situation becomes an opportunity for personal and team
growth.

e Related: Bullying

Loose Cannon

Delivering projects and working in the team environment often comes with tight
deadlines, difficult work products, and a whole host of variously unpleasant condi-
tions. Because of these conditions, a team member who constantly creates disruption
can have a multiplicative effect on the rest of the team. Often putting politics before
substance, these individuals can have a demotivating effect on the team and present
a risk to the project.

e The Fix: Beyond obvious tactics like termination, this risk can often be
mitigated by providing the loose cannon with a mentor or one-on-one time
with the manager. If the resource is an expert or the quality of their work
is valuable, physically transferring them or offering a work-from-home option
could alleviate the situation.

o Related: People Skills, Nepotism, Seagull Management

Seagull Management
Similar to a loose cannon, seagull managers “fly in, make a lot of noise,
dump on everyone, then fly out.”® Have you ever encountered a manager
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like this? Did they negatively affect productivity? If not the “seagull,”
did the project leader “go to bat” for the team?

Poor Project Team/Stakeholder Relations

In some cases, stakeholders just won’t “click” with the project team. This may
be because of differences in personality (i.e. motivators, influencers, culture), the
result of schedule pressure, or because of unrealistic expectations each group has
on the other. The reality is that business is often conducted in ways that cause
friction—negotiation, financial transactions, market forces, and priority are all po-
tential “agitators” that contribute to this intense dynamic.

e The Fix: If friction is occurring with stakeholders, the simplest option may be
to choose one person in either party through which to funnel all communication
(the externally-facing role, covered on page 120). In stressful times, some
grumbling is common and could even provide some stress relief, but this should
remain internal to the team. Proper estimating, scheduling, tracking, and risk
management activities will often alleviate or remove the largest stressors (see
chapter 3).

e Related: “Us vs. Them” Mentality

Wishful Thinking

Wishful thinking may be the most common pitfall teams ex-
perience. Examples include insufficient planning, ignoring
risks, creating overly optimistic schedules, asking for an ex-
tended deadline but offering to complete more work before
that deadline (see Regressive Renegotiation on page 185), and

assuming that contractors or external resources will always 8 %
deliver quality work on time with little monitoring.

c.alter we eatch upon all

of last month’s and all of

this month’s work today,

we i.'LLH'I(‘]! TEIMOTTORy

¢ The Fix: Don’t confuse positive thinking or optimism with wishful thinking.
Realistically consider future scenarios—if one or more elements of your plan
require things to go “just right,” you may be falling victim to wishful thinking.
The only real cure for this is realistic planning/scheduling /tracking (see Project
Scheduling on page 88) and risk management (see Risk Management on page
97).

e Related: Procrastination, Blind Optimism
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6.2 Process and Product Pitfalls

In addition to problems that arise when individuals come together as a team, the
act of initiating, planning, and executing project work contributes its own set of
perils that need to be monitored for and addressed to ensure smooth operation.
The following pitfalls mostly relate to the processes needed to effectively carry out
a project:

Analysis Paralysis
Although many teams make the opposite mistake, analysis

paralysis involves a reluctance to move out of the early plan- We "“”l}{“‘ I‘-“‘]“_k L ]”‘“

. . . pronect after I think about
ning stages of a prOJect.7 This may be caused by a fear how to stop overthinking
of failure or accountability, micromanagement, or a problem

that has no apparent solution. If a project spends too much
time in these stages, it may experience schedule pressure at 9 8
later stages or even “death by planning”—an overly complex

plan that crushes project work with process.

e The Fix: If the problem seems unsolvable, prototyping may help. Otherwise,
the team may benefit from an incremental process (see examples starting on
page 38) and a willingness to learn from failure.

e Related: The Law of Triviality, Fear of Commitment, Design by Committee

The Law of Triviality

Have you ever found your team debating something that really doesn’t
matter? C. Northcote Parkinson’s “Law of Triviality” observes that or-
ganizations often give disproportionate weight to trivial issues.® When
making a decision, make sure the decision process is worth the time it
takes—if it’s not, move on.

Death March

Have you ever participated in a project you felt was destined to fail? “Death
marches” are characterized by unattainable goals or deadlines, unsustainable work-
loads, and supervisors who seem out of touch with the project team.? This type
of project environment can have a devastating effect on morale and team member
retention—often “heroes” who commit to the project’s completion choose to leave
soon after it’s finished in fear they will encounter a similar situation in the future.

e The Fix: Avoid committing to due dates before estimation and scheduling
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activities are concluded (see Estimates vs. Commitments on page 83). Another
fix is to increase schedule and tracking visibility to management. Finally, if a
death march does occur, you should make an effort to reward successful team
members with an incentive that exceeds the price (time, emotional) they paid
while working on the project.

e Related: Sunk Cost, Regressive Renegotiation

Regressive Renegotiation

Have you ever asked for more time, only to walk away with more time
and more to do, leaving you just as far behind (or worse) than you were
before?!? To avoid this, only negotiate one side of the project triangle
(schedule, resources, or scope, covered on page 46) at a time, leaving all
parties with a clear view of the trade-offs.

Fire Drill

The early causes of a “fire drill” include uncertainty around
requirements or design, a hesitation to begin, or another
early-project delay. Later in the project cycle, a series of
ambitious or unrealistic goals are set or priorities are shifted
frequently resulting in constant chaos.!'’ In some organiza-
tions, the constantly changing, reactive nature of fire drills 9 9

is the norm. It should be noted that some team members

prefer this chaos, because their mediocre work is less likely

to be noticed. At all costs, however, these situations are red flags that should not
be ignored.

If every ticket 15 “Thgh
Priority,” then aren’t they
all “Normal Priority”?

e The Fix: Short of changing the circumstances, “project leader sheltering”
is the most readily available solution. In this model, progress is internally
steadied and better planned; externally, the leader acts as a single liaison to
management and most stakeholders, rationally prioritizing work for the team
to mitigate the chaos experienced earlier in the project’s life cycle (see chapter
3 for more on prioritization).

e Related: Micromanagement, Thrashing

Thrashing

Sometimes team members work hard and long but seem to accomplish
very little—this is called thrashing. This can be expressed as repeated
work, misprioritization of effort, low quality work, or burnt-out team
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members. The cure for thrashing is process, especially the prioritiza-
tion activities discussed in chapter 3. A productive leader plans and
prioritizes work continuously while watching out for thrashing—as well
as the other pitfalls covered in this chapter.

Ineffectively Adding Resources to the Team
Although many examples of this exist, the two most common
are a lack of a proper training and integration procedure for
new team members and the ineffective managing of contrac-
tors. In some cases, project leaders try adding people late in
the project hoping to “catch up” on missed work only to find
that integrating the new resources leaves the team further
behind.'?

We need to launch
tomorrow, so Pve tripled

the size of our team

o The Fix: Adding resources should be planned with the understanding of when
they are needed, how much lead time is needed to “bring them up to speed,”
and how much management effort will be needed to utilize them effectively.

o Related: Brook’s Law, Social Loafing

Social Loafing

Have you ever noticed that larger teams sometimes get less done than if
individuals had worked separately? Studies on this phenomenon, known
as social loafing,'® show that the individual anonymity of working in
a group allows individuals to exert less effort than if they worked by
themselves. So how do you counter this effect? By choosing appropri-
ate motivators (covered on page 7) and showing participants that their
contribution really matters.

Rushing to Execution

Rushing to the execution phase of projects can become so commonplace that people
may begin to accept the consequences of doing so as fact rather than circumstance.
Examples of vital planning steps that are often shortchanged in this situation include
receiving stakeholder approval on requirements/specifications, design iterations, es-
timation activities, and risk management. Failing to properly complete upstream
activities like these can have a major effect on the final product’s quality.

e The Fix: The obvious solution here is to properly consider important early-
project activities; one strategy that may help is to adopt a process that rewards
a commitment to these activities and has well-respected “gates” which require
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thoroughly completing each step before proceeding to the next. An acute
awareness of lessons learned is also important here (see Lessons Learned on
page 170).

« Related: Technical/Design Debt (described on page 46)

Scope Creep

Also known as “feature creep,” scope creep involves the slow
addition of new features or requirements/specifications as the
project progresses, ultimately exerting a major, negative im-
pact on the schedule or resources. It should be noted that
scope creep is just as likely to come from the project team as 9 B B

[ wish the project manager

would stop Li;l"in;_[ the

customer a “Scope Creep”

from the customer.

« The Fix: Strong “change management” activities,
such as requiring signoff for scope changes, forces proper consideration of po-
tential creep. Proper documentation can also be helpful, as in some cases
parties may not actually know they are causing an expansion of scope.

« Related: Gold-Plating, Over-Engineering

Silver Bullet

In the same way that a silver bullet may be considered a quick and easy solution for
werewolves, many teams make the mistake of thinking that a new tool, technology, or
process will have magical effect on their projects.!4 This impression might come from
wishful thinking or other projects that have seen (or advertised) success. As reality
sets in, many projects find themselves behind schedule, their mistaken optimism
turned to disappointment.

e The Fix: Just as potential problems are managed as risks, so should oppor-
tunities (see The Opposite of Risks on page 101). Like risks, opportunities
aren’t certainties and should be approached systematically and cautiously.

o Related: Bleeding-Edge Mentality, Early Adopters

Are Pitfalls Risks?

Pitfalls share all three of the features that define risks (uncertainty, loss,
and manageability—see Risk Management on page 97)—but are they
actually risks? The short answer is yes, but they are unlikely to appear
on most risk registers. Because of their broad, universal nature, pitfalls
are hard to quantify into the probability and impact calculations needed
to analyze them. They are a risk that must be monitored by both the
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team and the team leader, and simply understanding the nature of each
pitfall is often enough to promote resistance to their taking root.

6.3 Chapter Tool: Pitfall “Hot Spots”

Each of the pitfalls in this chapter represents a constant hazard to both the team
and the project it’s working on, but there are parts of the project that represent
“hot-spots,” or areas of increased likelihood where the pitfall may manifest itself. If
pitfalls do occur, their negative results will inevitably manifest themselves later in
the project when “the damage has already been done.” Put another way, mistakes
or circumstances have a downstream effect on a project—this means that project
leaders must carefully consider upstream manifestations of pitfalls as the project
progresses and work to mitigate their effects down the road.

Though far from exhaustive, the following table is designed to help you consider
both how pitfalls may present themselves and the consequences that may be felt
from them:

Initiation Planning Execution Closing
Blame- Mistakes from Missed dead-
storming previous phases lines or unhappy
(page 180) or in the execu- stakeholders
tion itself could could trigger
be a temptation blamestorming
for blamestorm- behavior
ing
Blowhard Can manifest Could occur dur-
Jamboree when defining ing discussions
(page 180) the root causes or disagreements
of problems to be in the planning
solved phase
Group Could hamper Could result Verification or
Think ability to explore in less creative testing efforts
(page 181) problems and designs and may fail to con-

find root causes

solutions

sider diverse
scenarios
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Initiation Planning Execution Closing
Heroics Heroics from This is primarily =~ Looming delivery
(page 181) the last project where heroics deadlines fuel
may affect expec- occur heroics. “Heroes”
tations for the may choose to
next, resulting in leave the team
poor estimating, rather than risk
etc. encountering a
similar situation
in the future
Intellectual Can manifest Team members A culture that
Violence when team is may be afraid to allows intellec-
(page 182) learning about suggest creative tual violence
the problem solutions for fear ~ may also encour-
domain of intellectual age over-cautious
violence work behaviors,
slowing down the
project
Loose Can agitate Difficult tasks Team may be Individuals may
Cannon stakeholders such as estimat- reluctant to be tempted to
(page 182) during initial re-  ing and planning  remove loose leave the team
quirements/spec-  become even cannon for fear to avoid future
ification gather- more so with a of falling behind projects with the
ing efforts loose cannon on schedule loose cannon
the team
Poor Poor relations Poor relations Distrust may Acceptance or
Project can result in or distrust may leave stakehold- approval of the
Team/ inability to accu-  delay approval ers assuming no final work prod-
Stake- rately define the of the solution progress is being  uct may prove
holder problem and re- design, which is made during long contentious,
Relations quirements/spec-  needed to move work periods requiring mul-
(page 183) ifications forward tiple revisions
as a result of
the relationship
breakdown
Wishful Team members Planning is Overly optimistic ~ This is where the
Thinking may not properly  ground zero for expectations may consequences of
(page 183) grasp the im- wishful thinking,  continue here, wishful thinking

portance of the
problem state-
ment, affecting
everything from
the solution itself
to stakeholder
analysis

with extremely
optimistic sched-
ules and ignored
risks

even when it’s
becoming quite
obvious that
things aren’t
going well

are most strongly
felt. Teams
should focus on
lessons learned
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Initiation Planning Execution Closing
Analysis Analysis paral- Paralysis may Late delivery and
Paralysis ysis happens continue here, missed deadlines
(page 184) mostly during as the team is are the most
this phase reluctant to get common conse-
started quences of this
early-project
problem
Death The conditions As the project Team members
March that cause a becomes more who “stuck it
(page 184) death march (un- and more delin- out” must be
realistic schedule, quent, morale rewarded appro-
scope that is too  drops priately after
large) typically delivery or may
occur during leave
planning
Fire Drill Delays in the As deadlines
(page 185) beginning of the approach and are
project are often consistently not
the cause for fire met, the chaotic
drills nature of a fire
drill can worsen
Ineffectively If contractors As part of plan- Looming dead-
Adding or external re- ning efforts, lines can make
Resources sources are to be  contingencies can  adding resources
to the used, they must be created that tempting, but
Team be closely man- identify which the wrong people
(page 186) aged from the resources may be  can make the
very beginning most appropriate  situation even
if needed worse
Rushing to Early phases Requirements/ Delayed deliv-
Execution are skipped or specifications ef- ery is the most
(page 186) rushed to get to forts are skipped, common result
the “real work” designs are of rushing to
rushed and risks execution
are not consid-
ered
Scope Early on, an Some scope creep  Both the team The project tri-
Creep appropriate may occur dur- and stakehold- angle: increased
(page 187) project scope is ing planning (“if ers can add to scope requires
established we just did a bit the scope in more time or

more. .. ")

execution

resources, re-
sulting in a late
or over-budget
project
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Initiation Planning Execution Closing
Silver A new tool, Difficulties are Ultimately, the
Bullet technology, or encountered, delivery date
(page 187) technique is pro-  and the “silver and/or budget is

posed, and too
little research
or inflated ex-

bullet” is re-
vealed to be less
productive than

impacted

pectations affect expected
the project’s

schedule

6.4 Summary and Conclusion

Although these pitfalls seem diverse, avoiding and resolving them long-term requires
the following:

o An awareness of both what can happen and when it’s most likely to occur,
o Diligence and continuous introspection,
e Management and leadership support, and

e A deliberate culture shift within the team and organization.

All of these criteria are necessary because projects and their teams continuously feel
the downstream effects of events and decisions that have occurred beforehand. If
a pitfall has previously occurred, changing the conditions that led to it requires a
concerted effort by parties at all levels, or else it’s likely to occur again.

As project leaders, we have the capacity to effect a change in all of these areas. One
common excuse is to cite the powerlessness some project leaders feel within their
larger organization—while it may not always be possible to affect the structures
around you, it’s important to realize that each project team can have its own “micro-
culture.” Within this micro-culture are possibilities that defy the larger norm—
a project that effectively manages responsibility, priority, and communication, all
while not losing sight of the goals and objectives that were set at initiation.

Nothing speaks louder than a successful leader and team completing a successful
project. As a project leader, you have the power to leverage the patterns covered in
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this book—both the success you experience and the positive change you can enact
within the world around you are limited only by your own perseverance and passion
in applying the skills you’ve taken the time to gather and perfect. We hope this
book has laid out the momentous challenge of leadership and the steps required to
successfully make it happen.
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Key Terms

Antipattern: A commonly-occurring
behavior that usually proves to be coun-
terproductive to those who engage in it.
The antithesis of a pattern (page 179).

Downstream: The parts of a project
or process that occur after a given point.
For example, delivery is generally down-
stream to execution. Contrasts with up-
stream (page 188).

Review Questions

1. A team member starts a sentence with
the words “most people think” but
doesn’t support their statement with
any statistics. What may be occurring
here?

2. Favoring visible progress, you super-
visor has decided to move forward
with some implementation before a
key design has been completed. You
know that this will result in more to-
tal work. Which pitfall is illustrated
here?

Exercises

193

Pattern: A generally reusable solution
to a common problem. The antithesis of
an antipattern (page 179).

Thrashing: Non-productive, inefficient
work effort caused by lack of organization
and process (page 185).

Upstream: The parts of a project or
process that occur before a given stage.
For example, design is generally upstream
to execution. Contrasts with downstream
(page 188).

3. Priorities seem to shift on a daily basis
and you’re worried that they will af-
fect your team’s productivity. What
strategy could you implement to mit-
igate this reality?

4. You're worried that your team might
be susceptible to the “heroics” pitfall.
During which project phases is this
most likely to occur?

5. Event “A” happened before event “B.”
What term describes event “A”’s re-
lationship to event “B”?

1. Your two-year shopping plaza architectural project has been in the planning
phase for over a year and you believe analysis paralysis is a major factor. What
are some scenario-specific strategies that may help here?
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2. The team you manage has been assembled from several departments by your
functional organization. One member has been a “loose cannon” lately, especially
in how they’ve dealt with customers. Given that your resource may be hard to
replace, how would you deal with this?

3. Pressure from management coupled with the team’s eagerness to get started
has rushed your e-commerce website project into the execution phase. What
downstream implications could this have during the project? After its release?

4. In your organization, scope creep seems to be the norm. What actions can you
take to prevent further expanding scope within your project? What are some
strategies you can take to effect change in the larger organization?
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Appendix
Agile: The Future of Projects?

This appendiz explores some new ideas in project management, concentrating
mostly on Agile methods, values, and techniques, and how they can benefit a
modern project team.

To many, Agile methods represent the cutting edge of how projects are carried
out. Though many use it, and even more have heard of it, the word Agile itself is
something of a “buzzword.” Like many other buzzwords, some feel that they have
a true understanding of what it means, dismissing others as uninformed, trend-
following novices. Generally when the word Agile is used, it indicates one or more
of the following ideas:

1. A group of process methods
2. A set of practices and tools

3. A defined set of core values and principles

Each of these three ideas is covered later in greater detail, but first it’s important
to understand where Agile originated and why it may be important to you.

A.1 The History of Agile

Agile ideas are rooted in the field of software engineering, a discipline that has
allowed them to thrive.
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Software engineering itself traces its linage to other engineering disciplines, especially
computer engineering and electrical engineering. This history is important because
these other fields were initially the place where software engineers sought insight
on how to carry out projects. The established engineering process has always been
the same: analyze the problem, design a solution, implement, verify it, and release.
Moving slowly and carefully made a fair amount of sense for most projects: materials
were expensive and the way a product was designed significantly impacted peoples
lives—faulty products had the very real possibility of injuring customers and the
reputations of the organizations producing them.

Software engineers, especially those working in project teams, found that working
through each of these steps chronologically and thoroughly often resulted in well-
engineered, successful software solutions. Larger projects took years to complete,
but this was OK since at the time computers were quite expensive and the companies
that needed large software solutions were accustomed to this type of process.

And then it wasn’t OK. Software began to age, and companies began to realize that
keeping it relevant to their current business models was costly, and, in many cases,
a losing battle. Hardware prices dropped, and now small businesses and even pri-
vate individuals could afford a computer, increasing demand for new products. The
increasing availability of the internet brought new, instantaneous ways of distribut-
ing software as well as information sources to the masses. Software products were
having trouble keeping up with the problems they were designed to solve, some-
times becoming obsolete before they were even released. All of this contributed to
a growing dissatisfaction with traditional methods.

Evantually, a few innovators and thinkers began to address the problems that most
directly affected them at their institutions and organizations—they dreamed of
a lighter, more responsive way of working that took advantage of new business
paradigms instead of resisting them. If a customer changes their mind, why not
pivot with them? Why not take advantage of the fact that software has no material
costs and can be changed quite easily? Why not deliver the software in smaller in-
crements, instead of all at once at the end? Why not let teams organize themselves
and choose how they will work together? Some chose to formalize these new ways
of working, publishing them and working to build off of each other’s ideas. In 2001,
seventeen software engineers met and authored “The Manifesto for Agile Software
Development,”! which directly included many of these ideas.

The idea of Agile has continued to adapt and change since 2001. For software
engineers, it’s no longer a new idea, but an everyday reality. Other fields have
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begun to take notice, and Agile has begun to make inroads in the way they carry
out their projects. An example of its transition to the mainstream is evident at the
core of project management itself: the latest edition of the Project Management
Institute’s Guide to the Project Management Body of Knowledge includes an Agile
Practice Guide shrink-wrapped to it!?

A.2 Why Agile is Important

Since their inception, the practitioners of any profession have been associated with
the environment and set of tools with which they work. If you envision a team
of architects, images of drafting tables and rolls of paper come to mind; chemical
engineers work amongst test tubes and lab coats; civil engineers are surrounded
by models of bridges and miniature city parks. But the modern reality of these
jobs is starkly different—all of them, and many other project-related jobs consist
of individuals working in front of computers. Whether designing a building, testing
chemical interactions, or modeling city infrastructure, it all happens on a screen and
is then saved as a file.

Though one may be tempted to lament the passing of older ways of working, the
reality is that newer methods have been implemented because they’re more efficient:
they are easier, more cost effective, and more portable than their predecessors.
Benefits have gone beyond cost savings though; today almost any job can be done
from anywhere if circumstances—or preferences—warrant it. Architects can send
their ideas to a colleague in an instant; chemical engineers no longer risk exposure
to volatile substances; civil engineers can collaborate more readily with community
stakeholders. Possibly the most important aspect of this evolution is that individuals
on teams can work in concert with each other more effectively.

As described in the last section, Agile began with the software engineering commu-
nity because the virtual, non-physical, relatively new work they were doing allowed
for more flexibility. This granted them the freedom to experiment with new meth-
ods and ways of organizing work. This freedom is now available to other fields,
and many leading organizations are leveraging Agile to their advantage. Because
each field is different, the way in which they implement Agile will vary, but just
as software engineers began by borrowing methods and practices from other, more
established fields, other fields are now borrowing Agile from software engineering
itself.
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What is there to borrow? As previously mentioned, Agile can generally mean any of
the following three ideas: a group of process methods, a set of practices and tools,
or a defined set of core values and principles.?

A.3 Agile: A Group of Defined Processes

First and foremost, Agile refers to a set of processes (or methods) which emerged
in response to the conditions discussed in the last section. Many define this as the
pure or true meaning of “Agile,” as it is the most all-encompassing application of
the word. Agile processes are change-focused (discussed in chapter 2 on page 40),
meaning that they are built to quickly respond to changing expectations and require
continuous, intentional engagement with key stakeholders.

A large contrast is seen when comparing an Agile process with a more traditional
plan-focused approach (page 37), especially when it comes to how often the project
is expected to deliver visible results and the amount of documentation that is gen-
erated. Possibly the biggest contrast between them lies in their view of project
scheduling. Plan-focused projects lean on sturdy, reliable timeframes, attempting
to generate accurate models of how a project will progress over time.* Agile, change-
focused projects rely on the combination of incrementally-delivered results and the
wisdom of the team and key stakeholders to determine how things are progressing.

One common factor in all Agile methods is the effort to minimize the process as much
as practically possible—because of this, it’s important to follow all components
of a given method as closely as possible, or risk leaving out a vital component.
Generally, Agile methods work best for small teams of 3-9 people, optimizing lines
of accountability and communication (see The Complexity of Multiple Channels on
page 150)—Agile methods often don’t scale gracefully beyond these small teams,
though some methods of scaling them do exist.”

Though others exist, by far the most commonly used Agile method is called Scrum.b

The most important feature of Scrum is its cyclical (iterative) nature. Each section
of the process repeats in regular intervals. These sections, shown in the following
diagram, are listed in the pages that follow. Note that Scrum’s cyclical nature makes
listing each one without referencing the others impossible.
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The Product Backlog

This is where the future of the project lives. The Product Owner, typically the
customer, project sponsor, or major stakeholder “owns” this list. At any time, they
are encouraged to add to, delete from, change, or reprioritize the user stories in this
backlog. User stories are in many ways akin to requirements or specifications.

User Stories

User stories represent a single unit of work in a Scrum project. Tracking them
through the process is the most visible evidence of work being completed. They
are most often represented as a card, with a simple description of a stakeholder’s
desired outcome on the front and further details on the back. These “cards” may
be physical or virtual:

User Story Elaboration
As a [who o - Further Details
I would like [what] - Story Points
So that [why] - Acceptance Criteria
As an elevator operator, | * Button should acoivate alarm
would like to push an which 1s heard on each floor
emergency button so that I O * 3 story points
can gain assistance when the * Pushing button activates
elevator breaks down. alarm within 1 second
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The Product Owner is often responsible for adding the user story itself: As a ,
I would like so that Writing the need, who needs it, and why it’s
needed represents the beginning of a conversation between the Product Owner and
the team.

The results of this conversation are represented by the details on the back of the user
story, known as elaboration. Elaboration may be added by anyone (most commonly
the project team), and can include:

o Further details and clarifications needed to complete the user story.

e The acceptance criteria, specifying the conditions that are needed to declare
the user story complete. Many would call this the user story’s “test” or “ver-
ification”.

o An estimate, typically a story point value, which establishes its difficulty in
comparison to other stories.

Story Points and Planning Poker

When estimating effort for a user story, software engineering teams
commonly use story points via an estimation process called “Planning
Poker.”” Using individual cards, each team member places their esti-
mate in a pile face down. All estimates are revealed simultaneously and,
if agreement is reached, the team moves on to the next estimate. Other-
wise, the team discusses the factors that influenced their estimates and
re-estimates until a consensus is reached. If consensus seems unlikely
to happen, it’s often because the user story needs more elaboration or
needs to be broken up into two or more individual user stories.

When describing the important features of a user story, many refer to the acronym
“INVEST”:8

¢ Independent: User stories should have as little overlap as practical.

o Negotiable: User stories are not concrete, discussions may be needed.

e Valuable: Each story should be valuable to the Product Owner and support
the objectives of the project.

o Estimate-able: If they are too unwieldy to understand, how can we know how
long they will take?

e Small: They should fit within one iteration, in this case a sprint.

o Testable: It should be obvious when the user story is or isn’t done.

User stories “live” in a backlog, starting with the product backlog and migrating to
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the sprint backlog.

The Sprint Backlog

The sprint backlog is where user stories that are currently assigned to the project
team live as the work they represent is being completed. In order to be moved from
the product backlog to the sprint backlog, they must be fully fleshed-out and the
team must clearly understand both how to complete the work and what conditions
must be met to call it “done.” The team “owns” the sprint backlog, which means
they agree which stories are placed in it each sprint during the sprint planning
meeting.

Sprints

A sprint is a single iteration of Scrum—the sprint cycle is the overarching cycle that
a Scrum team follows. Sprints can vary in length, but many teams choose to make
them two weeks. Within a sprint, each major element of Scrum is visited:

e An appropriate number of user stories are moved from the product backlog to
the sprint backlog. This happens in the sprint planning meeting.

e The team works to complete each user story in the sprint backlog. Each day,
the team holds a daily stand-up meeting.

o Completed user stories are tracked in the burndown chart.

o After the work cycle is completed, the sprint review/demo meeting is held.

The Daily Burndown Chart

When user stories are completed, their story point
values are recorded on the daily burndown chart by
the Scrum Master. The daily burndown chart is a
basic line graph that plots the number of story points
completed over time. This report shares a number
of features with Variance and Earned Value Reports
(covered in chapter 5 on page 169).

Daily Burndown Chart

Story Points

Scrum teams are encouraged to place this chart in a
central area so that the progress being made by the
team is apparent to everyone. Many include a “trend
line” which indicates exactly how many story points Dy
are needed per day to keep on pace with the team’s
“Velocity” metric, or the number of story points they
can typically complete in a sprint. Usually a burndown chart indicates progress for
a single sprint, but there are variants that plot progress for greater increments.
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Scrum Meetings

Because Agile processes depend so heavily on individual knowledge and effort rather
than documentation and heavy process, there are several structured meetings that
Scrum teams participate in:

e Sprint Planning Meeting: Before the sprint begins, it’s important for the
team to decide which user stories they plan to complete. This meeting, at-
tended by both the team and the Product Owner, is designed to allow time to
elaborate user stories, facilitate discussions about user story priority, and set
goals for the next sprint. Because it’s a “working meeting,” it runs the danger
of going quite long—teams should limit the length to about 2 hours per week
of sprint length (so a two-week sprint should be no longer than 4 hours total).

o Daily Stand-Up Meeting: In this meeting (sometimes called a “Daily
Scrum”), which is facilitated by the Scrum Master, team members answer
three questions:

— What did I do yesterday?
— What am I planning to do today?
— What is blocking my progress?

This meeting is discussed in more detail in the next section (see page 205).

o Sprint Review/Demo Meeting: This occurs at the end of each sprint,
and all team members and stakeholders are typically encouraged to attend.
Attendees discuss what was accomplished during the sprint and are encouraged
to demonstrate their work if possible. This meeting is usually informal, though
there are time limits on both the length of the meeting itself (about an hour
per sprint-week) and how long team members can spend preparing for it (one
hour).

e Sprint Retrospective Meeting: In this meeting, the team looks back at
what they’ve accomplished, answering three questions:

— What should we keep doing?
— What should we stop doing?
— What should we start doing?

The team should ensure that is hasn’t fallen prey to any of the common pit-
falls listed in chapter 6, such as wishful thinking, heroics, or blamestorming.
Additionally, discussing what is working well and the changes that should be
made allow team members the opportunity to make improvements organically
(which will, in turn, be discussed in future Sprint Retrospective Meetings).
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Scrum Roles
Scrum only explicitly defines three roles, each of which are responsible for a part of
the process:

e The Product Owner: The easiest way to think of the Product Owner is as
the customer. They are responsible for communicating what the project needs
to accomplish with the team. This happens in two ways:

— Managing user stories: This means creating, prioritizing, and answer-
ing questions about them. Essentially, the Product Owner “owns” the
product backlog.

— Providing input: The Product Owner is expected to be highly avail-
able, but it’s especially imperative that they’re present for the sprint
planning and review/demo meetings. (Working closely with the cus-
tomer is one of Agile’s core values, discussed in more detail starting on
page 212.)

¢ The Scrum Master: This role consists primarily of facilitating the processes
of Scrum; the Scrum Master is not the same as a formal project manager, and
within some teams, the role rotates every few sprints. The Scrum Master
“owns” the processes of Scrum, especially meetings such as the daily stand-up
and artifacts such as the daily burndown chart.

e The Team: On a Scrum team, respect and accountability are extremely im-
portant. Scrum team members are skilled multidisciplinary professionals and
represent the backbone of any successful project. Team members participate
in the entire process, including managing backlogs, meetings, and delivering
the project’s results for the Product Owner’s approval. Scrum teams most
often follow the interdisciplinary team structure, which is covered in chapter
4 (see page 115).

“Is That All?”

Is this all there is to Scrum? The short answer is Yes. Agile methods are,
by definition, simple. The longer answer is more complicated: because it
is so popular, Scrum is also frequently modified, added to, and written
about. Our world gains information from the internet, and software
engineers have been talking about Agile and Scrum for over twenty
years, primarily on the platforms they created themselves: blogs, social
media, and online multimedia. Search the internet for the latest Agile
trends and how they’re being applied to projects worldwide.
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A.4 Agile: A Set of Practices and Tools

After exploring Agile as a defined process (Scrum), you've probably noticed that
there are a number of “components” that could be useful to your workflow even
if implemented individually. This brings us to the second meaning of the word
Agile: a set of practices and tools. As you read through them below, remember
that Agile methods (and Agile practices) aren’t a departure from “classic” project
management, but rather variations in how a project is executed—the importance of
leadership, communication, and prioritization are not diminished in any way.

The following could be considered the best practices of Agile:

Collective Ownership of Results

Collective ownership means that everyone on the team takes respon-
sibility for the success of the entire project. To many this practice is
among the most difficult—when an individual works hard to complete
a portion of a project, it’s easy for them and other team members to
associate “ownership” of that portion to one individual. This can result
in a hesitation by others to “mess with,” add to, modify, or remove
(even if needed) that portion of the project.

Successfully sharing ownership requires the team to meet each of the
core needs listed in chapter 4: trust, managed conflict, commitment,
accountability, and a results focus (see page 124). Maintaining shared
ownership as the project progresses requires continuous attention by
the project leader—all team members need to be aware of their com-
mitment to collective ownership and need to monitor for the conditions
mentioned above.

Continuous Integration and Version Control

Though most directly applicable to the development of software, the
principles of continuous integration and version control can be applied
to most modern workflows.

Continuous integration means integrating the work of individuals
into the larger effort as frequently as practical. A team that is
creating a user manual, for example, would add their individual
parts to the master document several times a day. Working in
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this manner is designed to minimize the duplicated effort and rework
associated with poor communication or misaligned distribution of tasks.

Version control is a concept designed to help increase work efficiency
and make continuous integration of teams possible. Often facilitated
by a server-based system, team members “check out” or “fork” por-
tions of the work effort, complete it, and re-integrate it into the larger
whole. It’s quite easy to see how this could be useful to the user-manual
team referenced above. In fact, most modern systems go even further,
keeping every previous version, recording who changed what when, and
even allowing multiple people to edit the same portion of a document
simultaneously.

Daily Stand-Up Meetings
The practice of getting together for a few min-
utes at the beginning of the workday is not a new
idea. Agile teems seek to maximize the benefits
of checking-in while removing many of the prob-
lems of the traditional status meeting (see It’s
a subject not appropriate for a meeting on page 8 8
160):
e The team’s identity is reinforced by com-
ing together daily. Important issues such as planned absences are
less likely to go unannounced.

My boss thinks “the daily
standup™ 15 an internet
comedy show

o The preparation for and the meeting itself is time-boxed (time-
boxing is discussed later in this section) as is the length of the
meeting itself. Many teams require participants to physically
stand (when practical) to encourage brevity.

e Peer-accountability is an important element of the daily standup
meeting—most teams have each team member answer three ques-
tions:

— What did I do yesterday?
— What am I planning to do today?
— What is blocking my progress?

Team members are aware of what their peers are or aren’t accom-
plishing and whether they’re directly impeding the progress of a



206 APPENDIX A. AGILE: THE FUTURE OF PROJECTS?

teammate. Accountability is covered more thoroughly in chapter
4 (page 135).

e Many teams welcome anyone who wants to watch the meeting
(increasing project visibility) while restricting their participation
(i.e. talking) to keep it brief. If further discussion is needed, a con-
versation is planned after the conclusion of the standup meeting,
allowing those not involved to get to work.

The meeting facilitator may vary; the project leader is often the best
choice to hold the meeting, but organizational structure or specific pro-
cesses may call for another facilitator (as discussed in the previous sec-
tion, Scrum’s daily standups are facilitated by the Scrum Master role).

Frequent Incremental Delivery

This concept entails the team striving to give stakeholders visible,
meaningful progress early in the project, building on that project
incrementally—a bit at a time. This principle lines up quite well with
some of the process concepts outlined in chapter 2, namely cyclical
(page 38) and change-focused (page 40) process models.

As discussed in the beginning of this appendix, many modern project
teams work in a way similar to software teams: they create files and
save them in a common space. Frequent incremental delivery often
involves the relatively small step of taking what is being worked on
and making it visible and understandable to appropriate stakeholders.
Modern design principles, for example, may make it possible to build
a virtual prototype rather than a physical model, making it much less
expensive to show customers intermediate steps and gaining valuable
feedback along the way.

When creating a product, frequent incremental delivery is much more
straightforward: components are built to function and be added to
incrementally—software is especially adept at following this principle,
but other types of projects can reap its benefits as well.
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Hybrid Project/Operations Teams

Project and operational teams (for more on operational work, see page
26) often find themselves at odds with one another. In many cases,
project teams are responsible for developing new ideas, products, or
services, and operational teams are responsible for the day-to-day
operation and maintenance of them. When things don’t go as planned,
each group is tempted to blame the other—operations believes the
original project had a flaw, and the project team insists that operations
isn’t implementing it correctly. Essentially, the culture (see page 10) of
each team evolves separately, and complaining about the other team
often becomes a significant part of that culture.

Creating teams which include members from both areas is an effective
solution (software engineers call this “DevOps”—development and
operations together). Because teams include members concerned with
both the project and its eventual operation, and because they also work
together daily, it becomes increasingly more difficult to blame each
other for issues, identifying solely with one “side” or the other. Rather
than feeling aligned with only the portion of the life cycle (page 29)
they contribute to, teams instead are encouraged to share an identity
related to the product, service, or solution they provide together.

In order to properly implement this type of team, several factors must
be considered:

o Will leadership and the basic organizational structure al-
low it? Functional organizations (see page 31) may have an es-
pecially difficult time accommodating this type of team.

e Products or services must be planned further out: This
requires thoughtful consideration to how work flows from its initial
project to its long-term operational existence and beyond.

e Can processes be modified to make the transition easier?
Additional workflow automation or increased documentation can
be especially helpful to both the project team and operations. Ide-
ally, they should work together to implement mutually-beneficial
processes.

Many of the practices and tools included in this section have a strong
potential to give this type of team the tools needed to be successful.
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Kanban Boards
Kanban boards are used to visualize work in progress as well as how
work flows throughout a project.? A simple illustration is shown below:

Backlog Analyze (limit 3) | | Execute (limit 2) Verify (limit 3) Done
7 7 J 7 J KJ 4 J 14 4
7 L=, =Y 4 4 7
j-——p

wue: - 88 BEE B8

Panik  Taeena Mirm Dana [asim L Dhandel

Each work unit is represented by a card, which flows through a series
of steps. The main goal of Kanban is to eliminate wastefulness, which,
for many projects, represents work waiting in queues or personnel wait-
ing for others to complete their work. Kanban boards are designed to
illustrate these bottlenecks and serve as a visual indicator of progress
to the team and stakeholders. In an effort to alleviate inefficiencies, a
team leader implementing Kanban can make adjustments in two areas:

1. Personnel and resources can be moved to areas of more
need: Successfully using Kanban often requires an interdisci-
plinary team (see Interdisciplinary Teams on page 115), with
members who are adept at filling more than one role.

2. Work-in-progress limits can be placed on individual steps:
This can help minimize buildups that can lead to everything from
waste to the lower morale associated with the inability to catch
up (see Fire Drill on page 185).

Kanban boards can range in complexity from a simple piece of poster-
board to the entire wall of an office—in either case, visibility and the
elimination of inefficiencies should be the focus.
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Team-Based Decision Making

As discussed in chapter 1, leadership can take on many different forms,
but one of the most universally-recognized hallmarks of leadership is the
authority to make decisions. The Agile concept of team-based decision
making means that those in charge recognize the knowledge and abili-
ties of the team and allows them to make important project decisions,
stepping in only when needed. Benefits include:

e A broader spectrum of knowledge: Like risk identification
and analysis (page 97), more team members means more diverse
experiences, thought patterns, and elements of creativity—these
are considered appropriately before reaching a conclusion.

e Buy-in: When team members are involved in the decision-making
process and feel, at the very minimum, that they had input, they
are more likely to approach the resulting work with enthusiasm
and commitment.

e Discouragement of absenteeism: Not being present means not
having a say in the decisions that are made. The scope of par-
ticipation is widened, and when team members are absent during
the decision-making process, their peers notice.

o Identification as a team: Even if some team members typically
work as part of segmented sub-teams or as individuals, they need
to come together to make decisions. This can help with cohesion
and present opportunities for colleagues to better get to know each
other.

Making team-based decisions requires team members who are ready,
willing, and able to participate in the process. This means that each
team member must value professionalism, ethics, and a team-focus
over their own preferences or agenda. In some cases, team members
may disagree—it’s important that when consensus is reached and a
decision is made that all team members are professional enough to
wholeheartedly support the decision. If this doesn’t seem possible,
a more direct leadership model may be necessary (Authoritarian /
Commanding / Autocratic, for example, covered on page 3).

As difficult as it may seem for team members, team-based decision
making can mean even more responsibility for team leaders or man-
agement. Facilitating the process of reaching a decision can be difficult
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at times, especially if schedules don’t line up or there are issues with in-
dividual team members’ personalities (disagreeability or non-committal
behavior). Ceding control can be difficult for some during the decision-
making process, but when things don’t go well after the fact it can be
excruciating—Ilike team members, leaders must resist the urge to seek
blame (see Blamestorming on page 180), working instead to develop and
implement solutions.

Time-Boxing

Though most types of work seem to have their own “rhythm,” the
practice of time-boxing establishes defined, specific periods of time
in which the team completes specified tasks. One example is the
sprint (covered in the last section on page 201), where the team
works incrementally within predefined “time-boxes.” A smaller, more
practical example could include limiting meeting times or meeting
preparation times.

Though it requires a fair amount of discipline to implement, time-boxing
has the potential to offer some advantages to teams and projects:

e If the work cycle is time-boxed, the smaller increments of work
can improve tracking visibility.

o If the project runs the risk of becoming reactive (see Fire Drill
on page 185), time-boxing can promote short-term stability while
allowing for relatively quick reaction time—often the next time-
boxed increment.

o If the project’s scope (covered on page 50) is difficult to define,
teams can instead choose to set a time-box, working until the time
limit is reached and deciding at that point what to do next.

e Teams may choose to time-box undesirable or repetitive work, so
that they can properly share responsibility or limit negative ef-
fects. For example, military units may share “night-watch” guard
duty, ensuring that each member of the team shoulders equal re-
sponsibility.
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User Stories

User stories represent the stakeholder’s view of the project’s expected
outcomes, which the team commitments to understanding before work-
ing on that part of the project. User stories are covered more extensively
in the previous section starting on page 199.

Working in Pairs
This involves two individuals working together,

with one completing the tasks and the other All of this ene-an-one
. . . . . teamwork means [ can’t

watching. As discussed at the beginning of this eat osiions oe garlic for

chapter, modern teams are very likely to be lunch anymore

completing their work on a computer. Working

as a pair means sharing only one computer. 8

The second person focuses entirely on what the

first is doing, offering suggestions or guidance as

needed—they are not using a second computer or conducting research.
At regular intervals the two team members switch places, the watcher
now the worker and vice-versa.

Completing work as a pair offers some essential advantages:

e Because “two heads are better than one,” work-stopping issues
are less likely to occur.

e People are more likely to stay on task.
e It promotes a culture of mentorship and cross-training.

e The chance of only a single person understanding part of the
project is reduced, improving collective ownership of the project
and knowledge sharing among team members.

o If work reviews or testing are a part of the project, this can catch
or prevent issues earlier in the project cycle (upstream), making
them less detrimental to the final outcome.

Though there are many advantages, a few disadvantages may appear:

e More interpersonal interaction is required, and this can be drain-
ing for some team members.
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e Though studies have shown that the practice can increase quality
significantly,'® there may be a perception that less work is being
done.

e Odd-sized teams, especially small ones, may “leave someone out.”

The Agile practices listed above represent only a percentage of the practices used by
Agile teams all over the world. You are encouraged to seek out others or to create
your own. A solid understanding of the values and principles of Agile, covered in
the next section, is vital in implementing any such practice.

A.5 Agile: A Defined Set of Core Values and Prin-
ciples

Now that you’ve gained some insight into Agile’s processes and practices, it’s im-
portant to understand the values and principles behind them. In 2001, a group of
industry leaders formalized a set of 4 guiding values and 12 supporting principles
known as the Agile Manifesto.! This document doesn’t represent the establishment
of Agile as a philosophy; rather, it was designed to help those who chose to im-
plement Agile to understand the attitudes and beliefs that spawned the processes,
practices, and tools they are using.

Agile Values
The following values are designed to help organizations and teams implementing
Agile understand the preferred “mentality,” or overarching approach to their work:

e Individuals and interactions over processes and tools: Agile organiza-
tions choose to value the team and their interactions over the particular way
teams choose to do work.

e Working solutions over comprehensive documentation: Agile teams
place the solution they are creating as the highest priority, especially over the
artifacts and process used to create it.

e Customer collaboration over contract negotiation: Agile prioritizes
time spent understanding customer needs over the certainty of ironclad agree-
ments (schedules, precise specifications, etc.).
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 Responding to change over following a plan: Agile promotes the under-
standing that modern business values agility (the ability to adapt to changes)
over the fear of broken plans.

Supporting Principles
In addition to the 4 values, there are 12 principles designed to clarify how Agile
teams work. They focus on different aspects of the project.

1. The stakeholders: For many organizations the biggest departure from the
norm is that in Agile projects, the “customer” (not the team) sets priority.

o The team must welcome changing requirements/specifications, even late
in the process. Though changes are inconvenient, Agile’s teams are happy
to accommodate them as early as possible. The more “upstream” the
better, but accommodating a change late in the project is better than
having to deal with it after completion.

e The highest priority is stakeholder satisfaction, with a preference for early
and continuous delivery of value. Agile’s iterative and incremental ap-
proach are key factors in demonstrating visible progress to stakeholders.

e Close, daily cooperation between business people and the team is a must.
This means that both the team and important stakeholders must consis-
tently make themselves available for discussion, choosing to work in close
vicinity. The communication principles covered in chapter 5 become even
more important.

2. The organization: Agile projects also mean a commitment from the organi-
zation to entrust team members with the power and environment to succeed.

e Projects are built around motivated individuals, who should be trusted to
get the job done. Ideally, leadership is primarily concerned with removing
barriers and providing a work-friendly environment, rather than directing
each task to its completion.
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o A co-located (all in one workspace) team is pre-
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ferred, and face-to-face conversation is considered
the best form of communication. Co-location is | to-face conversation™ I'm
an important part of Agile largely because of its | "0t this is what they
minimized documentation (a core value). Non-
co-located team members can make discoveries or %
make decisions, and with minimized documenta-
tion and no one else there to share these with,
the new information and work efficiencies are of-

Bill, when they said *“face-

meane

ten simply lost.

The best teams also are self-organizing. By allowing teams to determine
the conditions that surround them as well as how they carry out their
work, the organization is demonstrating both commitment to and trust in
the individuals that make up their teams. This also implies that existing
team members should have some input into the hiring process for new
team members.

In an environment that embraces change, working at a sustainable pace
must be prioritized. When following a plan, teams may be tempted to
perform heroics (a pitfall covered on page 181) near the end of the project.
Agile teams may be tempted to do this as well, but it’s important for the
team to have the self discipline to maintain a constant pace regardless of
the ever-changing circumstances of the project.

3. The way work is done: In addition to how customer interaction occurs and

how the organization views the team, Agile projects take a distinct approach
in their work practices.

e First and foremost, the team understands that a working product, feasible

design, or demonstrated result is to be delivered as frequently as possible
(weeks rather than months).

Is “Agile” Faster?

Many hear the term “Agile” and assume that the result is a shorter
schedule. In this case, the term refers to the fact that these pro-
cesses focus on their responsiveness to changes in customer or
market need (see Change-Focused Process Models on page 40). In
general, Agile projects are not completed any faster than their
traditional, plan-focused counterparts; instead, they deliver incre-
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mentally, which means visible results appear earlier in the project
cycle, but the volume of those results is often no different than
those in efficient plan-focused projects (covered on page 37).

e The team should focus primarily on project deliverables, not artifacts.
This work is considered the principle measure of the project’s progress.
Artifacts are merely the tools needed to create better deliverables.

e The team should pay continuous attention to excellence and good design
as they work. Each individual takes personal responsibility for the quality
of both their own work and the project at large, monitoring for and fixing
issues to the best of their ability as quickly as possible. When iterative
or incremental processes are used, the temptation always exists to put
things off until later—this must be actively resisted.

e In their work, teams should also strive for efficiency and simplicity in
both their process and the designed outcomes of the project. The Agile
Manifesto defines this essential simplicity as “the art of maximizing the
amount of work not done.”

e Finally, the team must regularly reflect on how to become more effective
and make appropriate adjustments to their interaction, process, and ex-
ecution. This is often called a retrospective. Scrum teams hold a meeting
each sprint to accomplish this (page 202).

After reading these values and principles, it becomes obvious how the Agile philos-
ophy views project work: As a face-to-face endeavor carried out by competent and
empowered individuals who deeply care about the success of their project. Does
this describe your team and organization? The next section breaks down some of
the essential elements needed for any organization to properly embrace Agile’s way
of doing things.

A.6 Implementation in Your Organization

Understanding Agile’s methods, tools, and values is essential to implementing it
in any organization, but there is also a set of conditions that must be present to
implement Agile successfully. The majority of these conditions are so essential to
Agile that if they are not present, it’s unlikely the organization would benefit at all.
They are as follows:

o External factors allow it: Examples of conditions that may make Agile
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impractical include tight security procedures, a requirement for heavy docu-
mentation, or industry/government regulations that standardize procedure.

¢ The appropriate type of customer: Though the projects may not have

an external, formal “customer,” someone needs to be engaged with the team,
to fulfill the role of Scrum’s Product Owner, for example.

“What About Contracts?”

Traditional project contracts try to “nail down” all three sides of the
project triangle—the scope of the project, its schedule, and the resources
available along the way (see page 46). Agile’s commitment to “embrac-
ing change” makes this all but impossible. Completing projects with an
Agile mentality requires a different kind of business relationship—one
of frequent, face-to-face communication between people who trust each
other. Contracts for Agile projects often define either the time to work
together or the scope of what’s to be done, but not both—doing this
wouldn’t be “Agile.”

« Reasonably small projects: When a project has a massive team, multi-year
schedule, or a lot of moving parts, Agile’s lower level of upfront planning can
be a detriment. Smaller projects benefit the most from Agile processes and
practices.

e Strong, experienced team members: Agile minimizes process and relies
heavily on experienced, self-motivated team members—failure to meet both of
these conditions can spell disaster for someone who is just beginning to learn
the trade.

Team Member Motivation

Agile requires strong, experienced team members—but how are they
motivated? Many of the basic motivators covered in chapter 1 (page 7)
relate directly to Agile’s way of approaching project work. Recognition
for hard work is inherent in the Daily Standup (page 205); interpersonal
relationships are a central theme of Agile’s values and principles, and
intrinsically-motivated team members often find the team autonomy
and the management’s trust in their abilities quite motivating.

e Executive support: Like any organizational decision, leadership needs to
not only give permission, but actively promote and support it. Agile processes
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and practices represent a fundamental cultural change, and managers at all
levels must be on board.

Transitioning to Agile

The reasons for embracing a more Agile way of executing projects are now clear;
your team (and customer) seems to meet all of the conditions above, and you're
excited to move forward. What is the next step?

Though you may be tempted to “jump in feet first” and commit your organization
to a new, more Agile lifestyle, maximizing the chance of success requires a deliber-
ate, measured approach. Many organizations choose to run a “pilot” program, in
which only a few project teams make the transition at a time. Once their change
proves beneficial, executives and other teams are more likely to be comfortable with
implementing the change in their area of influence. A “cold turkey” approach, in
which the entire organization transitions simultaneously, is quite risky, though in
some situations it has been successful.

If you are on a team that is making this type of change, it’s important to follow a
few basic guidelines:

e The change must be “organic”: Both the need for a change and the change
itself must occur naturally. Rushing or forcing a transition can disrupt work
being done and may cause team members to form negative, misrepresented
opinions of Agile processes, tools, and values.

e The team must frequently reflect on their progress: One of the 12
principles listed in the last section, retrospection, is even more essential at
the beginning of a transition. Retrospectives can reveal difficulties, resistance,
and inefficiencies caused by the change to Agile.

e You must be willing to be uncomfortable: Heavier process and docu-
mentation help many teams feel comfortable with the unique project they are
engaging in. Agile, which is adaptive by nature, fails when teams become too
“predictive,” trying to plot everything out ahead of time.

e Start with well-defined Agile processes and practices: As much as
possible, the team should follow a defined Agile process such as Scrum (covered
earlier in this chapter on page 198) and “pure” Agile practices or tools. This
means resisting the urge to change or add things too early—most often these



218

APPENDIX A. AGILE: THE FUTURE OF PROJECTS?

additions will be previously used, “non-Agile” practices. Doing this before the
team has a solid, foundational understanding of the process or practice will
often undermine its effectiveness—and simplicity (an Agile principle).

Project functions must still be performed: An exciting new way of doing
things may make it easy to neglect important ongoing project activities such as
communication (chapter 5) and risk management (page 97). The fundamental
benefits of these important functions are still essential to project success. Agile
teams may choose to redistribute how the work is done, but they should by
no means neglect it. Project functions are discussed on page 28.

Don’t expect reduced project completion times: Being “Agile” may
lead some to believe that projects will be done faster and cheaper. Remember
that Agile’s benefits lie in its ability to respond to change and intuitions of the
customer and team. Organizations implementing Agile hope that the project’s
end result is more in line with what their stakeholders need—if they are hoping
for quicker, cheaper outcomes, they are likely to be disappointed (especially
in the short term).

More than anything, movement towards Agile involves an intentional shift in prior-

ities.

Rather than resisting change (especially later in the project), can we move
towards accepting and ultimately embracing it?

Can we trust our team members, not just managers, to know what’s best?
Do we want to work face-to-face with stakeholders daily?

Can we commit to highly visible, incrementally-delivered work?

Do we have the discipline to resist older, more comfortable ways of doing
things?

Can we see ourselves honestly discussing our flaws and how to fix them?

If the answer to these questions is “yes,” then you, your team, and your organization
just might benefit from embracing a more Agile culture. How that change is to be
executed is as unique as your team and organization.

A.7 Summary and Conclusion

Though project work completed in an Agile way may feel different, it’s still prone to
many circumstances that would make any project fail. Agile or otherwise, leadership
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needs to be appropriate for the team, communication is important, and support from
stakeholders at all levels is vital.

Originally implemented by software engineers, Agile processes, practices, and values
are proving more and more applicable to project teams in other industries. A more
responsive, relevant project outcome becomes possible when organizations and teams
commit to more direct interactions with stakeholders, simpler work-flows, and the
belief in placing trust in the members of their team.

Implementing Agile can’t be done blindly. It requires intentional planning and
follow-through as individual teams and larger organizations purposely change their
culture. Everyone must participate—executive management, project leadership,
team members, and stakeholders. Agile organizations focus most of all on the people
who make up the project team and stakeholders and becomes a real advantage if
executed properly.



220

Key Terms

Backlog: A prioritized list of work to
be done. The Scrum process includes a
product backlog and sprint backlog, each
containing user stories (page 199, 201).

Daily Stand-Up: A short daily meet-
ing where each team member gives sta-
tus, plans, and impediments. Designed
to increase team accountability (page

205).

Retrospective: Honestly looking at
what has and hasn’t worked in order to
make improvements going forward. Ag-
ile teams often meet specifically to look
at their work retrospectively (page 202).

Scrum: An iterative and incremental
process for managing and completing
project work. Scrum is the most popular
of several Agile processes methods (page
198).

Review Questions

1. From which field did Agile emerge?

2. In the Scrum process, who is responsi-
ble for adding, removing, or prioritiz-
ing user stories in the product back-
log?

3. Well-written user stories follow the
INVEST acronym. What does the
“N” stand for?
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Sprint: A set period of time in which
a team works on a predefined set of ob-
jectives. Scrum teams work on items in
the sprint backlog during the time-boxed
sprint (page 201).

Time-Boxing: The act of allocating a
fixed period of time, a “time-box” to
an activity. For example, proper meet-
ing agendas (including daily stand-ups)
set these limits to prevent wasting time
(page 210).

User Story: A short description of what
the primary stakeholder wants (for the
project) and why. Used by most Agile
teams, it often uses the format “Asa __,
I would like ___ so that ___.” User stories
are then expanded to include all of the
information needed to implement them
(page 199).

4. Scrum’s Daily Burndown Chart in-
cludes a “Velocity” metric. What does
this metric indicate?

5. Team members participating in a
Daily Stand-Up Meeting answer three
important questions. What are they?

6. The Agile Manifesto lists 4 main val-
ues. Which one is most related to the
word “Agile”?
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7. According to the Agile Manifesto, 8. Are “Agile” projects generally com-
what is considered the best form of pleted faster?
communication?

Exercises

1. Agile’s foundation lies in software engineering’s culture. Given what you've
learned about Agile processes, practices, and values, what elements of your pro-
fession’s culture (your work practices, etc.) seem incompatible with that of soft-
ware engineering and Agile? Why?

2. You are implementing a project which seeks to update a community youth center
recreational room. The room currently has two well-warn billiard tables, a pinball
game, and several dozen board games. Write five basic user stories for this
project. Be sure to include multiple stakeholder perspectives (youth, parents,
employees, etc.) as well as reasoning for each.

3. A Scrum sprint planning meeting can take several hours to complete, leading
participants to feel unenthusiastic about participating in such an endeavor. Using
what you’ve learned about the meeting’s purpose and the meeting guidelines
covered in chapter 5 (page 159), create a 10-item checklist to be verified before
the meeting begins.

4. Your team has been tasked with producing a new type of ice cream that includes
a vanilla mixture with 3 ingredients, with each of the three requiring progressively
more time to prepare and mix in. The ingredients (which all must remain frozen)
are extremely temperature sensitive and must remain outside of the freezer for
as little time as possible while preparing and mixing them in. Create a Kanban
board that the team might use to minimize waste and maximize productivity.

5. After reading about Agile’s practice of working in pairs, you’ve been considering
reorganizing your team to work in this way the majority of the time. Excluding
those listed in the text starting on page 211, list one potential advantage and one
potential disadvantage of working in pairs.

6. Agile culture places high value on teams that meet with their stakeholders face-
to-face on a daily basis. Your team feels that implementing Agile processes and
practices is a great idea, but your customer is only able to be at your office
once a month. What are some other communication options that would provide
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similar benefits to a local customer (face-to-face communication and spontaneous
availability)? What problems could they present?

7. Looking at the list of questions on page 218, which priorities are likely to be the
most difficult for your industry or organization to embrace? Why? What existing
priorities compete with those of Agile?
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Answers to Review Questions

Chapter 1 (page 21)

1.

Laissez-faire (page 4)

2. They’re both team-focused, requir-

N oUW

ing team members to be able to con-
verse with each other (page 3)
Expert and referent (page 6)
Mastery /exploration (page 8)
Extrinsic (page 8)

Stakeholders (page 12)

The concept of culture, among oth-
ers (page 10)

Customers and management (page
12)

Protecting information and the
project (page 15)

Chapter 2 (page 75)

1.

b

w0 N o ;

Unique goals and outcomes (page
26)

Project sponsor (page 25)
Execution phase (page 27)

The chapter includes Risk Manage-
ment, Quality Assurance, Commu-
nications Management, and Project
Management, but there are other
examples (page 28)

Functional (page 31)

Plan-focused (page 37)

The scope statement (page 53)

The executive summary (page 63)

Chapter 3 (page 108)

1.

Comparison or analogy estimation
(page 81)

Bottom-up estimation (page 81)
1-2 resources 1-2 weeks per activi-
ty/task (page 83)

Precision (page 85)

Calculated as 620/1350 or 45.9%
complete (page 95)

1 week (page 99)

Keep satisfied (page 104)

Chapter 4 (page 146)

1.

b

9.
10.

Interdisciplinary team (page 112,
115)

Problem-resolution team (page 113)
Top-down teams (page 114)

Treat them as a stakeholder (page
117, 12, 103)

Elicitation, organization,
porting (page 120)
Norming (page 123)
Forcing (page 129)

The leader, the team, and the indi-
vidual team members (page 130)
To one’s peers (page 135)
“A”-accountable (page 137)

and re-

Chapter 5 (page 177)

1.

3 channels are added for a total of 6
[(n(n-1))/2] (page 150)

2. Paralingual and verbal communica-

b
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tion (page 153)

Interactive (page 154)

Cancel or reschedule the meeting
(page 159)

Honesty or truthfulness (page 162)
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6. Public metrics (page 164) Appendix (page 220)
7. Variance (page 166)

8. Trend/forecasting report (page 168) Software Engineering (page 195)

The Product Owner (page 199)
Negotiable (page 200)

Number of story points completed
per sprint (page 201)

5. What did I do yesterday? What am

= o=

Chapter 6 (page 193)

1. Blowhard jamboree and/or weasel I planning to do today? What is
words (page 180) blocking my progress? (page 205)
2. Rushing to execution (page 186) 6. Responding to change over following
3. Fire drill pitfall, strategy: project a plan (page 213)
management sheltering (page 185) 7. Face-to-face communication (page
4. Execution and delivery (page 189) 214)
5. Upstream (page 188) 8. Generally not (page 214, 218)
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Index

Symbols

1-to-2 Rule, see One-to-Two Rule
4-Up, see Quad Chart

80-20 Principle, 174

A
Acceptance Criteria, User Story, 200
Accomodating, see Smoothing
Accountability, 135-138
defined, 145
Matrix, 136-138
defined, 145
example, 137
Types, 135
Accuracy, 85
change over time, 86
defined, 107
vs. Precision, 85
Active Listening, 154
defined, 176
Affiliative Leadership, 3
Agile, 41, 195-219
History, 195-197
Implementation, 215-218
Importance, 197-198
Limitations, 215-217
Practices and Tools, 204-212
Processes and Methods, 198-203
Speed, 214
Transitioning To, 217-218
Values and Principles, 212-215
Analogy Estimation, 81
Analysis Paralysis, 184, 190

225

Antipatterns, see also Pitfalls, 179
and Patterns, 179
defined, 193
Artifact, 63
defined, 74
Authoritarian Leadership, 3
Autocratic Leadership, 3
Autonomy, 8
Avoidance, see Withdrawal

B
Backlog, see Product Backlog, Sprint

Backlog
defined, 220
Best Practice, ix, 44
Agile, 204212
defined, 74
Bibliography, see Notes
Blamestorming, 180, 188
Blowhard Jamboree, 180, 188
Bottom-Up Estimation, 81
Budget, 48
in the Project Plan, 65
Burndown Chart, see Daily Burndown
Chart
Business Need, 25
defined, 74

Cc

Callouts, x

CAPM, 14

Certification, see Project Management
Certification
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Change Management, 187
Change-Focused Process, 4041
attributes, 41
diagram, 40
Charter, see Project Charter
Chemistry, Team, 113
Citations, see Notes
Closing Phase, 28
Coaching Leadership Style, 3
Coercive Influence, 6
Collaboration, 129
defined, 145
Collective Ownership of Results, 204
Commanding Leadership, 3
Commitment, 130-134
defined, 145
Individual, 133-134
Leadership, 131-132
Organizational, 131
Team, 132-133
vs. Estimation, 83-85
Common Purpose, 112
Communication, 149-176
Basic Concepts, 150-155
Blockers, 153-154
defined, 176
Channel, 150-152
defined, 176
examples, 152
chapter tool, 173-174
Ethics, 162-163
Hybrid, 156-158
scenario, 156158
in the Project Plan, 67
Interactive, 154
Metrics, 164-167
Pull, 155-156
Push, 155-156
Reports, 164-165, 167170
Types, 152-153
Comparison/Analogy Estimation, 81
Complimentary Skillsets, 112
Compromise, 128
defined, 145

INDEX

Conception Phase, 27
Cone of Uncertainty, 85
diagram, 86
Conflict, 126-130
defined, 145
of Interest, 16
defined, 21
Resolution, 128-130
Collaborating, 129
Compromising, 128
Confronting/Problem Solving, 128
Forcing, 130
Smoothing/Accommodating, 129
Withdrawal/Avoidance, 129
Consensus, 127
Decision-Making, 82
defined, 145
Group Estimation, 82
Continuous Integration, 204
Cost
Financial, see Resources
of Poor Quality, 45
defined, 74
examples, 46
of Quality, 45
defined, 74
examples, 46
Crashing, see Schedule Compression
Creativity Team, 113
Critical Path, 90
defined, 107
Culture, 10-12
defined, 21
Customer Satisfaction Metric, 167
diagram, 167
Cycletime Metric, 166
diagram, 166
Cyclical Process, 38—40
attributes, 40
diagram, 39

D
Daily Burndown Chart, 201
diagram, 201
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Daily Scrum, see Daily Stand-Up
Meeting
Daily Stand-Up Meeting, 161, 202,
205206
defined, 220
Death March, 184, 190
Deliverables, 50, 54
defined, 74
Democratic Leadership, 3
Design Debt, 46

DevOps, 207
Downstream, 188, 191
defined, 193

E

Earned Value, 95-96
defined, 107
diagram, 95
Report, 169

diagram, 169
Elaboration, User Story, 200
Environment, see Project Environment
Estimation, 80-85

defined, 107
methods, 80

Bottom-Up, 81

Comparison/Analogy, 81

Expert Judgement, 80

Group Consensus, 82

others, 82

Planning Poker, 82

Top-Down, 81

Presenting Estimates, 87
vs. Commitment, 83-85
scenario, 83
Ethics
Communication, 162-163
Professional, 15-17
Excellence, Quality, 44

Execution
defined, 74
Phase, 27

Rushing to, 186, 190
Executive Summary, 63
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Exercises, 2, 17, 22-23, 69, 76-77, 101,
105, 109-110, 137, 138, 140,
147-148, 155, 174, 177-178,
193-194, 221-222

Expectation Management, 171-173

in Estimation, 85

Expert

Influence, 6
Judgement, 80
defined, 107

Explicit Quality, 44

External Communication, 152

Externally-Facing Role, 120

Extrinsic Motivation, 9

F
Fast-tracking, see Schedule Compression
Fire Drill, 185, 190
Float, see Slack Time
Footnotes, see Notes
Forcing, 130
defined, 145
Forecasting Report, 168
diagram, 168
Formal
Communication, 152
Influence, 6
Forming, Team, 123
defined, 145
Functional Organization, 31-33
defined, 74
Functions, see Project Functions

G
Gantt Chart, 91
defined, 107
diagram, 91, 96
Glossary, see Key Terms
Goals, Project, 51-53
defined, 74
examples, 52
Granularity, 94
defined, 107
Group Consensus Estimation, 82
Groupthink, 181, 188
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H
Heroics, 181, 189
Horizontal Communication, 152
Hybrid Communication, 156-158
defined, 176
scenario, 156—158

Icons, x
Incremental

Delivery, 206

Process, 38

diagram, 39

Influence, 5-7

chapter tool, 17-20

Coercive, 6

defined, 21

Expert, 6

Formal, 6

Legitimate, 6

Penalty, 6

Referent, 6

Reward, 6
Informal Communication, 152
Information

Manager, 120

Overload, 156, 157
Initiation Phase, 27
Intellectual Violence, 182, 189
Interactive Communication, 154

defined, 176
Interdisciplinary Team, 115-116

defined, 145

diagram, 115
Internal Communication, 152
International Organization for

Standardization, see ISO 9001

Intrinsic Motivation, 9
Iron Triangle, see Project Triangle
ISO 9001, 43, 161
Issue Management

in the Project Plan, 67
Iterative Process, 39

diagram, 39

INDEX

J

Job Title, 2, 14
K

Kanban, 208

diagram, 208
Key Terms, see also individual term in
Index, 21, 74-75, 107-108,
145-146, 176, 193, 220
Kickoff Meeting, 61-63

L
Laissez-faire Leadership, 4
Large Teams, 117-118
diagram, 117
Law of Triviality, The, 184
Layered Approach, 58-61
Leadership, 1-21
chapter tool, 17-20
Style, 2-5
Affiliative, 3
Authoritarian, 3
Autocratic, 3
Coaching, 3
Commanding, 3
Democratic, 3
Laissez-faire, 4
Pacesetting, 4
Transformational, 4
Visionary, 4
Legitimate Influence, 6
Lessons Learned, 28
Report, 170
diagram, 170
Life Cycle, see also Project Life Cycle
Cost Analysis, 48
Loose Cannon, 182, 189

M
Matrix Organization, 34-35
defined, 74
Maturity, Team, 140-144
Medium, see Communication Channel
Meetings, 159-162
Agenda, 161
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Agile, 161, 202
Daily Stand-Up, 202, 205206
Documentation, 162
Status, 160
Metric, 164
defined, 176
examples, 165167
Private and Public, 164
Milestone, 91
Chart, 91
defined, 107
diagram, 91
Minimum Viable Product, 58
Mitigation, Risk, 100
Motivators, 7-10
Autonomy, 8
chapter tool, 17-20
defined, 21
Exploration, 8
Interesting Work, 8
Interpersonal Relationships, 8
Intrinsic and Extrinsic, 8
Mastery, 8
Money/Power, 7
Purpose, 8
Recognition, 7

N
Needs, Organizational, 36-37
Nonverbal Communication, 153
Norming, Team, 123

defined, 145
Notes, 23, 77, 110, 148, 178, 194, 222

0
Objectives, Project, 53
One-to-Two Rule, 83
defined, 107
Operational Work, 26
Cooperation w/ Project Work, 207
defined, 74
Opportunity Management, 101
Organization
Types
Functional, 31-33
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Matrix, 34-35
Project-Focused, 33-34
Values and Needs, 36-37
Outcomes, see Project Outcomes

P
Pacesetting Leadership, 4
Pairs, Working in, 211
Paralingual Communication, 153
Parametric Estimation, 82
Pareto Principle, 174
Pattern, 179, 191
defined, 193
Penalty Influence, 6
Perception, see also Expectation
Management
Customer Satisfaction Metric, 167
of Quality, 45
Performing, Team, 123
defined, 145
Phase, Project, see Project Phases
Pitfalls, 179-193
chapter tool, 188-191
Process and Product, 184—-188
Team, 180-183
Plan, see also Project Plan
Focused Process, 37-38
attributes, 38
diagram, 37, 38
Planning
Phase, 27
Poker, 82, 200
PMO, 32
PMP, 14
Precedence, 89
Diagram Method, 89
defined, 107
Precision, 85
change over time, 85
defined, 107
vs. Accuracy, 85
Predictive Problem Solving, 60
Prioritization, 79-108
chapter tool, 102-105
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Private Metric, 164
Problem
Resolution Team, 113
Solver, 121
Solving, 128
defined, 145
Statement, 54
Process
Assets, 42
Management
in the Project Plan, 65
Model, 37
Change-Focused, 4041
Cyclical, 3840
defined, 74
Plan-Focused, 37-38
Quality, 72
Procurement, 48
Product
Backlog, 199
Life Cycle, 29
defined, 74
diagram, 30
Owner, 203
Quality, 71
Professional Ethics, 15-17
Project, 25-75
chapter tool, 69-72

Cooperation w/ Operational Work,

207
defined, 74
Early Stages, 61-69
Features, 25
Project Charter, 25
defined, 75
Project Environment, 30-35

Project Focused Organization, 33-34

defined, 75
Project Functions, 28
defined, 75
Project Kickoff Meeting, 61-63
Project Life Cycle, 27-28
defined, 75
diagram, 27, 28

INDEX

Project Management Certification, 14

Project Management Office, 32
Project Manager, 13-17
defined, 21
Job Titles, 14
vs. Project Sponsor, 26
Project Outcomes, 51
in the Project Plan, 64
Project Phases, 27-63
Project Plan, 63-69
Approval and Revision, 68
defined, 75
Project Sponsor, 25
defined, 75
vs. Project Manager, 26
Project Triangle, 46-50
defined, 75
diagram, 46
Resources, 47-48
Schedule, 49-50
Scope, 50

Project Visibility, 36, 3840, 45, 94, 139,

206, 210
defined, 107
diagram, 94
Kanban, 208
Scrum, 199
Public Metric, 164
Pull Communication, 155-156
defined, 176
Push Communication, 155-156
defined, 176

Q
Quad Chart, 173-174
defined, 176
diagram, 173
Quality, 43-46
chapter tool, 69—72
Concepts, 44
Cost of, 45
Cost of Poor, 45
in the Project Plan, 66
Process, 72
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Product, 71
The 7 Quality Tools, 72
Questions, see Review Questions,

Exercises
R
Radar Chart
diagram, 71

RASCI, see Accountability Matrix
Reactive Problem Solving, 60
Receiver, 153
Recognition, 7
Referent Influence, 6
Regressive Renegotiation, 185
Report, 164
defined, 176
examples, 167-170
Requirements, 57-58
examples, 57
Volatility Metric, 166
diagram, 166
Resources, 4748
Ineffectively Adding, 186, 190
vs. Schedule, 49
Results, 138-140
Collective Ownership, 204
defined, 145
Retrospective, 170
defined, 220
Meeting, 202, 215, 217
Return on Investment (ROI), 171
Review Questions, 21-22, 75-76, 108,
146-147, 177, 193, 220-221
answers, 223-224
Reward Influence, 6
Risk, 97-102
Analysis, 99-100
characteristics, 97
defined, 107
Exposure, 99
defined, 107
Metric, 167
Identification, 97-99
in the Project Plan, 67

Mitigation, 100

Pitfalls as, 187

Register, 99
defined, 107
example, 101

Response, 100-102

Role, 119-122
defined, 146
Scrum, 203

S
Schedule, see also Scheduling, 49-50
Compression, 49
in the Project Plan, 65
Visualization, 90-93
vs. Resources, 49
Scheduling, 88-94
“Calendarization”, 90
and Process, 93
Continuum, 88
diagram, 88
defined, 108
Scope, 50, 53
Creep, 50, 187, 190
defined, 75
of this book, ix
Statement, 53-56
examples, 55-56
Scrum, 198
defined, 220
diagram, 199
Master Role, 203
Meetings, 202
Roles, 203
Team, 203
Seagull Management, 182
Sender, 153
Sequencing, 89-90
Silver Bullet, 187, 191
Situational Leadership Model, 12
Skills
Complimentary, 112
Roles, 119-122
Slack Time, 90
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defined, 108
Smoothing, 129
defined, 146
Social Loafing, 186
Software, Project Management, 91
diagram, 92
Specialist, 121
defined, 146
Specifications, see Requirements
Sponsor, see Project Sponsor
Sprint, 201
Backlog, 201
defined, 220
Planning, 202
Retrospective, 202
Review/Demo, 202
Stakeholder, 12-13
chapter tool, 102-105
defined, 21
diagram, 12
Expectation Management, 171-173
Groups, 13
in the Project Plan, 67
Poor Relations Pitfall, 183, 189
Power and Interest, 103
diagram, 103
Prioritization, 102-105
Register, 102
defined, 108
example, 104
Strategies, 103
Standards, Quality, 44
Statistic, Project, see Metric
Status
Meeting, 160
Report, 167
diagram, 167
Storming, Team, 123
defined, 146
Story Points, 200
Subject Matter Expert, see Specialist
Superstar-Support Team, 116-117
diagram, 117
SWOT Analysis, 98

INDEX

T
Tactical-Execution Team, 113
Team, 111-146
Based Decision Making, 209
chapter tool, 140-144
Development, 123-124
Hybrid Project/Operational, 207
Interdisciplinary, 115-116
diagram, 115
Large, 117-118
diagram, 117
Maturity, 140-144
Meetings, 159-162
Needs, 124-140
diagram, 125
Roles, 119-122
Externally-Facing, 120
Information Manager, 120
Problem-Solver, 121
Specialist, 121
Stakeholder Relations, 183, 189
Structure, 114-122
Influencing, 118-119
Success Factors, 111-114
Superstar-Support, 116-117
diagram, 117
Top-Down, 114-115
diagram, 114
Types, 114-118
Variable-Structure, 117-118
diagram, 117
Technical Debt, 46
Technical Specialist, see Specialist
Thrashing, 185
defined, 193
Time-Boxing, 210
defined, 220
Top-Down
Estimation, 81
Team, 114-115
diagram, 114
Tracking, 94-97
defined, 108
Visualization, 96



INDEX

Transformational Leadership, 4
Trend Report, 168
diagram, 168
Triple Constraints, see Project Triangle
Trust, 125-126

defined, 146
Tuckman’s Team Model, 123-124
U
Upstream, 188
defined, 193
User Story, 199, 211
defined, 220
diagram, 199
INVEST, 200

Story Points, 200
Utilization Metric, 166
diagram, 166

\'

Values, Organizational, 36-37
Variable-Structure Teams, 117-118
diagram, 117
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Variance
Metric, 166
diagram, 166
Report, 169
diagram, 169
Velocity Metric, 201
Version Control, 204
Vertical Communication, 152
Visibility, see Project Visibility
Visionary Leadership Style, 4
Visualization
Schedule, 90-93
Volatility Metric, see Requirements
Volatility Metric

W

Weasel Words, 181

Wishful Thinking, 183, 189

Withdrawal, 129
defined, 146

Work Breakdown Structure, 88-89
example, diagram, 88

Works Cited, see Notes
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