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Presentation Overview

- How do projects get into trouble?

- Five key problem areas.

- A realistic approach…to 
planning and rescue.

Think for a Moment.  How do projects go 
off track?  What are the key problems that 
contribute to, or cause, project failure?    
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Participants are encouraged to 
ask questions and offer their 
insight based on personal 
project experiences.

This is an interactive 
Workshop!
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The Or igin of Projects

� Market Forces;
� New Technology (related to market forces);
� Customer Requests (internal &  external); 
� Corporate Strategy;
� Mergers &  Acquisitions;
� Ideas from people like you.



Interesting Statistics *

• Fifty-two percent of completed projects fail to 
meet proposed functionality (survey of 13,000 projects)

• Fully 1/3 of general projects are failing

• Approximately 28% of IT projects are 
“successful” (survey of 9,800 projects)

*  Standish Group, 2003
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True Project Cr ises

� Two weeks before turning over a software project to 
the client with 500,000 lines of computer code, it is 
discovered there are 25,000 “bugs”

� Two years after starting a $1-billion program 
consisting of 25 projects, the budget is over-run by 
$100-million and behind schedule by 8 months.

� The “Big Dig”  in Boston, MA. Proposed in 1983 at 
a cost of $2.2-billion is to be completed in 1995.

Current cost: $14.6Current cost: $14.6--billion billion 
Completed in: 2005(?).Completed in: 2005(?).

2006: I t appears that project quality may be deficient.2006: I t appears that project quality may be deficient.



The Tr iple Constraint
THE Measure of Project Success

Cost

Schedule Quality/Scope
(per formance)

(or  failure)(or  failure)
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Q:   Can we be on budget, schedule, and meet 
performance parameters, and still have an unhappy 
client?

Other  key success factors:
� Safety 
� Strong communications throughout project lifecycle
� Making your customer/client “ look good”
� Elimination of end-of-project surprises
� Flexibility to meet customer needs
� Strong team building and performance
� Recognition and understanding of key stakeholders



Top 10 Reasons Projects Fail
(David’s Top 10 L ist)

• Poor  Planning
• Inadequate Resources
• Lack of Management Suppor t
• Poor  Communications
• Conflicts Between Departments 
• Poor ly Defined Roles &  Responsibilities
• Objectives Not Clear  
• Changes in Goals or  Resources
• Failure to Heed Warning Signs
• Unrealistic Expectations



For today’s discussion, let’s focus on the
following five issues/causes:

1.1. Poor PlanningPoor Planning

2.2. Continuous Scope ChangesContinuous Scope Changes

3.3. Wrong People in ChargeWrong People in Charge

4.4. Poor Communications & Team DynamicsPoor Communications & Team Dynamics

5.5. Dysfunctional OrganizationDysfunctional Organization

Rescue of HighRescue of High--Visibility ProjectsVisibility Projects



Poor  PlanningPoor  Planning

Why do seemingly intelligent people Why do seemingly intelligent people 
skip the most impor tant par t: project skip the most impor tant par t: project 
planning?planning?
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Execution ClosingPlanningInitiation

Typical Phases of the Project L ife Cycle

Time 
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Project Control

Many times, teams try to 
jump from concept to 
execution.



Poor planning occurs for a variety of reasons:

- Lack of project processes or methodology
- Turf disputes 
- Inexperienced estimators (schedule & budget)
- Lack of focus and direction (unclear objectives)
- Lack of time to adequately cover details
- Unrealistic deadlines/budgets
- Client Issues– unrealistic expectations; may not 
know what they want….
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I f I  were to visit your  I f I  were to visit your  
company and asked to see a company and asked to see a 
project plan, what would project plan, what would 
you show me?you show me?
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Planning the Project

PMI outlines nine key areas to effectively plan, 
execute, and manage a project.  These include:

Integration Management
Scope Management

Time (Schedule) Management
Cost Management

Quality Management
Human Resource Management
Communications Management

Risk Management
Procurement Management



What are Some of the Typical Problems
Associated with Each Phase?
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Scope Creep

Creep

The continuous, 
unauthor ized, changes 
to a project that results 
in the expansion or  
addition to the project 
scope.

Source: Project Management Institute
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Controlling Project Scope
(A Top-10 Failure Element)

Project 
Plan 

Approved

Request 
for  

Change

Project 
Continues 
per  Plan

Review 
Change 
Impact

•Cost-Benefit
•Resources
•Schedule
•Quality

Change 
Approved NOYes

Revise Proj  Plan
(re-baseline)

Be sure to 
document the 
request and its 
final disposition!



The wrong people are in charge.The wrong people are in charge.

How does this happen?How does this happen?
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Matr ix Organization

Functional
Manager

CEO

Functional
Manager

Functional
Manager

Staff

Staff

Staff

Staff Staff

Staff

Staff

Staff Staff

Project Team

PM

PM

PM

Adapted from PMI, 2005

Functional
Manager



Strong Matr ix 

Functional
Manager

CEO

Functional
Manager

Functional
Manager

Staff

Staff

Staff

Staff Staff

Staff

Staff

Staff Staff

Project Team

Manager  of 
Proj  Mgrs.

PM

PM

PM

Project OfficeProject Office

Adapted from PMI, 2005



What is the Role of the
Project Manager?

List at least 5 things for which
The project manager is 
responsible:

1. ________________

2. ________________

3. ________________

4. ________________

5. ________________

Name 5 desirable traits for
A project manager:

1. ___________________

2. ___________________

3. ___________________

4. ___________________

5. ___________________



Proper  Project Scope Development

� Develop and confirm client requirements (SOW)
� Develop detailed WBS
� Obtain input from all key stakeholders
� Perform initial risk review (impacts to WBS)
� Develop a full project plan covering the 9 areas of PMBOK
� Obtain client and Sr. Management sign-off on the plan
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TechnicalManagerial

TheFork in the 
Road of Your 
Career!
(~ 5 to 7 years)

Career  Decision TimeCareer  Decision Time
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Project Managers need key manager ial 
skills more than technical skills:

• Strong communication skills—written & verbal
• Ability to grasp situations and their implications
• Can sell ideas and obtain executive support

(negotiations)
• Motivates the team
• Staying focused on the deliverables and end results
• Managing client expectations
• Resolving conflict
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PM Core Competencies

Project 
Manager

Organizational
Awareness

Action 
Management

Knowledge
Interpersonal 

Skills

Judgment, 
Integr ity

Leadership

Negotiation Skills

Communication
Skills

Thinking Skills



Dysfunctional Organization

Just like families, 
organizations sometimes 
need therapy…..
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Communications and Teams

Six key Documents that are used as communications tools:

1. Project Plan
2. Status Reports
3. Issues Log
4. Meeting Minutes
5. Scope Change Log
6. Org Chart

And a 7th element is a necessary evil:

7. Presentations7. Presentations

Bar f!



Stakeholder  Expectations

� Expectations will vary significantly across 
organizational, depar tmental and functional lines.

� Communications plays a key role in managing and 
defining expectations.

� A pr imary problem is determining the unspoken  
requirements of key stakeholders.
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Communications
Signs that communications are broken:

• Language is too technical
• Serious personality clashes
• Mistrust
• Confusion over who does what when
• Difference in expectations
• Issues linger too long 
• Conflict becomes the norm
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Companies may have good people and strong 
support services.  However:

� Many upper level executives fail to understand what 
project management is all about and how it can help 
them—it is considered a “ lower-level” tool.

� Very little process—PM or functional

� Too much in-fighting

� Project responsibilities split between departments

� The organization has a history of little accountability, 
lack of discipline on the part of PM’s, and few 
requirements in the selection of project managers.
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Organizational AwarenessOrganizational Awareness

Sources of organizational conflict include:

� Competition for budget
� Competition for human resources
� Disagreement over work responsibility (i.e. turf)
� Unclear roles and responsibilities
� Disputes regarding project approach or priorities

Understand that most project interactions take place between 
people, not through “processes”  or the bureaucracy.  A project 
must be organized to allow people to reach the project goals.
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CommunicationsCommunications

The advantages of clear ly defined roles and responsibilities:The advantages of clear ly defined roles and responsibilities:

� Reduces the chance of duplication of work;

� Reduces conflict over who does what within the project;

� Ensures that every task or activity is assigned to someone;

� Delineates who is in charge;

� Reduces the possibility of organizational conflict.
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CommunicationsCommunications
Assigning Roles and Responsibilities

Sample Assignment Table:

Overall responsibility & authority for project implementation.
– Directs and manages the project team
– Serves as link between Mfg., project team, and executive mgmt.
– Develops and manages scope, budget, schedule

X- 5434Jane Doe: Project 
Manager

Liaison between project team and procurement department.
– Works with project team to procure needed hardware
– Ensures that company purchasing policies are followed
– Expedites “at risk” material deliveries
– Develops procurement schedule
– Assist with RFP and bid-award process 

X- 4117Mary Doe:
Procurement

Primary technical lead and decision maker for all technical aspects of project.
– Responsible for analyzing suppliers and technical solutions
– In charge of design team
– Develops standards and testing criteria
– Ensures technical solutions meet requirements

X-3322John Doe:  Lead IT 
member

Responsibility &  RolePhone 
Ext.

Name/Role



CommunicationsCommunications

Responsibility Assignment Matr ixResponsibility Assignment Matr ix

Key Activities
P

ro
j.

 
M

g
r.

T
e

ch
. 

L
e

a
d

P
u

rc
h

.

S
/W

 
E

n
g

r.

T
e

st
in

g

E
le

ct
r 

L
e

a
d

 
E

n
g

r

O
p

n
s.

V
e

n
d

o
r

Specifications A, R, S S, A, R R I I I I
Bid Process S, A S, I S, A I I I I
Procure H/W S A, S
Project Plans A, S S, R S, R S, R S, R S, R S, R P
Electr. Design A, S A, S
Procure S/W A, S A, S
Debugging A, S A, S
Dwg. Approval A, S P
Factory Test A, S
Field Test P A, S A, S A, S A, S A, S A, S
Training A I A, S A, S A, S A, S
Operations R R A, S P
Procedures A, S A, S
Sys. Turnover A A, S P A, S A, S A, S A, S A, S

P= Par ticipant   A= Accountable  R= Review Required  I= Input  S= Sign-Off Required



Project Teams – Group Dynamics
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Character istics of Successful TeamsCharacter istics of Successful Teams

1. Clear direction and goals
2. Good leadership
3. Tasks that are suited for teamwork
4. Necessary resources to perform the tasks
5. Supportive organizational environment
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Stages of Team DevelopmentStages of Team Development

• Forming – Orientation 
• Storming– Conflict 
• Norming – Structure & Relationships 
• Performing – Work 
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Team CommunicationsTeam Communications

� How do different backgrounds of
members affect team communications?

� What factors lead to  miscommunications?
� How does one build trust?
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Team communications:

• Members many times have different professional 
backgrounds.  Special jargon or language can impede team 
communications.

• Team leaders sometimes send briefer messages that needed 
because they overestimate the receivers familiarity with the 
information.  

• Team members have a tendency to convey information that is 
positive.  That is, unpleasant problems are ignored in the 
interest of team harmony.  The leads to the illusion that 
everything is good.
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Trust Issues

• The absence of trust will destroy a team’s ability to 
function effectively.  Teams with low trust levels have 
decreased communication, less cooperation, and more 
conflict.

• Trust, once broken, is extremely hard to regain.

• Trust evolves from people’s values, attitudes, experience, 
and emotions.
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Building Trust: Intangible Benefits

• When trust is high, people are more willing to 
help

• Trust encourages the free flow of information 
and increased participation

• People are more willing to commit to group 
goals

• To build trust, one must accept group 
members’ contributions, support their actions, 
and cooperate in assisting them.
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Facilitating Team Meetings

1. Maintain an open and collaborative climate
2. Manage disruptive behavior
3. Manage differences
4. Summarize important decisions
5. Evaluate Group dynamics and process
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Execution ClosingPlanningInitiation

Conflict During the Project Life Cycle

• Schedule
• Pr ior ities
• Procedures
• Resources
•Tech Opinions
•Costs
• Personality

• Pr ior ities
• Resources
• Schedules
• Procedures
• Tech Opinions
• Suppliers
• Stakeholder  
expectations

• Schedules
• Technical Issues
• Pr ior ities
• Costs

•Resources
•Schedules
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Conflict Resolution Strategies

Low

High

High

Desire to 
get your 
solution

Desire to satisfy others

Dominate Collaborate

Withdraw Accommodate

Compromise
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Conflict Resolution Strategies

Low

High

High

Desire to 
get your 
solution

Desire to satisfy others

Dominate
• When an emergency exist
• To demonstrate position power
• When stakes are high

Collaborate
• To reduce project costs
• To gain commitment
• To obtain support
• When you will both win
• To maintain future relationship

Withdraw
• To gain time
• To discourage opponent
• You think the problem 
will resolve itself

Accommodate
• When stakes are low
• To gain time
• To maintain harmony
• When any solution will work

Compromise
• As a temporary solution
• To maintain relationship
• When your opponents are as 
strong as you
• Makes a win-win

Adapted from Paul Dinsmore, Human Factors in Project Management, 1980
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How to prevent or  mitigate 
“ End-of-Project-Surpr ises”

Risk Management
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Why Use Risk Management?

Risk management, in project planning, is very misunderstood.  
Project Risk Management will help you:

� Reduce crisis management 
� Minimize project surprises 
� Anticipate problems thereby making you proactive 

rather than reactive
� Increase likelihood of project success
� Enhance your company’s competitive position
� Become a better manager
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Sources of Risks

� Scope changes
� Regulatory interpretations
� Changes in requirements
� Errors/omissions
� Poorly defined roles & responsibilities
� Poor estimating
� Lack of qualified resources
� Supplier problems
� Unrealistic deadlines
� Constant organizational changes
� Misunderstandings (communications)



Key Point

It is important to document and communicate 
the risk strategy.  If certain scenarios occur, it is 
important that the key stakeholders know what 
course of action will occur and why.

One of the biggest mistakes a project team can 
make is having contingency strategies and not 
communicate them to others.  What good is a 
risk strategy if no one is informed?
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� It is always better to avoid risks early in the planning stage rather 
than deal with them later during implementation.

� In speculating on risks probability, people have a tendency to be 
optimistic.  Similarly, it is easier to overlook obstacles than account for 
them.

� The severity and impact of a risk event may vary with time and place 
in the project life cycle.

� Regular risk reviews are necessary to anticipate problems that may 
occur throughout the life-cycle of any project.

Key LessonsKey Lessons

Note:  Projects will always have changes.  Therefore, risks are 
an integral part of project planning.



An Early Warning System

Trends in projects will start to appear about 20% through a 
project’s lifecycle.  How can we capture these trends?

� Track and monitor schedule and cost variances
� Performed earned value analysis
� Monitor key milestones
� Convene regular status meetings and reporting
� Assign responsibility for risk responses
� Manage project changes (especially scope changes)
� Communicate, communicate, communicate
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More Key Points

• Risk events are situational, interdependent, value-based (costs),
and time-based.  Risks reviews are not precise.

• Risk identification is a team activity.

• There are basically four processes: identification, quantification,   
response development, and control.

• Risks can be positive (opportunities to chase) or negative (threats
to minimize or avoid).  Mostly, they are negative.
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(Implementation)

Close
Project

Plan &
Author ize

Project

Develop
Business 

Case

A Project in Progress

Time 

L
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f 
E
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Design
Project

Construct
Project

Gate 1
(Project Identified &
Budget Approved)

Gate 2
(Final Project 
Approved)

(Change Control)

Gate 3
(Project 

Deliverable)
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Disaster  Recovery
When Do I Escalate to Upper Management?

� When a significant risk event is triggered.

� When you are showing a consistent trend in budget or 
schedule overrun and you need assistance from the executive 
team with corrective action.

� A majormajor scope change request is received.

� A major supplier performance issue is discovered.

Status reports should keep everyone informed; therefore, 
there should not be any surprises.

(KEY POINT: A project will never  succeed without executive support)



Disaster  Recovery: Suggested Steps

Assessment Phase–Urgent First Steps

1. Develop a new Project Charter.   

• Assess current project status

• Understand project history, key players, and 
sensitivities
• Review the project plan.  Where was it deficient?  
Does it cover the nine areas of PMBOK?

• Begin building team rapport; obtain critical 
information
• Redefine the mission, goals and objectives of the 
project
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Disaster  Recovery: Suggested Steps

Assessment Phase (continued)

If team morale is poor, you may wish to develop, by 
consensus, a team charter or contract.  Key items should 
include:

� Expected team values (trust, open communications, etc.)
� A process for dispute/conflict resolution
� Expected team behaviors: honest discussions, civility, etc.
� Clearly defined roles and responsibilities
� Shared accountability
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Disaster  Recovery: Suggested Steps

Recovery Phase– Quick Secondary Actions

2. Hold a project kick-off meeting with team. 
• Present findings of the “Project Assessment”
(Findings should be ranked and prioritized)

• Provide roadmap for moving forward

• Establish a “War Room”

• Confirm new team charter/contract

• Present redefined mission and objectives

• Perform a Risk Assessment (find obstacles to team success)
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Disaster  Recovery: Suggested Steps

Recovery Phase– Planning 

3.   Develop a new plan that clearly delineates 
goals and objectives.

• Cover all nine key areas of PMBOK

• Identify the new critical path and new budget

• Determine what resources are needed.  Compare    
this to what you currently have

• Develop new WBS and Schedule

• Obtain approval and signature of upper 
management and client: RESET EXPECTATIONS!RESET EXPECTATIONS!

• Develop and use a Scope Change Process
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Disaster  Recovery: Suggested Steps

Recovery Action – Hit the Ground Running! 

• Meet weekly (or daily, if needed) to track 
project more closely.

• Keep upper management/client informed of 
issues & progress: communicate.

• Perform regular risk reviews

• Monitor and report (status) key project 
indicators: budget, schedule, milestones, earned 
value, quality, etc.

• Be Proactive: MBWA

• Control Scope!!
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4. Several key factors may lead one to consider 
scrapping the project.

Disaster  Recovery
Suggested steps

I f Recovery is Questionable– Cancellation?

• Loss of project sponsor

• Market or business conditions have changed

• Project benefits cannot be delivered with current 
resources, budget, or schedule. May not meet ROI.

• Changes in technology have made project obsolete
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Control Techniques,
Tips and Guidelines

Among the things a project manager  must do:
� Insist on good documentation—it will CYA
� Monitor results to assure that specs and contract conditions are

being met
� Insist on revised SOW, WBS, schedule, and budget when major

changes occur—document scope changes through a change form
� Monitor and control direct contact with customer and prevent 

unauthorized changes in SOW and contracts
� Personally participate in any trade-off agreements made between 

functional managers and customer representatives
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How do we deal with Cr ises? What should be my actions?

1. Prepare for new/additional problems (Risk Planning)

2. Surround yourself with good people
3. Hold people accountable
4. Obtain facts, data and information as quickly 

as possible
5. Do not manage an emergency by long distance
6. Maintain relationships with stakeholders

(A crisis is no time to start looking for friends)
7. There should be only one person in charge

(i.e. you need the authority, not just the …. responsibilityresponsibility)

8. Set up a war-room
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A few pointers on what to expect in cr isis situations:A few pointers on what to expect in cr isis situations:

• It is extremely stressful
• You will probably not get much sleep until project is 

stabilized
• Multi-tasking is an understatement
• You will have to provide continuous updates
• You may have to deal with the media
• (everyone will want answers “now”)
• You may have to replace (i.e. fire) some of the team
• Fire-fighting will be the norm until you get a grip on 

project risks
• You may experience personnel turnover
• You will be between a rock and a hard place
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1. Do we manage small projects the same as large ones?

2. Do projects ever end?  How do we know when we are 
finished?

3. How do we know if we are on budget and schedule?

4. Can we prevent scope creep?  (What is Scope 
Creep?)
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Discussion QuestionsDiscussion Questions

5. When asked to rescue a project, are there situations where 
you would be smart to decline?  Under what 
circumstances?

6. Why do you think communications will play a bigger role 
in project recovery?  What is the implication for the 
project manager?

7. In considering the project triple constraint (cost, schedule, 
quality/scope), which one do you think is the most 
important in project recovery?  Which one do you think 
will be “ reduced”  first?
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Thank You!Thank You!


