Quality IS Projects, Inc.                     Increase Your Project Delivery Rate & Value


Improved Project Delivery

Ian Koenig PMP  -  Quality IS Projects, Inc

[image: image1.jpg]



Stand And Deliver!

It is time for Information Technology (IT) project organizations to stand and deliver.  This phrase, popularized by 18th century highway robbers in England, needs to be adopted by those responsible for executing IT solutions. The poor project delivery record in IT is not disputed. What is surprising is that the performance continues to be tolerated.  

We Need To Finish Stuff

A recent book by Larry Bossidy and Ram Charan entitled, “Execution – The Discipline of Getting Things Done” serves as a reminder of the importance of getting things done. Ask the person at Jiffy Lube who changes your car’s oil.  They understand execution, its what they do on a daily basis to keep their job.

Wake Up Call

The downturn in spending on IT projects and the general disillusionment with the return on IT investment should have been a wake up call for IT project management.  While we continue to debate the definition of project success and the appropriate levels of project management process maturity, business leaders continue to be frustrated by the cost and time overruns and the failure to meet agreed client requirements.  Project management can help but it is a matter of focus.

Better, Faster, Cheaper & More Predictable = Improved Delivery

The benefit or value of project management is better, faster, with fewer resources and more predictable, which can be summed up as improved delivery.  By focusing our project management efforts on improved delivery we add a level of tangibility.  Why not keep it simple with better, faster, cheaper?  Firstly, NASA embarked on a better, faster, cheaper campaign for project delivery that was blamed for the demise of the Mars Orbiter project (the subsequent report should be required reading for all project managers).  Secondly, the word cheap has negative quality connotations for some. And, thirdly, it is missing one other vital ingredient for management, predictability.  

Do We Need A New Approach?

Does this project delivery emphasis require a new approach?  To get organizations to focus on one area it is often helpful to package tried and tested practices as something new.  For example, Bossidy and Charan talk about the need for execution to be viewed as a distinct discipline and group existing management techniques that support it. Similarly, in IT project management we need to focus on the existing approaches and techniques that directly improve IT project delivery.  The following are some personal favorites that improve project delivery.

Better

To produce better products, first determine the “what” rather than the “how”.  The product based planning technique in the PRINCE2™ methodology provides all the necessary direction.  This project management methodology is business focused and is becoming very popular.  You may choose to adopt this technique but there is no need to replace your current project management approach, just accentuate the parts that improve delivery.

Faster

In software development, there has been much debate over agile methods and their applicability in large project environments.  No matter which development approach you choose, in project management we have a technique that keeps the organization sensitive to accomplishment, earned value.  Every reporting period the organization gets to compare what was finished versus what was planned and spent.  There is no credit given for effort.  

Fewer Resources

On IT projects, cheaper usually equates to better resource management, the right person doing the right task at the right time.  You may not have an automated resource management system but you can implement a skills inventory and some basic resource management principles, for example:

· Complete the high priority projects first

· Assign resources based on skill 

· Start the project with all the resources

· Finish more by working on less items

· Deliver frequently

· Do the right task right

· Resource management requires measurement

More Predictable

In addition to earned value reporting for predicting project performance, some form of event driven overall project health check should be used.  For an example, see the Canadian Treasury Board questionnaire.  Again the focus should be on project delivery not process compliance.  Broad measures, e.g., number of projects completed per year should also be tracked.

Silver Bullets 

There are no silver bullets.  This article has avoided mentioning techniques and approaches that claim to have revolutionized project management.  These would include critical chain scheduling, extreme project management, portfolio management. It is for the reader to decide their relevance and whether they offer any strategic or tactical value.  There is no easy route.  To change from rewarding effort to accomplishment requires a significant cultural change.  When choosing approaches and techniques, consider:

· Current culture – main drivers

· Desired behavior

· Likely behavior

· Strategy for change

· Measurable criteria

Time to Stand

Gartner has declared 2002 the year of consolidation for IT groups, a time to complete all the projects that were initiated under ERP, E-business, CRM, etc.  Processes are important, but many have lost sight of the objective.  Project delivery should be the focus for IT project management, not just for 2002. 
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