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INTRODUCTION

Today, many companies use Project Management processes and methods that were developed over 100 years ago, I
updated over 30 years ago, and managed with tools texie created in the 1990s. These outdated processes are

wrought with great inefficiencies as they have not been modernized to benefit from the latest technology advances.

Our experience has shown that-emgineering outdated project management procesgematch the latest technology

has led to gains of 20% or more in project efficiency.

The Empire State Building is a great lesson-gngineering to the latest technology fgreater efficiencies. The method

for building skyscrapers in the 1920s wagsémstruct andcomplete each floor before beginning the next level.

Howeve, most companies simply did nbave all the necessary equipment available to really have everyone working
fully on one floorat a time, thus creating large periods of inactivitytvl8 | ¢ AGAyYy 3 (GKS dackdift Sy
become available. Consequently, the common consensus was to scale up and totbesureas as much equipment

as needed to perform all the phases of construction (alls&mglefloor construction being a verpéfficient process).

Using this method, completion woulthve taken about 5 years.

alyed GAYSaz oNBITOKNRdIzZAKA KI LIISY ¢KSy dinrziofthe Sontéact bidy  dz
believed that with the use of new techniques, theyutd get thejob done in an unprecedented eighteen months. During
the interview process Paul Starretxplained: "Gentlemen, this building of yours is going to represent unusual problems.
Ordinarybuilding equipment and processes won't be worth a damntowe'll buy new stuff, fittedspecifically for this
220®¢ {GFNNBGG . NRaod O02YLIi SiSt techhndbgy@tihnISRdRGilddr $kelech. TiieK S A |
new processes allowed construction crews to bailtlamework and work on multipftoors at one timeg basically,

parallel processing. ThHriilding was completed in just over a yeamder schedule and budgeatith all processes there
comes a time and a place for rethinking in order to match thmeeesses with the most current tecblogy. The same
paradigm holds true for projechanagement processes. New technologies and methodologies for software
development arevastly different from the ones of 20 years ago. Project management processes, still ntie@0s,

need to be reexamired and reengineered for greater efficiency.
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The Evolution of Project Management

Early Efforts
Near the turn of the century, Frederick Taylor applied scientific reasoning to human work effort by showing that labor
can be analyzed and improved whigrtusing on its elementary parts. Before that time, the only way to improve

productivity was to demand harder and longer hours from workers.

Ly mdomn | SyNeE DFEydd ONBFGSR aDIydid OKFNIazé O2YLX SGS
sequence and duration of all tasks in a process. Gantt chart diagrams proved to be such a powerful analytical tool for
managers that they remained virtually unchanged for nearly a hundred years. It wasn't until the 1990s that link lines

were added to theséask bars, depicting more precise dependencies between tasks.

Mid-20th Century Efforts

The 1950s are considered the real beginning of modern project management as newer, more modern techniques
beyond Gantt charts began to be used. The US Army systemifdgram Evaluation and Review Technique" (PERT)
methodology along with the "Critical Path Method" (CPM); a mathematical technique for management of complex

projects.

In 1969, the Project Management Institute (PMI) was formed to professionalize andrnimafermal project
YFEYyF3ASYSyid G22fa FyR GSOKyAldzStimReaFOmpymyt AEYSIHd SI 2R
6ata.hYéo Fa 0GKS adilpyetmidagemény R IdzA RST Ay Sa F2NJ

Late 20th Century Efforts

After PERT, essentially no impravents were made to project management processes. Seur& was done on

GO9I NYSR I fdzS¢ FyR 20KSNJ Tl y Osignificdnticitadge. HoweRry piofect 6 dzii Yy 2 y
management software made a significant step forwand1990, Microsoft CopNJ (i A 2 Y LINE R da(s8llfhe & a {
most widelyused projeciplanning tool today. Other software vendors developed software toole/al, and like many

LINE 2SO0 YI y-RASAYBAYLGE AGyOSNR alANE OS&aaSasx GKSasS OFYS FNRY (K
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Project Management Today
With rapid technological advancements, thriving IT industries and business globalization, project management solution

are in demand throughout the world as a fundamental force to enable projects to be completedsomaessfully.

Unfortunately, project management has not kept up with the technology and development processes of tqday.

In many cases, simple projects are a thing of the past. Projects are now global in scope, utilizing complex technologies
and advance@pproaches for enterprise decisignaking and planning. However, project management discipline has
not matched up with this new complexity. On many projects, Excel spreadsheets are the primary vehicle for managing

resource pools, risks and issugesot avery enterprising or collaborative approach.

lfa2z az2Fdot NB RSQOSt2LIYSyd Aa OSNE RAFFSNByG GKIFy Al
LINAYFNE YSGK2R2f238d h@SNI (KS-oryQIINEY 3% ( | dolwbiliNgENklisLALLIE NI
less used today. Unfortunately, project management processes have not been adapted to the newest development

processes and tend to mirror the inefficient Waterfall approach.

Big hair, shag carpet, and stale Status Reports. Some #niegsst better left in the 80sg.

Project Managers Today

Many project managers are trained to run processes in a certain way, and not to look at the processes themselves as ¢
LIN2POfSYDP Ly az2YS OFasSa (GKS LINPOSas8S&adyNBJIZOKY ah ROBBR 2
most of these processes are outdated, modeled incorrectly or have not been modernized to the latest technologies. Te
@SINAR 32 GKSNB 6SNB y2 O02tfl02NI GABS 2N O2 Yacdsfomed i A :
to utilizing these new tools. Excel spreadsheets, Word documents and MS Project are not collaboratigthtralss

no updating, visibility, or sharing, but these are the tools with which project managers are most comfortable. Some of

the higgest hurdles to overcome are these entrenched tools and habits.
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THE PRACTICE OF PROJECT MANAGEMENT MAXIMIZATION

Impaired Visibility

Events

Changes "A boundary is not that aivhich something stops but, as

Project
Management
Processes

the Greeks recognized, th®undary is that from which

inefficiencies
Process

MOl
eleq
Kaligesoel] oN

something begings presenting.” (Heidegger)
Tasks

Artificial Timeframes

Hazards

Existing Project Management process boundaries create four hazards:

1. Impaired visibility ¢ KS t N2 2SOdG al yF3ISNJ 6taov FyR LINR2SOG SESOdzi)

all the critical events oactivities that occur. Risks, issues and impacts stay hidden until, in some cases, it is too late.

2. Artificial time frames.This leaves large gaps from problem noted to solution sought. In many cases, these problems

quickly grow exponentially, antbuld have been solved with little effort if the time lag had been shortened.

3. Multiple inefficiencies created as information moves from department to departmeiMoving progress data, in
multiple formats, from the project manager td, users and thexecutives creates inefficient and taxing processes that

the projectY I y I 3SNJ Ydzad I RKSNBE (G2 06SOlFdzaS aUiKAaA A& K26 6S F

4. Data from ideas, decisions and information are not connected in a logical fastata from multiple

systems creates sil&F RI F YR RATRRAEOEE ¢KAZY YWS@RAYSH (BKIS v
it is critical to understand the auditail of information from problem / choices given / decision made, to
changeimplemented. For example, in a SOX review the auditay need to see the issue addcision

making process behind a given change order.
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Boundaries to Review

In Project Management Maximization (PMM), boundaries are reviewed to remove tfaeseds. There are four
boundaries scrutinized for each processstbry of the processadditional events occurring as an event moves across
RS LI NI Y Sy ( 2TF Tl psddesRdyiploofdR; and data each process carries as it passes from one system to th

next.

Inefficiencies Due to the History of Process
First KS a. 2dzy RINBE 2F t NRBOSaa | A&02NEE¢ Ydpiotess)is histofyladddid SR

some cases, undo what has been taught.

| SNBQa Iy AyGSNBadGAy3d SEFYLX SY ¢KS ! ofistexastifdurfdet, digiRt NI A f
and a half incheswhich makes it exceedingly difficult to build whesing such an odd number. Why is that gauge

used? Because that's the way they built thenkimgland, and English expatriates built the U.S. railroads.

Why did theEnglish people build them like that? Because the first rail lines were built Isathe people who built

tramways and used the same jigs and tools that they used for buidigmns, which used that wheel spacing.

Why did the wagons use that odd whesglacing? Because that's the spacing of the old whéslmade by Imperial
Rome for the benefit of its legions. Thus, the standard U.S. raigaade derives from the specification for an Imperial
Roman army war chariot made over 2,08fars ago, and justide enough to accommodate the back ends of two

warhorses.

Although not exact in every detail, this anecdote is essentially true, illustrating the fact thaingt point the need to

analyze the history and understand why a process exists in its cdoentmust be performed.
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Avrtificial Timeframes Created Because of Lack oftiRealSystem

Scheduled status meetings are an example of an artificial timeframe that greatly affects the efficiency of a project. Tas}
are typically communicated to theam from the project manager via a MS Project plan. The team goes to work and the
following week report any issues or impacts that had delayed progress. This information is captured and put into an
Excel issues log and the MS Project plan is updatedorbidem identified to solution sought timeframe has been
artificially increased (not to mention the artificial administration the PM has to perform). These delays typically expand
the extant problem and tricklkelown effects are much greater than if thegimem had been discovered and resolved

immediately.

Loss of Visibility as Events Cross Departments
td 2yS O2YLIk yesx |ff &adzZJJX ASNB dzaASR F aNBIljdzSad F2N OKI

corporate, with corporate then assigning ittioe proper team. The initial contact was logged into a spreadsheet. As the
task to review the request started its lifecycle, the next corporate level lost visibility of what was happening. This cause
two problems: One, the clerk who was the primary cantfmr emailing the requests was inundated with inquiries of
GoKIG A& GKS OdzNNBy(d adliddzaé (2 GKS SEGSYd 2F AAE K2
company was liable for penalties, including fines. There were tinmesanthe team would tell corporate over the phone

that the matter was resolved (thinking they would then do it that day) when in reality it was lost in the cracks.

Loss of Traceability as Data Flows from System to System

Recently, we reviewed a change tmh system for a medical provider. Data started in the project management group

and then migrated to the SOX controls department. When this company was audited they found that they could not tie
the changes (material or otherwise) back to the task, issugsk that caused the change. Nor did they have the

rationale for change or the decisianaking process documented. We found an issues log that was an Excel spreadsheet
a task plan in MS project, a risk log of MS word documents, meeting minutes imkattail, an enterprisavide

change control system, and a separate SOX compliance system. Information was keyed in manually from system to
system. Key pieces of information were often typed incorrectly with errors. Data was in silos and very diffrewlé to t

from system to system. In some cases the data had to be replicated from five separate systems.
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THE RESISTANCE TO PROJECT MANAGEMENT MAXIMIZATION

The Otis Elevator Company installed 58 passenger elevators and eight service elevatoEsnpiteeState Building.
Though these elevators could travel up to 1,200 feet per minute, the building code restricted the speed to only 770 feet

per minute based upon older models of elevators. The builders took a chance, installed the faster (and mioserexp

1%

elevators (running them at the slower speed) and hoped that the building code would soon change. A month after the
Empire State Building was opened, the building code was changed to 1,200 feet per minute and the elevators in the

Empire State Buildjwere sped up.

AAAAA

{2YSGAYSa S@Sy I+ 3INBFG ARSI A& NB2SOGSR 0SOldaAaS AG A
set the pace, New York would see the wisdom sooner rather than later. We see the same dilemma with PMM. It is the
GFHESENI St SOl G2NWE 1 26SOSNE YIlye O2YLIyASa FNB 02y dSyi
GKAYlAy3dd 1'a WAY /[/2ffAya aleéeas a¢KS SySye 2F INBFG A

others make thaidecisions.

t S2LX S INB y2i dzaSR (G2 2NJ ySOSaalNARte& O2YF2NIloftS &)
' YSNRAOIY o0dzaAySaa on @SFENR F320d .01 GKSyzZ ' YSNAOIYaA
programmerwho pulled the rabbit out of his hat was a hero and a genius. His ability to be the hero was predicated on
only him having the information. Most technical resources hate having someone looking over their shoulder and want t
keep the shroud of mystery, asany view this as job security. However, in the 21st Century, the team approach is found

to be more effective, and two heads (or a hundred) are better than one.

Similarly, the leap to full collaboration creates a new and unfamiliar business paradigm chtapanies are moving in
the right direction but are not yet successful. They are still using Excel, MS Project, and email as collaborative tools
when, in fact, these were never designed for collaboration. Such tools do not allow everyone on the tegndé&basin

real time.
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Frameworks Needed

Collaboration

Collaborative tools allow everyone on the team to see data in real time and effectively tie all the information together
AyiG2 -ihgy&d (LI AOF A2y T a2 S@SNE 2y Sauselayalyss2itfsyintpariant thak S F
everyone seelte same reatime data, in order to manage various conclusions about the meaning of that data. By
GSOSNE2YyS3s¢é ¢S Oly S@OSy AyOfdzRS OSYR2NE | yR adzlJL)X A SNJ
commonly encounter team members who do not wanyane to know what they are doing. On a project with a large

I SNR&LI OS O2YLlyes (GKS KSIR 2F GKS {2Fd6FNB 9y3IAYSSNJ
gKIG 6S NB R2Ay3IdE 1S FStG KFG K&ESoHKBEER O3zt R DG (B
with any bad news or issues.

In actual practice, however, we find that allowing everyone to see the data, warts and all, creates a true synergistic tea

environment.

Communication

It is important that automated communitians are established. For example, our approach has Level 1 impacts (i.e.
budget changes of more than $5K) automatically communicated via email to the executive team, including the CIO. Thi
ONBIFGSa + ay2 aLAy 1 2ySé | LAANERDHIAENMD to beyf@rt arSatadse ahaly$ik Bsy 3
Fy23KSNI SEFYLIX S 4GS dlrala NS Fdzi2aYlFGAOrtte SYI At S

creates a reatime jump on the problem.

Coordination

Any changes must be immediatelytad, communicated and reoordinated. On many projects, the users are the last to
know about any changes. It has happened that, when the scheduled User Acceptance Test date arrived, users were to
the system is not ready. These users had already blocletinoe, reorganized vacations and allocated work to other

team members in preparation for the neeancelled test; obviously, not the best way to build goodwill. It is important

that if there are any critical slips in schedule, the schedule be recoordinveitd all teams automatically.
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ADVANTAGES AND BENEFITS OF PMM

Project Management Maximization helps executives and project teams think about old processes in new, more effectiv
glread ' LIANIRAY3I @Sa0GSNRI&Qa LINBe@ $ibking and tgchrdlSgy \Beldsi grebiyiP O S :
improved results. PMM involves taking outdated processes and transforming them with newer collaboration,
coordination and communication frameworks managed by the latest technology. This process is a new wegydiu sol
problems using new processes, better tools and fresh thinking to create profound project efficiencies, while also
reducing risks.

taa aGFNIa 6AGK O2YLX SGS LINRP2SOG QOAaAroAftAGe G2 ft2s
the given path. It eliminates the artificial time lags and wasted time spent on administrative work.

Most companies are still using old technology, and the available information is staleadwémistrated, non

collaborative and provides only a limitedopect visibility. Typically this old information is communicated primarily

through boring, norvalue added weekly meetings. Having the ability to drill down into greater detail for acanste

analysis allows questions to be answered and a clear pictutlee true situation to be understood at all levels.

The elimination of unnecessary meetings is highly advantageous. Typically, the PM has three meetings per week: IT
development team, the user management group, and the upper management stakehddetsgroup wants different
information to be presented at the meeting. In addition, meeting reports and presentations, of whatever degree of
sophistication, must be created in preparation for these meetimsrequiring different information. If therera, for

example, 30 people inthe ITteam 801 dza SNBE > | yR (KS YIylFI3SYSyud hdulsddd (K
up very quickly.

GwSaSINOK akKz2ga (GKFG Y2ald LINRPFSaaarz2yl t dondiderarprodugiivel @S NJ
meel Ay 3adé o0{h'w/9Y | ySis2 Neetiagsih Anlercy: & SUdBof teondy, Bosts d#d 1 S t

attitudes toward business travekleconferencing, and their impact on productivity)
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Our research has found that at least 30% of a projegfthad SN & GAYS A& & LIS yalue Rdfekly 3 | F

work. At a minimum, PMM can reduce or eliminate this percent simply by automating tasks and distributing them to the
team via collaboration tools. Removing routine project administration sucl@apiting inputs, getting signoffs and
making reports and spreadsheets allows the PM to do real vadigied work such as issues resolution and risk

mitigation. If one calculates the marours spent on administration, the savings for this aspect alone age.hu

Project Management Maximization reviews these boundaries for each specific type of project and utilizes techniques
specific to that project. As an example, a development project utilizing Agile, an SAP project, and a Data Center Upgra
project wouldall utilize some of the same (slightlyodified) processes along with

AaSOSNIf RAFFSNBY(G LINRPOSaasSa ol aSR dz2y (GKS LINRP2SOG ¢

for an infrastructure project and would be removed from the prachst.

The remaining processes would then be mapped and matched to the newest software frameworks. Collaboration
software would be utilized to create a re@ine communication structure. Some companies have started using
collaboration software and believthey are realizing the benefits. Actually, in most cases they are using only a fraction
of the capability, often only for document storage or similar. It is like a company believing that, because they are using

Excel, they have a great financial infrasture.
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EXAMPLE 1 CUSTOMER SATISFACTION MAXIMIZATION

Usual Practice The project team diligently tracks schedule and budget as the custsatisfaction measurement. The
closer to ortime and orbudget the project is, thbappier thecustomers are; or so goes the perception. The project

team believes that they know moig K 'y (G KS Odzad2YSNJ a2 GKS Odzad2YSNRa 2L
satisfactiorh & ONA GAOF f ¢ Aa (KS 2 ola& adualprieasirad: ThiS lalbwsAlugicd & Yy SO ¢
G52y Qa4 Fal | ljdzSadAzy AT &2dz R2y Qailidages oiarall dust@nerlsafistagt® NI £
G 0KS @SNE SYyR 2F UKSNBEKRE88O04 20 i K Radl WiR 8 Ju@ipihapio@t 2 R S R

In addition, project managers are not taught how to measure customer satisfaction and saltdyy’ KSI NE | & @
G2 GKS O0dzAaG2YSNI Ay (KS KI f f gthe mdasfrBmeiit fSustordel skiitioS t@BNE i K ;
executives. On one project, there was afullsééld @2 f dzi A2y oO6NBgAyYy3I YR (GKS ta 62d
issuesthatweara NREy Ay 3 2dzizé¢ 0650l dAaS aiKS SESOdziA oS Olwaters KU
withd A NNEt SO yid FI OO0 aodé
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