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Introduction

This series is designed to strengthen your
relationship with projectsand project manage-
ment from a variety of viewpoints as well as
educate you in the nuts and bolts

For our purposes here, projects are “re-
sults to be produced which require a certain
investment of time, resources and commitment
from those involved.”

Inthisissue, without getting too deeply into
project design, we will look at some of the dis-
tinctions that contribute to being effective at
project management and managing a project
team. We won't be dealing with any of the cur-
rent buzzwords, such as “ quality tools’ and
“critical path-ing.” ! In future issues we will
discuss coaching, team management and
project design.

A Most Important Resource

The most important resource for any
project isthe project manager. The project
manager guides the project, knows the
project inside-out and has the completion
of the project asa priority.

It isnot important that the project man-
ager know how to accomplish everything
involved with the project. It isimportant
that aproject manager have a powerful re-
lationship with the distinctions of project
management. Theseare outlined below, each
followed by adiscussion.

Asyou read through these distinctions,
check out how you, as a project manage,
relate to them. Don’t assume that under-

1 Seemy newsletter “Communication or Coverup: Work-
ing with Jargon,” July/August 1996 for tips on how to deal
with mystery terms.

First in a Series on Project Management

standing an element isthe ultimategoal. Un-
derstanding it only allowsyou to explainit.
Examine what you think, why you think it
and fromwhich paradigm you think it.

Paradigm

First, letslook at what ismeant by para-
digm, afavorite buzzword of the ' 90s. Of-
ten referred to as a mental model, a para-
digm is the context for information. The
paradigm determines how that information
is processed; what is noticed and ignored;
what isheard and not heard and, ultimately,
what is possible and what is not.

+ BeforeRoger Bannigter, aBritishath-
lete, ran the milein lessthan four minutesin
1954, it was considered impossible — out-
side the paradigm — to do so. Soon after
Bannister’s breakthrough, however, many
runners completed themilein lessthan four
minutes.

+ TheCEO of Western Union declined
theopportunity to manufacturethetel ephone.
From his paradigm, it was auselessdevice.

+ More recently, a small electronics
company in Californiainvented digital tele-
vision. They didn’t know it was considered
to be against the laws of physics — outside
the paradigm — by the scientists working
for the U.S. government.

Asyou evaluateyourself onthefollow-
ing distinctions, ask yourself, “What are my
assumptions about this?” “What am | over-
looking here?’ or “What do | think is out-
sidemy paradigm?’ If you ask yourself these
questions, you will find yourself taking a
fresher approach to project management.
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Distinctions
e The Future — How do you relate to
the future? |s the future one in which
your goal is achieved, or is it onein
which your goal might be achieved.
Stand in that future and look back
tothe present> What do you see? If you
stand in the future, you see the com-
pleted steps al ong the way — obstacles
overcome — and can then produce un-
precedented results. But if you standin
the present and look into thefuture, you
seeonly the obstacles and difficulties.

Standing in a future in which your
project is completed will give you a
powerful relationship to the project re-
sults and any problems that arise.

Every man takes the limits of his
own field of vision for the limits
of the world.

Arthur Schopenhauer, 1851

* Vision — Essentialy, the vision for
the project is the answer to the ques-
tion, “Why am| doingthisproject?’ The
vision connectsthe project to something
bigger and more important than the
project itself. It establishes the project
asapart of the value chain of the orga-
nization, linking it to the strategy of the
department or company and linking it
to your personal vision.

Your vision and the vision of your
teammates is a critical part of the
project. Thevision of theprojectisthe
context in which the project will be ac-
complished. Stating the vision fre-
quently will allow day-to-day concerns
to beviewed intheir proper perspective.

* Specific Measurable Result— Canthe
outcome of your project bedescribedin
specific and measurableterms?syour
goal to “work on X” or to“produceY”?
You get what you focus on. If you fo-
cus on activity, you will get activity; if
you focus on results, you will get re-
sults.

2This concept is clearly explained in “ The Mer-
lin Factor: Leadership and Strategic Intent,” by
Charles Smith in Business Srrategy Review, Spring
1994.

It may seem silly to stressthispoint.
But many an effort has been stymied by
focusing on the process (e.g., compl ete
15 customer service calls per hour)
rather than results (fix the customers
problems). Recognizing this can take
much of the mystery out of projects.
* Risk — Each project requires many
risks, including therisk of putting your
word on acompletion dateor time. Risk
could mean speaking straight to some-
onewho has promised you over and over
again to get something doneand hasn't.
It could mean declining apoliticaly cor-
rect request because it would endanger
your project. Risk takesmany formsand
if you are not willing to risk, you will
limit your future, not expand it.

¢ Failure — Weavoidfailure. After al,
we want to be known for our successes
and our range of accomplishments, not
for our failures.

But Henry Ford said, “Failure is
only the opportunity to begin again more
intelligently.” How many timeshaveyou
missed your goal, but learned something
very vauable? How many times have
youfailed, but stretched yourself beyond
what you thought you could do? If you
arewillingtofail thenyouwon'tfind it
necessary to find excusesfor your fail-
ures. You will be able to examine what
happened and build the company’s
knowledge base.

The magic component is value. Is
it worth risking failure for the possible
valueto be obtained?sthere sufficient
accomplishment availablein theproject
to justify therisk?

| am not suggesting that you be ca-
sual about what you promise, just alert
to when you are “playing” too small
(staying inside your paradigm).

* Systems — Your project doesnot take
placein avacuum. The other work you
have, the other projectsyou are engaged
in, the other promises you have made
and the people you work with make up
a systeminwhich you work. You must
takeit al into account when determin-
ing what new promises you can make.

Too many timesdeadlines are based on
idedl timelines, which do not take other
obligationsinto account.

The actions your project requires

will also have unpredictable side effects.
You can forecast many of these, but it
isimpossibleto predict al of them.
* Alignment — Isyour project aligned
with the strategy of your department?
Your other commitments? If it is not
aligned with the other projectsonwhich
you are working, and/or the direction
inwhich your department isgoing, then
maybeit should bereconsidered. It may
be agood idea, but not the one for you
or your department now.

* Personal Development — Decidewhat
you want to get from this project. Do
you need more visibility? Do you want
to develop your leadership skills? Do
you want to learn about the subject
matter of the project? Whatever your
personal agenda is, be clear about it.
Record it, let your manager know what
itis, and check inregularly to makesure
you are getting what you need from your
participation on the project.

Itisfineto haveyour owninterests
at heart. It is not petty. You are part of
the company and a valuable resource.
Itisappropriate that you devel op your-
self inthe course of working on amajor
project.

By the sametoken, you should work
with your team to make sure they are
also being devel oped during the project.

Putting it Together

A great project manager has a strong
relationship to these distinctions. They
will serve you and your company for
years to come. Projects are becoming
thelife-blood of most organizations. The
better you can manage projects, the
more valuableyou will beto your com-
pany — and, ultimately, any company.+

Watch for more in this series in upcoming
newsletters. They will cover Coaching,
Project Design, Team Management, and
other important project management tools.




