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ce the change order has been completed and approved

ed to reflect the change, and the change order the project plan should

5. 08
becomes a part of the

rocess of controlling change is not complicated. g

E ;gard needs to be constituted. This is a gmﬁp reprisii:?;gpgl?iictt 18 large, a change
GOI‘US es all requests for change. For the typical small- or medium-siz grestt?d e gt
procioblem of handling change need not be complex. The main source f)f Ezojgft,.howevﬂ,

o pMs, in an attempt to avoid anything that smacks of bureaucracy, ad uble s that too
- f handling requests for change. Misund i > 2COPt an informal
00655 0 ) erstanding often arises from this infor-
II; Jity, and the PM finds 'that the project becomes committed to deliver a changed out )
i xtended scope, but will have to swallow the additional cost involved, and will hal\lzg) ?(:
scramble 1O meet the old: unchal.lged schedule.
The problems associated w1tl.1 dealing with change orders informally are particular]
evere in the case of softyvare and information system projects. The severity of the problexz
of dealing with change in §0ftware projects, it seems to us, is caused by two interrelated
factors. First, software and information systems experts too often fail to explain adequately
(o the client the real nature of the systems they develop. Second, clients too often fail to
make an adequate effort to understand the systems that become the lifeblood for their orga-
nizations. The development of Agile approaches for managing IT projects, or the use of the
formal process for change suggested above, should help to reduce the degree of misunder-
standing and disappointment.

A senior executive at a large industrial firm that carries out many projects each year
sees control in a slightly different light. Noting that differences between plan and reality
usually represent problems for project managers, he remarked: “If you are solving prob-
lems faster than they are arriving to be solved, you have the project under control. If not,
you haven’t.”

Difficult as it may be, control is an important part of the PM’s job on every project.
Perhaps the most helpful advice we can give the PM is, in the language of the 1970s, to
‘hang loose.” One effective PM of our acquaintance tells his project team, “I will not accept
crises after 4:30 p.M. You are limited to one crisis per day. Crises are not cumulative. If

Better Control of Development Projects
atJohnson Controls

The Automotive Systems Group of Johnson Controls was
having trouble controlling their product development pro-
8rams with each project being managed differently, disagree-
Ments about who was responsible for what, projects failing
Pecause of rapid company growth, and new employees hav-
'0g trouble fitting into the culture. For a solution, they went
0 their most experienced and successful PMs and condensed
their knowledge into four detailed procedures for managing
Projects. Because these procedures are now common o le
Projects, they can be used to train new employees, standarc-
12¢ practices, create a common language, tie together dlffe;
®at company functions, create common experiences, ag.e ot
mplicit job descriptions, and create a positive overall pro]

Management culture.

The first procedure is project approval for authorizing

funds and use of resources. The sales
rst provide a set of product/mar%(?t
information, including financial data, proj.ect scopei)c?t:
cal dates, and engineering resource ‘requxrelrlnents roe?ec:;s
managenent will appowe B8 OV veor ok s
ini uch m

:tra?rtgg‘znficzg:;;eg)eﬁt—when more quest.io.ns are a;k‘:g
and more people are involved, better decisions ten

e m;ie- second procedure is the statement-qf—work, 1deni;
i . ements, and assumptions for the project. Here, bod-
i d’top management must sign off before pro
o CUSt_Omer Z?k begins, thereby reducing rnisum-ierstandci
g deSlgnd'w not only product specifications, prices, aix
e i ible product requirements, explfcxt
milestones but also int e

angl
exclusions, and gener

the expenditure of
department must fi

ic performance targets.
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i ject has h
n over the life of the proj e
void problems caused by late product cl.langes }flre(:'ren tt}}:: ; ol
t?)mer pam'cularly for 3- to 5-year projects v;l' o
nnei rotate off the project. Customers !1ave, oweve ,1 been
ssl(:)w to agree to this level of documentation becfziiuss it n;nte
imi i d specifications la

. ability to change timing, prices, an

itrlxj?lzeal;rl(l)gram whegn they are more knowledgeable about
ir needs.

theerhe third procedure is the work breakdown structure,
consisting of nine critical life-cycle phases running from d'ef -
Included in each of these nine

inition through production. of
: e b e tasks, the timing of each

phases are four key elements: th '
task, the responsible individuals, and the meeting dates for

simultaneous engineering (a formalized procedure at John-

elped

this documentatio

son Controls). '
The fourth procedure is a set of management reviews,

crucial to successful project completion. Both the content
and timing of these reviews are specified in advance and pro-
gression to the next phase of a project cannot occur until
senior management has approved the prespecified require-
ments, objectives, and quality criteria for that phase. The

cifies questions that must be answered ang

be reviewed by senior manage:ment,
Through the use of these procedures, which are upq ateq

d improved with each new project experience, the learnip
f;:at oceurs in the organization is captured and made usefy;

for future projects.

rocedure also SPe

work that must

Questions
1. Summarize the unique way Johnson achieved contro]

over their projects.

How did “scope creep” enter the projects in

past? Which procedure is now directed at controlliy

this effect? g

3. Which of the four procedures is probably mog¢ critj
cal to successful projects? .

4. What is the term used in the chapter for the Senior
management review described in the fourth Procedyre?

2.

Source: W. D. Reith and D. B. Kandt, “Project Management 4 %
Major Automotive Seating Supplier,” Project Managemen; Journg;

Vol. 22,

you don’t get yours in today, you do not get two tomorrow.”
good humor. Team members understand that the PM is not

to progress with exceptional smoothness. Crises do occur from time to time, but everyone

on the team works to prevent them by applying control in an e

ffective and timely manner,

Controlling Creative Activities

gome brief attention should be
evelo j i imi

dey cregtr?;?)t’ g;c?ne(;:itsidcll;sllsg;lngrgects, and similar processes that depend intimately on
degree of uncertainty surroundin
creativity. But neither of these dic
¥ly neither the enemy of creativity
Imply complete uncertainty. Whil

ams. First, the more creativity involved, the greater the
g outcomes. Second, too much control tends to inhibit

nor, popular myth to the contrary, does creative activity
e the exact outcomes of creative activity may be more o

All this is said, of course, with
serious, but his projects seem

paid to the special case of controlling research and

ta can be taken without reservation. Control is necessar-

less uncertaj .
n, the process of getting the outcome is usually not uncertain. If the potent

three genera 5
pproaches t ; . :
and (3) contro] of input res(()n:?:es roblem: (1) process review, (2) personnel reassignne™®

rather than
Process yge
to achj
contro], gy, €ve them, uncertain though they may be, the process is Subjecwdf;?
’ ible

I' €Xam -
the out ple 1n r ;
com ) €search pr .
e projects, the researcher cannot be held respor nce 10

Process Review
on the t

© Tes © Tesearch, 1 .
Precise po 1 0sal, the pyq ut can most certainly be held responsible for ad ern ifthe
Are not, 5¢t and the schedule, The process is controllable eve




instituted at each project milestone, gy, obvi
(ontrO ols. If research results are not as expected or degire dlo

0 com unity to assess the state of progress, the valye of ,

P Il\,enient 0131.31i ty of valuable results in the future, and the desjrq, cc

0 bi ) ’ ilit )
Sat@ dr(;?;  Again, the object of control is to ensure Fhat the researil?{izgia 18$ in the
lClpa.

' : the superior are not apt to be
g8 70 oral judgments from accepted or effoq
fie. Unilat 1 10t to OVErstress method as opposed to result. Method i Controilt;‘gécm
» and

st geb - controlled, but results are still what count.
goul

S’ummary
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us OPPortunity for
estones provige
OmpliShment to

l Reassignment This type of control is straightforward-individua1

e productive are kept; those who are not are moved to other jobs or to othei
who . ations. Problems with this technique can arise because it is easy to create an elite
gt while the favored few are highly motivated to further achievement, everyone else
fﬁft » be demotivated. It is also irpportgnt not to apply control with too fine an edge.
hileitis not particularly difﬁc1_11t to identify those who fall in the top and bottom quartiles
of productivity, it is usually quite hard to make clear distinctions between people in the

piddle quartiles.

personne

Control of Input Resources In this case, the focus is on efficiency. The ability
o manipulate input resources carries with it considerable control over output. Obviously,
efficiency is not synonymous with creativity, but the converse is equally untrue—creativity
is not synonymous with the extravagant use of resources.

The results flowing from creative activity tend to arrive in batches. Considerable
resource expenditure may occur with no visible results, but then, seemingly all of a sudden,
many outcomes may be delivered. The milestones for application of resource control must
tierefore be chosen with great care. The controller who decides to withhold resources just
before the fruition of a research project is apt to become an ex-controller.

Sound judgment argues for some blend of these three approaches when controlling
teative projects. The first and third approaches concentrate on process because pro-
%S5 is observable and can be affected. But process is not the matter of moment; results
. The second approach requires us to measure (or at least to recognize) output when
t oceurs. This is often quite difficult. Thus, the wise PM will use all three approaches:
thecking process and method, manipulating resources, and culling those who cannot of

020t produce,
In the next chapter, we initiate the project closure part of the text, beginning

Wit . _y
ish Cf;lvahlﬁltlon and auditing. This topic is closely related to the postcontrol topics in
apter,

— — |

Summary

As tpe .
text, .Enal Subject in the project implementation part of the e Control is dire f contro o
plamﬁng‘chap'ter ‘described the project control process in the e The two fundamental purp.os.es ’ o conserve e

Wag diScumOmtormg—controlling cycle. The need for control results through altering acuwt()i’ financial assets-
They ¢y >od, and the three types available were described. nization’s physical, hurman; &
managem eflgn of control systems was addressed, including
COngy 1S Tole, achieving the proper balance, and attaining

of creat -
Creative activity as well as handling changes.

time
cted to scopes COst and

e The three main typ

go/no-go, and postcontrol.




