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Project Pitfalls: From Symptom to Solution

CALISE

THREAT

SOLLITION

The ppoaming stesnng comm ittee meeting
has been reschedu led Thres times because

of varisus mem b commitnee nts eewhers,
and It looks like the new date won t hold ether.

APATHY

Leaders lack a sense of urgancy
E

about the progect’s goals and

execution

fthe business need for the project is urgent
but leaders don't cormey that, deadlines will
slip and the cost of secoessful comphetion—if
t remains possible—will increase
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Yaouwand the project team have |ust presented the
Implementation plan tothe senlor team. The CEO
calls you after the meeting and says,"I'm worried
sormehow the coul of this th ng Is missing |ust
don't think the tearn gets what we're trying to do”

CONFUSION

Leaders and team mambers lack a clear image of
the goal: how the business shou ld operale ance Lhe
initiative is complets

- |f the people involeed in the project aren't crestal
clear about its business goal and hiow people will
IR -'||ff~cri:n|:|:,'_ ¥ havye no fowndation for plan-
ning, decisicn-making, or evaluating swcoess. As a
result, the project could go way off track without its
l=aders realizing it until it's nearly completed
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O previous projects, exedutives wene convinced the
technology was no good because they were not get-
k ng the business resa its they warnted. Meanwhiba,
the project team kept insisting it was the fault of
the users—gespite users’ best efforts to work with
tha new technology

INSTALLATION MINDSET
Your arganizaticn’s prirnary focus is on installing
techra = rather than on real ting bBusingss resulls

fnstallation—providing systams and Lraining—is

recessary but insufficient, Beadlnabion—prod i ing Hit

expected business benelils—alio requires changeas in
processes, behavior and attitudes, If Yo T LG o

|'|-.|:||||'|;:' -.:r'-.lr"rl'.,.:urn] dedite few resources Lo reallzing
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Ehair |H‘r|r‘|l'.1__:,':'\ll. vl 5FI fhem, and the [lr:'-_||-'-:| will

b _|l|.]5|-:! alailure eden il tha techng =0 waarks
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Ta light & fire under a pathetic leaders, calculate
the cost of the initiative (including other proj-
ects that will not get done} and the cost if it is
NOT completed successfulby (including ongoing
profiems and missed coportunities). IFthe cost
of killing the project is unacceptable, make sure
all key players wnderstand the consequances for
the organizaticn and themselves if it fails. H the
cost 5 acceptable, consider killing #; others may
be more urgent
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Identify every group {including customers) with a stake
in the project’s cutoome. Meet with them or their repre-

sentatives, explain the project’s goal and what they
need to do to achiewe it. Use visualization technig ves
like scenarios and storytelling to make your viskon of

the future vivid and chear. Summarze it in 3 brief state-

ment of intent, and share it with evenyone imalved in
the project

Miake sure you understand what realization will requ.l'nt
Ther, resdiew amd adjusl O ey Bl Hll.ll. alan, rretrics
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One of your trainers comes back from a session with
and-users amd says, Tou weou ldn't believe what just
happened: [ he director told all his direct reports not
to worry—if they had problems karmi g this new
system, they could always go back to the old one.”

WEAK SPONSORSHIP
Leaders are nof prowiding the support the initiative

reeds Lo succead

""" Successlul change reguires nod just ane sponsor, but a
refwaork af powerful individuasls who will give the initialie
their full public and private support and be Tirm with peo
ple wwho fail ta do thelr part in making the project & su
casd, If spondord skip critical mestings and do ned stand
behind the project, peaple will nat make the changes The
project requires, and it will fail . -

You know that the project = |'I.]'-'II'IE SO Groems—
dates have slipped, and your instincts tell you thene's
rrore Below the surface. Yet you've [ust recelved a sta-
tus report from your project mana ger saflng avery-
thing Is moving akong s moathly

UNPREPARED TEAM
The project team lacks the skills and toots needed for
SLICCESS,

- you don't have the people with the skills and

e perence wou neLd on the team, or Theyre stretched
to thim, key parts of the plan will be executed poorly
In Tact, they may nat know how To ask The rlgl'lt
questions. T he result: You may have to redo large
parts of the project, which means ma|ae time and
Dudget cvermu ne

INSTALLATION

and team mambers to ensure They targe? butiness

results inat just techpical milestones] and how processes
and behavics sl (|'i|'|t;¥ Hold § e proiect Team, sendors
a

céang ulbants accountable For de ering Buginess

resu s, nod just for getting the systerm running

Al mich el of 'r|.:|r|.|5:"r|-r'|||_ Idzntﬁywlmmnd: to be
in the netwaork n-l"i-pnﬂ:nr: and gauge '|-::-'.-'.".'.|:'-|'BI'.- '.I'H:,-'
Lupport the change, Talk to the mast cenior spongor,
agres an wehial actions that person will Lake, and have
et make sure the mext evel of leaders takes responsibil
ity far the project’s success Repeal this proceis until you
have reachad front-line Su paryicor

Yo send out 3 message asking about Tewo dozen
"power users” tosign up for a workshop to capture
thelr input. Maost of tharm don't respond, and when
wou call a couple of them to see iFyou cai get ther
to s honw L, ey Snap at you.

OVERLOAD
The pecple involed in the initiative can't handbe its
demands along with everything else they are doing

© Theres anhy so much l:l'l.'-ll'lgl:' peaple can hamdle If

particigants (incleding keaders) feel overwhelrmed by
their workload or the amount of change they must
endure, they will koge patience, f-’_“{l.i-&’llg.' on The
parts that matter to them, or just go through the
motions [ halr involverment will b i.4|.~='-|"|:|.'.-l.and
ary I:I'lal'lgei- In Fuids They seark will be shodt-lived

You e I"I|.'|E mentin E. a systern That Is des _‘:-',,I ed o
Toster teamwiark a g your extremely competitve
i lespenple Your tog sales parson conslstartly fails
ta enter data into the systerm and, what s swaorse, no
one ks willing te de arything about it

MISALIGNED CULTURE

The initiative’s leaders haven't factored the crganization's

cufture intc Ther pl:.nnl-':g

© In most cases when change conflicts with the

culture, the culture prevails. The technology may get
Imstalled, but F-."'I:I|.'I|l:' won't alter their think ng and
behaviorn Unbess the Pll:ljl:'ﬂ dinect t'. addnesses These
cultural gaps, the likelihood of realiz ng the full
benefits of the project & smal

Make sure the project team has the right people

with the min of skills [including change managemsnt],
paltical cregdibility and clarty of vision they need for
success, IF you can't gt the people you nesd, revisit
“Wpathy” and “Weak Sponsorship” Once you hawe the
right team, give them the training, tools and extra
resources they need
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Find out what cther initiatives the growps affected by
your project ans involeed in, and whers your project sits in
the= pr ity list. If it ranks lowr work weith the sponsors of
those groups [and Hheiv sponsors) to ensure it is given ap-
prograte priority That may mean helping to detarmina
which other initiatives to delay or texminate 'f possible,

time your project to accom modate other demands

Everyone has besn screaming far this project for
ages. Mow that you're finally giving them what
they asked for, they're complaining

RESISTAMCE

Leaders fail to effectively anticipate or address
resistance, whether open opposition or passive-
aggress e behavior

- Bven popular initiatves can cause discomfort.

Feople will resist change if they think they can't
gowhat is being asked of them. And even when
they can, they'll resist when they don'tseea
benefit in doing it, or believe it harms their own
interests At best, resistance is 3 source of
friction; at worst, it can undermine the progect.

MNEW!T
IS BETTERI

Figure gut the attitudes and behavior needed for the proj-
ect to succeed {2 p. sales people must ses the customer as
“pur customer rather than “mine” and freely share infor-
maticn], look for gaps with the current culfure, and fooies
on closing them. Making your initiative more compatible
with the culture. or breaking the change into small, easily
ahscrbed pi=ces may be snough. Still sometimes nothing

short of a major cu ttural shift will do

-I. REALIZATI

F.:rl:,r iri L e projer | |:-I:||'|||'|3 srewens talk with
key groups to identify potential sources of resist-
amece, A5 Lhe change proceeds, keep talking: Find
il wehal is :-::-|'|u'.|r|3_ scaring and rmolial ng
therm, and use this knowledge to gain their
cammitrment, IFf resistance confinues, have o
Lpongors manage behavias by setling oul
expectations and conseguences
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