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Keep Your Project From Creeping Away

Delaysand changesare apart of every project wedo.
Dowelikethem? Of coursenot. Dowehavetolearn
to deal with them? Absolutely. Setting deadlinesand
scheduling aregreat waysto keep your project ontrack.

When setting adeadline, you should alwaysbaseit on
ananalysis--not just aguess. You asoneedtofactorin
someamount of contingency time, or float time. It must
follow thesequencelogically. For example, you cannot
complete step C before stepsA and B. Your deadlines
should adso beredlistic. Asyou’ refiguring your dead-
line, thereare somewaysthat you can reducethe project
ddivery time. Using experienced team members, brain-
storming ideaswith front lineworkers, examining post
mortems of other projects, gathering ideasfrom trade
associations, and discussoptionswith industry experts
aredl waysinwhichto reduce completiontime.

When figuring your deadline, you also need to figure
your critical path. Critical pathisthedirection through
which the project has dates which are considered un-
movable. Thesedatesarehard dates. If you missthese
datesyour projectislate. Critical path datesnormally
useagresat ded of resources. Inconsderingthecritica
path, ask yourself thefollowing questions.

» Whichdatesareunforgiving?

» Which dateshave some sort of penalty if
missed?

» Which datesare hard and must be
completed to movethe project forward?

Occasiondly, your time calculationsarewrong. This
usually happensbecause:
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No one calculated it at all--No one took thetime to
figure out how long the project was going to take.

Time was calculated based on one project not
sever al--Oftentimes, wework on morethan oneproject
atatime. Not takinginto account multiple projectsgoing
onat oncewill causeyou to allocatetime and resources
whenthey arenot available.

Time was shortened due to the project manager
wanting to create stress--There are times when you

just have a rotten project manager.
These people do not care about the
team membersand will do thingsthe
way they want regardless of the
sacrificesotherswill haveto make.

Withinyour critical path you should set

up milestones. Milestonesareagroupsof taskswhich
achieveameasurable movement inthe project. They
are checkup datesfor monitoring amajor completion.
Thesedatesgiveyou aguideline so you can makesure
your project stayson track.

When the project faces changes, you should haveaplan
in place to know how to handle them. You need to
create a process for allowing change orders and
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Accept the challenges, so that you may
feel the exhilaration of victory.
George S. Patton (1685-1945)
U.S. General
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communicate them to the entire team immediately.
Document the changes, their new standard and who
authorizedit. Fill out documentationformstojustify your
new changes.

If you do not follow the proper proceduresfor handling
changes, itiscaled scopecreegp. Scopecregpischanges
not approved by the project sponsor. These changes
are not communicated and are motivated by the project
team. They aregeared to reach goal s of project team
member, not the goa sspecified by the peoplein charge.
When scope creep happens, itisusudly becauseateam
member thinks he or she knows what the project
sponsor wants.

There are times when you have delays that can’'t be
avoided. When thissituation arises, therearewaysto
get the project back on track.

Create a fast start discussion meeting.

At thismeeting, figureout away to get theproject started
assoon aspossible. Determine whether you need to
bring on more team members, cut someof the project,
or start the project before all resources are in place.
Sinceyou want to completethe project to the satisfac-
tion of the project sponsor, keep in mind their expecta-
tionsand needs.

Examine what is the least amount of the project
which can be accomplished.

If you know that you will not be ableto completethe
entire project, establishthecritical aspects. Prioritize
thekey elementsand start there. Completethoseele-
ments, and, if timesallows, comeback to the areasthat
were cut and do them. Remember, you must gain ap-
proval from the project sponsor before you proceed.

Communicate the desire to speed the project up.
Sometimessimply communicating the urgency to speed
up the project to the team memberswill be enough to

get thejob done. If everyonewill hunker down and
work harder, morewill beaccomplished. Also, by con-
veying theimportance to speeding up the project, your
team members may have suggestionson how to get this
donefaster and with moreefficiency.

If your project isstarted late, more stresswill be added
totheteam. All thefloat timewill beused up immedi-
ately. Theweight of decision makingwill also bein-
creased. Pressureisplaced onal decisonsto be 100%
correct. Therewill benoroomfor error; however, team
membersfed the need to speed up their decisonswhich
sometimesincreasesmiscal culations.

You can seehow important itisto keep your project on
time. If you have scope creep and add sectionsto the
project that wasn'tintheoriginal plan and hasn’t been
approved by the project sponsor, you will waste your
time, energy, and money.
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