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wise to consider multiple responses to a given risk.
cannot be fully handled with just one strategy and because the first strategy mzr

always be the best strategy.

On other projects, however,

This is true both because somz =
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many unanticipated risks may materialize. This co=< =

partly due to poor or incomplete risk planning. It could also be partly due to events

would have been so unlikely that the team could not have been expected to pi==

them. In either event, specific contingency plans may not be in place to deal with e
nd the sooner the better. Two categom= =
previously unidentified risks T
nning may recognize that unknown risks may surface, a2 T
of time, budget, and/or other resources to cover e
ment practice suggests a need for this. The amosss =
cluded can vary extensively based upon the =i
ect that is involved. Competitive pressne
ct managers may prefer.
methods includes a number of @

risks. Identifying these new risks is vital—a
project management methods can help to deal with
the project team in pla
may add a contingency reserve
unknowns. Good project manage
cost and budget reserves that are in
mer’s perception of risk and the type of proj
often dictate a lower limit on reserves than proje

The second category of project management
practices that project managers often employ anyw
according to whether
shown in Exhibit 14.5. Note especially
tially within a project manager’s control. A project manag
many situations,

tainly help create a

14-2d implement Risk Responses

Implement risk responses is the process where when a risk event occurs or = Zu

likely to occur soon, the person assigned to that risk executes the strategy identiel

EXHIBIT 14.5

RISKS WITHIN PROJECT CONTROL

RISKS PARTIALLY WITHIN
PROJECT CONTROL

RISk EVENT RESOLUTION STRATEGIES

RISKS QUTSIDE PROJECT CONTE

Understand and control WBS

Establish limits to customer expectations

Understand project context and
environment

Closely monitor and control activity
progress

Build relationships by understanding
project from client’s perspective

Actively monitor project environma=

Closely manage all project changes

Use honesty in managing client
expectations

Understand willingness or reluctzncs &
stakeholders to agree to changes

Document all change requests

Work with client to reprioritize cost,
schedule, scope, and/or quality

Increase overtime to stay on schedule

Carefully escalate problems

Isolate problems and reschedule other
activities

Build team commitment and enthusiasm

Research challenging issues early

Source: Adapted from Hazel Taylor, “Risk Management and Problem Resolution Strategies for IT Projects: Prescription and Practice,” Project Mamspmmuns

Journal 37 (5) (December 2006): 55-60.
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ray. These practices can be classis
the project team has full, partial, or no control over the sv==t &
the second column, which deals with misis =
er cannot completely comi
but by using good leadership and ethics, the project manager cz= ==
situation in which others want to help the project.
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CASA DE PAZ DEVELOPMENT PROJECT

Since the primary Casa de Paz project vision is to enable Lati-
nas and their children to be able to live independently and
achieve success in work and school, it is critical for those
women to take a very active role in running Casa de Paz.

What would you include in the transition plan to help them
be successful? How would you capture lessons learned?
Who would you share these lessons with? {(Hint. Think
about the partnerships developed in this project.)

Semester Project Instructions

For your example project, complete the following: project and for the next project on which you may

work. Organize the lessons into categories such as

1. Capture customer feedback concerning your project

using the questions from Exhibit 15.2 or other ques-
tions of your choice.

. Capture lessons learned from your project to date

using the questions from Exhibit 15.2 or other ques-
tions of your choice. Show how you will use these
lessons both to improve the remainder of your

PMBOK knowledge areas, ideas from Exhibit 154,

or your own ideas.

. Create a transition plan so that the recipients of
your project deliverables will be capable and enthu-
siastic users. Secure client acceptance of your

project.

PROJECT MANAGEMENT IN ACTION

The Power of Lessons Learned
Projects are discrete. They have a beginning and an
end, at which time the project team disbands and
moves on to other things. Despite the fact there has
inevitably been significant tacit learning during the
project, there is often only a limited capture of this into
a sharable form for future reuse. Too often, as the
project team dissolves, the learning fades into the
memories of individuals’ minds. This makes it
extremely difficult for others to benefit in the future
from the insights learned. The usual excuses for this
loss echoing through the corridors include “just too
hard,” “not enough time,” “team disbanded before
we had the chance,” and many more. The key error
here is the incorrect assumption that learning during
or from projects is an “added bonus” or a “nice-
to-have luxury.” This is not the case in best practice
environments.

Those fortunate enough to work on a well-led
project will have observed. how learning is just part of
how we work together. Experienced and

knowledgeable project leaders understand the value
in capturing fessons learned, as an embedded part of
normal daily activities. They engage the team to
deliberately harness knowledge and highlight lessons
throughout the project to provide insights and
enhance performance (during the project and
beyond). The value of doing this greatly outweighs
the costs of implementation when it is done well and
there is a culture of trust and collaboration. This cap-
ture of learning at each stage builds the capabilities of
those involved and can form a knowledge base to be
used by the team or by others in future stages and
future projects. In some cases, this knowledge base
remains only in the heads of those involved because
there is no attempt to capture it in explicit form. This
is a mistake because it is difficult to transfer this
knowledge beyond the immediate team (although it
can be to some extent if there is a culture of story-
telling and low staff turnover).

There are many barriers to developing an effective
lessons-learned knowledge base, and culture is often
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the primary villain. If people involved in the project are
not reflective and not willing to invest a little time to
capture and share their insights, the lessons are not
captured. Equally, culture influences the motivation to
look at what has been learned through the discovery
process before the project starts.

Good projects start with more questions than
answers:

Has this been done before?

Did it work? | so, why? If not, why?

What has changed since the last time? (Something
that did not work before might now— if the context is
different.)

If we did it the same, would it still work, or do we
need to adapt it?

These questions can be effectively answered only if
there is some access to what was learned previously
and those seeking answers can find it in a convenient
and trusted way. This is why talking to someone you
know and trust, who was actually involved in the prior
project, is always the preferred option. However, in
modern organizations, this is becoming increasingly
difficult to achieve because of challenges such as high
use of contracted team members, high employee
mobility, regular restructures, incomplete records in
lessons-learned systems (which may be poorly

: Netwnrks and Communities: Connect, Dialogue, Relationships, Peer Assist, Profiles, Regular Interactions
Roles, Purpose, Development, Succession plans, Benefit focused

Infrastructure: Intranet, Connectivity, Reliability, Performance, Seurity, Ma'sures

designed), and the fast change of supporting technol-
ogies. So what cther good options exist?

Some organizations (including NASA and the U.S.
military) have developed quite sophisticated lessons-
learned databases. These are usually supported by
processes that require people to submit comments
into the project systems that will help other people in
the future. Over time, these “what we know “~based
systems build a large volume of data that can be
interrogated to provide relevant insights when you
need them {hopefully proactively to avert a potential
risk becoming an issue, rather than reactively when
the issue has occurred). These systems work best
when people make it part of their normal work activi-
ties to record both errors and their solutions as well as
what went right and why. Insights of both types are
essential to ongoing success. The danger of rigid
processes and systems is that people do not see the
value in recording something that they believe is for
the benefit of unknown others in the future and will
not help them (but costs them precious time). So they
either just don’t do it, or they record only very basic,
nonspecific information that will not be particularly
helpful for someone in a future context. Some orga-
nizations have a “stick” approach and link recording
of quality lessons learned to performance reviews or
project sign-offs. Others take a “carrot” approach and
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reward those who record effective lessons learned as
" judged by other people who found and applied the
lessons.

Another approach used by an international project
management organization is to combine a content-
based system (as described above) and an under-
standing of “who knows what.” People seeking
insights can ring a “service desk” with their questions
and the (experienced) employee answering the phone
discusses what it is they need to find out. The service
person can be from a range of backgrounds, such as a
librarian, a semiretired employee with a long history
of the organization’s projects, a specialist, or a nomi-
nated representative of an internal group such as a
technical committee or community of practice.

Source: Arthur Shelley, http://www.organizationalzoo.com/about/arthur_shelley.
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