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Shifts in workplace culture, technology, and legal and regulatory requirements,
along with diminishing resources, create pressure for organizations to change.
Because projects can be brief and focused toward a particular change,
opportunity, challenge, or problem, they are a good strategic tool for such
turbulent settings. Here are several strategies for managing projects to success.

he Project Management Insti-
tute (PMI) defines project as “a
temporary endeavor under-
taken to create a unique prod-
uct, service, or result.” Many
records and information man-
agement (RIM) professionals are in-
volved with projects as sponsors,
managers, or participants. There have
been projects as long as there have
been organizations that undertake
deliberate, results-and-outcomes-ori-
ented work. But in recent years, the
number and importance of projects
seem to have increased. Why?
Organizations experience a
constant state of flux and change.
Traditional organizational structures
and management approaches are typ-
ically geared more toward steadiness
and continuity than toward change
and innovation. More reliance on proj-
ects can help address this situation —
projects can be focused, time-limited,
and geared toward a particular
change, opportunity, challenge, or
problem. They are relatively quick to
organize, get their assigned work done,
and then disband — a good, economical
strategic tool for turbulent settings.
Projects can be used to move
programs into new areas. For ex-
ample, they can probe new customer
or service areas or develop and test
new products. This is an important
strategy for dynamic businesses in
fast-changing environments.
Executives have rising confi-
dence in project management. This
is partially because of the work of the
PMI in producing standards and so-
lidifying the status of project manage-
ment as a professional calling.

Projects are consistent with
newer styles of management. In
particular, these include:

* Matrix management, where em-
ployees report to more than one boss
simultaneously

* Employee empowerment, which
gives lots of leeway and room for ini-
tiative in getting things done

+ Knowledge management, which in-
cludes emphasis on intellectual cap-
ital and creativity

These management styles tend to
bring together people with different
backgrounds for intensive work that
requires creativity and aims to pro-
duce something new.

Projects may be suited to hard
times. They work well when organi-
zational capital is scarce, the need to
move forward and try new things is
urgent, and temporary ad hoc proce-
dures are employed as expedients.

Projects are becoming increas-
ingly complex and challenging to
manage. Stakeholder expectations
may be difficult to define, unsettled, or
subject to change while the project is
underway. Shifts in information tech-
nology, new ways of networking, such
as social technologies, the changing
workforce, and changing legal and reg-
ulatory requirements, all introduce
uncertainty. The fiscal climate and
tight resources produce pressure to
carry out project work quickly and eco-
nomically.

At the same time, the stakes are
high. Projects carried out more or less
unilaterally by the RIM program de-
termine new dimensions and direc-
tions for its future. Projects carried out
in partnership with offices (e.g., corpo-

rate counsel or chief information offi-
cer) affect the management of infor-
mation resources generally, including
records. Executives monitor projects
closely and are particularly concerned
with ensuring they come in within
budget, on time, and with the features
specified in the project plan.

Strategies for Success

RIM professionals involved with
projects should expect positive reac-
tions when they are successful, but
negative reactions to those projects
that come up short, particularly if they
finish long over deadlines and beyond
their budgets. The following strategies
will help ensure projects fall on the
positive end of that spectrum.

Align Projects with
Business Objectives, Priorities

Projects need to be aligned in some
obvious ways to the organization’s
goals and priorities, a particularly im-
portant factor in getting resources and
support in tight financial times. This
is true even for small or modest-scope
projects which, in times of more re-
sources and less scrutiny, might have
been planned and acted on without a
need to make this added argument of
how the project dovetails with organi-
zational objectives.

But the challenge may be even
greater than that. Projects may be ex-
pected to contribute to pushing the en-
terprise into new areas, transforming
the business, or developing new rela-
tionships with customers. This pres-
ents an added burden, but also offers
an added opportunity to the project
manager who may, in effect, get the
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project to do double duty: accomplish
its stated goals and build new rela-
tionships or program dimensions.

Apply Intense, Hands-On
Management Skills
Management is often defined as
getting things done through other peo-
ple. But traditional management,
geared to long-term program adminis-
tration where time is on the manager’s
side, may not be up to the challenge of
fast-paced, high-pressure RIM proj-
ects. Managers need well-developed
skills in inventiveness, systematic
communication, and organizing and
motivating individuals to function as
part of a team.
They also need to be:
¢ Focused — There is a need for con-
centrated work to get projects done
on time and up to standards.

* Flexible — Often, project planning
fails to anticipate every eventuality,
so the manager has to understand
when there is a need to make
changes.

* Patient — Patience must extend to
project team members and project
sponsors, who sometimes change
things mid-course.

* Decisive — Often, there is a need for
hard decisions without much time to
gather all the relevant evidence,
carefully weigh all the possible con-
sequences, or consult extensively
with everyone involved.

* People-focused — Teams often in-
volve people with different person-
alities, operating styles, goals, and
agendas. This requires a good deal
of coaching, encouraging, negotiat-
ing, and, occasionally, correcting,
on tight schedules because project

Why Projects Fail

involved in the project.

This article is about project success. But, it is also useful to review why
projects may fail. Some undenying causes include:

» Stakeholders/clients/customers were not fully supportive or centrally

* Project manager lacked leadership and management skills, neglected
to effectively lead the team, and failed to manage end-user expecta-
tions.

»There was “coghnitive bias” on the part of the project manager — over-
confidence; selective perception and giving greater weight to evidence
that confirmed manager’s viewpoint; “groupthink” (reaching a consen-
sus too soon and discouraging dissenting views); illusion of control
(underestimating factors beyond the project manager's control).

* Project team did not function well because team members did not feel
a sense of commitment, and motivation and empowerment were weak.

* Required information gathering and analysis were inadequate because
the project was rushed, overconfidence made them seem unneces-
sary, or customers/users did not make enough time to enable the proj-
ect manager and team to develop them in detail.

*Risk was not adequately assessed, incorporated into the project plan,
and managed during the project.

» Scope changed during the project, particularly incremental “add-on”
features, which turned out to be more time consuming, expensive, and
complicated than expected.
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deadlines need to be met.

* Goal-focused — Sometimes, the man-
ager has to emphatically remind
project team members of the pur-
poses and goals of the project as a
means of moving things along.

Accelerate Project Work

Careful project planning and effec-
tive oversight and review are essen-
tial. At the same time, though, there is
increasing emphasis on shorter proj-
ects carried out faster with less time
between needs identification and re-
sults than in the past.

Chris Murphy, in his article “IT Is
Too Darn Slow,” which was published
in the February 2011 issue of Informa-
tionWeek, discussed CEO impatience
with information management projects
generally. “... business just can’t move
without IT anymore,” he notes, and
“velocity is more important than per-
fection.” Management may expect
what used to be year-long projects to be
finished in 90 days, Murphy wrote.

RIM project managers are facing
similar speed-up pressures and need to
find ways to accelerate their work.
Robert Wysocki, in The Executive’s
Guide to Project Management, advises:
1. Relax requirements for rigid adher-

ence to defined processes, tools, and
templates.

2. Eliminate long status reports and
status meetings with no agenda.

3. Encourage project team members to
take initiative in solving problems.

4. Avoid micro-management.

To speed up projects, Wysocki sug-
gests project managers should:

1. Emphasize empowerment accompa-
nied by accountability and respon-
sibility.

2. Make exceptions to defined processes
when justified.

3. Resolve issues and problems on the
spot through conversation.

3. Promote information sharing via
electronic communications rather
than meetings.

4. Make meetings purpose-driven with
an agenda and time limits.
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Incorporate Risk Management

into Project Management

Even with the emphasis on proj-
ects that are designed and carried out
quickly, there is another, partially
countervailing, trend: Make risk man-
agement an integral part of project
planning and execution. The PMI de-
fines risk as “an uncertain event or
condition that, if it occurs, has a posi-
tive or negative effect on the project’s
objectives.” Risks with a potential pos-
itive effect are fortuitous and welcome,
but seem to be rare. The other type of
risk — one that has the potential to
slow down, stall, or derail the project
- seems much more common.

The PMI's Practice Standard for
Project Risk Management recom-
mends several strategies: identify
risks; perform qualitative and quanti-
tative risk analysis; plan risk re-
sponses; monitor and control risks;
and respond to risks if they occur. This
methodology is fine as far as it goes.
But these days, projects have inherent
risks that are difficult to anticipate
and manage, for example:

+ The fiscal climate and competition
results in a new CEO and executive
team with cascading changes in in-
formation policy and project priori-
ties.

* Institutional down-sizing sud-
denly eliminates key project
team members.

+ A new technology suddenly
appears on the horizon or
on the scene, necessitat-
ing a quick change of
plans.

+ Budget resources sud-
denly get tighter. |

Consequently, pro-
ject risk management has become
more difficult. It is impossible to an-
ticipate all project risks, but these
strategies may be helpful:

Prioritize risks. This step is help-
ful both during plan-
ning and carrying
out the project.
Some risks may

R
- B/

[ m II make the project manager uneasy;
ven r sma others may push that feeling to the
level of anxiety; and still others are

nmjects, it may ne major disruptive events or even show

stoppers. Small risks that may seem

usm‘ ln aSSign self-contained and unlikely to grow

can often be ignored; mid-level risks
indi'id“al team can be managed with patches and
workarounds; and major risks neces-
sitate substantive intervention. The

memnel‘s Witn t'le point is that not all threats are equal,

and project managers need to set pri-

responsibility to =
Communicate about risks.

itn nt Ilt' I Often, an individual involved with the
mnn r n e la project sees or senses that something
- is about to happen, but doesn’t inform
rlsn areas I the project manager. Project man-
agers must discuss potential risks in

meetings with stakeholders and proj-

ect team participants. What are the

signs there is something on the hori-

zon that may undermine the project?

What does the evidence suggest about

the potential magnitude of the risk?

Assign “risk owners.” Even for

small projects, it may be useful to as-

sign individual team members with

the responsibility to monitor potential

risk areas, even if they are broad and

a bit open-ended, with the hope these
individuals will provide foresight of

looming risks taking shape in the

area.

Stay Flexible, Learn, Improvise

Traditional projects usu-

ally follow what is some-

times called a “waterfall”

model — define require-

ments, develop a plan,

carry out the project,

test, and deliver to the

customer. But this sys-

tematic,step-by-step approach may

not be a good fit for fluid projects in
changing environments.

Today, many projects push into

unexplored areas where neither the

extent of the complexity,

nor the potential range

of solutions, is apparent

_ going
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into the project. That makes the tra-
ditional project management ap-
proach difficult to follow in all cases.

Project managers need to be flex-
ible, knowing when to follow the proj-
ect plan and when to refine or adjust
it.

They should be improvisational,
being able to develop new solutions
when the project encounters unex-
pected issues or problems for which
there are no applicable standards or
formulaic solutions.

They should apply experiential
learning, drawing insights from the
project, quickly assessing their mean-
ing, and using them to adjust the
course of the project.

They should carry out after-pro-
Jject reviews to determine where a
project exceeded expectations, where
it fell short, what this reveals about
project management techniques, and
how these conclusions can be quickly
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plowed back into the next project and
subsequent ones.

Practice Agile Project Management

For some projects, the picture is
even less clear. The needs and expec-
tations of sponsors, stakeholders,
and customers are likely to evolve as
the project is under way. Unantici-
pated challenges, opportunities, and
threats are likely to suddenly appear.
A few years ago, an alternative ap-
proach to the waterfall model, often
referred to as the “agile” method, was
delivered and applied initially to soft-
ware development projects. Now, its
central tenets are being adapted to
other projects.

An agile approach breaks a big
project into multiple mini-projects or
iterative planning/development cycles.
The work is fast-paced and, usually,
the client/customer works alongside
the project team or is part of it. This

allows the project to constantly eval-
uate the evolving product and obtain
immediate feedback from team
members, users, and stakeholders.
It often relies on cross-functional
teams to adapt the methodology to
the issue at hand rather than trying
to force-fit the project to traditional
methodology.

Agile approaches work best for
projects where the customer may be
having a hard time articulating re-
quirements or the requirements are
fuzzy, the customer wants to ac-
tively participate throughout the
project, the project can be broken
down into discrete parts, and there
is constant feedback.

Incorporate Social Media Technologies

There has been an upsurge in
use of social media technologies
(e.g., wikis, blogs, and podcasts) as
more and more “millennial” employ-
ees (those individuals born in the
1980s and 1990s) join project teams.

The author of Social Media for
Project Managers, Elizabeth Harrin,
points out that social media are par-
ticularly well suited for communica-
tion (keeping everyone up to date on
issues and project status) and col-
laboration (people working together,
sometimes on virtual teams where
individuals can be located in dis-
persed locations or, in fact, any-
where around the world).

Social media tools enable people
to quickly surface, share, comment
on, and incorporate ideas into proj-
ect work. The forums enable people
to share partially developed ideas
and bits of information that may, in
turn, help other members of the
team flesh out their own ideas. They
give people a chance to have input
on areas of the project where they
might not otherwise be involved.

There is also the potential to im-
prove morale and motivation
through building a sense of commu-
nity via the social media site. Project
blogs are particularly useful as central
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project management forums. But,

Harrin also advises that using social

media in projects introduces its own

set of management challenges, includ-
ing:

* Training people in the use of social
media tools so they can use them ef-
fectively

+Establishing clear guidelines for proj-

ect team members who will be using
social media tools. This may need to
include a policy on what is deemed
to be acceptable and unacceptable
use of social media tools; explanation
of what monitoring takes place; and
discussion of what information is
considered confidential.

Providing for site management, in-
cluding archiving policies and re-
tention  policies  (particularly
important for legal reasons because
the information may be needed as
part of a lawsuit or regulatory in-
vestigation). “All of this data needs
to be archived and filed effectively,”
says Harrin.

Let the learning begin

slisweb.sjsu.edu/arma

Deliver, Measure Project Results

It is essential to agree on the
final outcome to be produced by the
project before it begins (e.g., the
functions of the new system,
features of the new website, specifi-
cations of records schedules, and
procedures for handling e-discov-
ery).

Two caveats exist for projects
that are rushed or depend on fluid,
ever-shifting information technology
applications.

First, client/customer desires
and expectations may shift, necessi-
tating adjustments to the project. If
that happens, the project manager
needs to keep revising the common
understanding of what the project is
supposed to accomplish so everyone
can agree at the end on whether it
did it or not.

Second, it may be difficult to
measure the results of a project
right after it concludes because it
may take some time for individuals

to test the new system, get used to
the new procedures, or otherwise
adjust to the changes wrought by
the project. That may necessitate
evaluating results and impact some
time after the project ends.

Challenges Bring Gpportunities

Project management will con-
tinue to be a central aspect of RIM
work. RIM professionals need to
apply standard project management
practices, but also customize and
improvise to make these standards
fit the projects at hand.

Successful projects will build
and strengthen the RIM program,
carry it into new areas, and foster
partnerships between it and other
business units. The challenges are
daunting, but the opportunities are
also very exciting.

Bruce W. Dearstyne, Ph.D., may be
contacted at Dearstyne@verizon.net.
See his bio on page 47.

Get your head into the

CLOUDS

Earn your Master of Archives and Records Administration
(MARA) degree at San José State University School of
Library and Information Science and prepare for the future
of el ic records

X
KO8

SAN JOSE STATE

UNIVERSITY

in the cloud. The fully-online

MARA program will teach you the skills and knowledge you
need for leadership roles in the rapidly expanding fields of
information governance and corporate archives.

Applications for the Fall 2012
cohort close April 1.
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JoAnne “Jo” Frampton is a director of Oyster IMS, an in-
formation management consultancy based in London.
She leads the records management practice where her
work routinely involves conducting information audits,
delivering best practice advice, drafting policies and pro-
cedures, designing and embedding business processes,
and implementing enterprise records management solu-
tions. Oyster IMS services a global client base across Eu-
rope, the United States, and the Middle East and has
vertical market expertise across a range of sectors, in-
cluding financial services, pharmaceutical, oil and gas,
and government. Frampton can be contacted at joanne.
frampton@oyster-ims.com.
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perience as a practitioner, professor, and consultant in
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Brent Gatewood, CRM, is the owner of consultIG, an infor-
mation governance and records management consulting
firm. Throughout his career, he has worked in many
capacities in multiple industries assisting organizations
to better manage their information assets, advising
clients on the use and importance of enterprise informa-
tion, and helping them utilize their resources more
effectively and efficiently. Gatewood can be contacted at
bgatewood@ consultig.com.

John Kain works for Montafia & Associates Inc., an infor-
mation governance consulting organization. He specializes
in records retention scheduling, foreign retention research,
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and incident response documentation management. Kain
has been in the information governance and retention sched-
uling field since 1999. He has authored numerous articles
for journals, magazines, and websites. Kain can be contacted
at jkain@montaria-associates.com.

John Montaiia, J.D., FAl is a principal of Montaria & As-
sociates Inc., a records and information management
consulting firm based in Landenberg, PA. His work has
included analysis and advice on a wide variety of records
and information management issues, including records
retention scheduling, advice on the legality of various in-
formation storage media, regulatory compliance, litiga-
tion and discovery, and other matters. Montafia has
authored four books and dozens of articles, and is an
active seminar speaker on records management topics.
He is an ARMA International Fellow and holds a juris
doctor from the University of Denver. Montafia can be
contacted at jemontana@montana-associates.com.
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Helen Streck has more than 23 years of experience in the
records and information management field within a variety
of industries, including legal, health care, municipal gov-
ernment, insurance, and pharmaceutical. Streck has as-
sisted organizations with program development, governance
documentation, system selection, business and functional
design, program assessment, and auditing. Streck can be
contacted at hstreck@2kaizen.com.
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Leigh Isaacs is firm-wide records manager for Orrick, Her-
rington & Sutcliffe LLP. She has more than 25 years of ex-
perience in the legal field and more than 10 years of
experience in information management. She has published
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issues, and has provided records consulting services to other
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Leigh_isaacs05@yahoo.com..
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