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Praise for
eXtreme Project Management

“Revolutionary. Doug DeCarlo’s eXtreme project management frame-
work shows project managers and sponsors how to succeed where
they might typically fail. Finally, a refreshing and practical approach
for today’s extreme projects.”

—Ravi Mohan, principal, ProjectScape

“Agile, extreme, and adaptive are words that identify a significant new

trend in project management. These approaches to project manage-
ment, such as Doug DeCarlo describes in eXtreme Project Management,
need to contain three vital parts—mind-set, a framework, and specific
practices. Doug’s book succeeds in all three areas. His description of
quantum and Newtonian mind-sets establishes the critical difference
between traditional and extreme project management values. His
Flexible Project Model, from Visionate to Disseminate, defines a
process framework that embodies the quantum mind-set. Finally, spe-
cific practices such as the Project Prospectus and 3-sentence Project
Skinny will help teams deliver project results with minimal overhead.
Great job.”

—Jim Highsmith, director, Agile Project Management Practice,
Cutter Consortium; and author, Agile Project Management:
Creating Innovative Products

“If change is a constant in your life and on your projects then this
book is a must-read. Doug DeCarlo, a veteran of the leading edge,
turns standard project management conventions upside down by
revealing new insights into the realities of successfully delivering
today’s projects.”

—Steven Weidner, PMP, president, Program Navigators, Inc.

“Doug has nailed my world with a practical, insightful book that is also
a fun and invigorating read. Project managers frustrated by tradi-
tional methods that don’t work on their crazy, people-dominated
projects will recognize in eXtreme Project Management a new approach
that absolutely resonates with their reality; and like me, they’ll walk
away with tools for putting the new mind-set into action.”

—<Cinda Voegtli, president, ProjectConnections.com



“All projects I meet today fit Doug’s description of eXtreme. This
book is something that we all need to face the current environment
with a realistic mind-set and real tools to be successful.”

—K. C. Yelin, Yelin Associates

“Perfect for the project manager looking for alternatives to process-
heavy, bureaucratic management. Doug opens the door for new man-
agement strategies to deal with the rapid-fire complexity of projects
in a constant state of flux.”

—Carl Pritchard, principal, Pritchard Management Associates

“Drawing on his unique combination of project management expe-
rience, technical/scientific training, and esoteric studies, Doug has
given us a profoundly thoughtful and useful approach to managing
the chaotic projects of our time. Easy reading on a complex topic for
project executives and managers.”

—Ed Mahler, PMP, president, Project Administration Institute;
and president, PMI Westchester, New York, chapter

“Our medical center has greatly benefited from the application of the
concepts and principles described in this book in organizing, man-
aging, and successfully completing our most complex and extreme
projects. I highly recommend this book to anyone facing similarly
challenging projects!”

—Zed Day, CIO, University of Kentucky Medical Center

“Finally, a project management philosophy that actually supports true
teamwork! This is an extremely useful book—a quantum leap for-
ward for project teams that want their planning tools to match how
they really work!”

—Christopher M. Avery, author, Teamwork Is An Individual Skill:
Getting Your Work Done When Sharing Responsibility

“At last! Doug has provided us with a way to break from the ‘normal’
waterfall world and given us a look at projects as they really are today.
The book is an easy read and a necessary companion for anyone who
must tackle today’s fast-paced delivery cycles.”

—Donald Gardner, Gardner Project Integration Group, Ltd.



“The unpredictable is the project manager’s playing field. Doug changes
the rules to achieve success in the extreme! He captures the extreme
need for forward and creative thinking in project management. It’s
an educational quantum leap in the field of project management.”

—VFrank P. Saladis, PMP, president, Project Imaginers Inc.

“Project managers and business owners will benefit from the eXtreme
project management approach described in Doug DeCarlo’s book.
Moving beyond the traditional IT project management approach to
an approach that acknowledges the complexity and fluid nature of
business change programs—in most cases ‘uncertain journeys to
uncertain destinations’—will greatly increase their chances of suc-
cessfully delivering business value.”

—]John Thorp, president, The Thorp Network Inc.;
and author, The Information Paradox

“Drive along the freeway for exactly one hour, then hang a left . . .
Instructions like that court disaster, so why do we stubbornly stick to
prescriptive project management that does little better? Humankind
is exquisitely competent at dealing with complexity, responding to
emergent information, and adapting to current reality. So why not
just describe the destination and let the competent driver figure out
a successful journey? General Patton famously said, ‘Never tell peo-
ple how to do things. Tell them what to do, and they will surprise you
with their ingenuity.” Doug DeCarlo has captured that vision in this
excellent volume: absorb and practice the principles and you will
achieve mastery in eXtreme project management.”

—Ralph White, Ph.D., MRPharmS; and director, PPMLD Ltd

“A must-read for all levels of practitioners of project management.
Doug provides new insights on the most important success factor for
projects: the people and how to manage the relationships.”
—Theresa Kane Musser, senior director, project management,
Rigel Pharmaceuticals, Inc.

“It’s refreshing to read a book by a real practitioner of non-traditional
project management. Traditional project management often falls short
in projects containing a great deal of uncertainty. Doug’s approach,
exemplified by the eXtreme methods of iteration and adaptation, fits
the world of high-technology, new-product development.”

—Martin Wartenberg, senior consultant, Engineering and
Information Technology, University of California






eXtreme Project
Management

Using Leadership, Principles,
and Tools to Deliver Value
in the Face of Volatility

Doug DeCarlo
Foreword by James P. Lewis

Afterword by Robert K. Wysocki

I. JOSSEY-BASS
B A wiley Imprint
www.josseybass.com



Copyright © 2004 by Doug DeCarlo.

Published by Jossey-Bass
A Wiley Imprint
989 Market Street, San Francisco, CA 94103-1741  www.josseybass.com

No part of this publication may be reproduced, stored in a retrieval system, or transmitted
in any form or by any means, electronic, mechanical, photocopying, recording, scanning,
or otherwise, except as permitted under Section 107 or 108 of the 1976 United States Copy-
right Act, without either the prior written permission of the Publisher, or authorization
through payment of the appropriate per-copy fee to the Copyright Clearance Center, Inc.,
222 Rosewood Drive, Danvers, MA 01923, 978-750-8400, fax 978-750-4470, or on the web at
www.copyright.com. Requests to the Publisher for permission should be addressed to the
Permissions Department, John Wiley & Sons, Inc., 111 River Street, Hoboken, NJ 07030,
201-748-6011, fax 201-748-6008, e-mail: permcoordinator@wiley.com.

Page 516 is a continuation of this copyright page.

Jossey-Bass books and products are available through most bookstores. To contact
Jossey-Bass directly call our Customer Care Department within the U.S. at 800-956-7739,
outside the U.S. at 317-572-3986 or fax 317-572-4002.

Jossey-Bass also publishes its books in a variety of electronic formats. Some content that
appears in print may not be available in electronic books.

Library of Congress Cataloging-in-Publication Data

DeCarlo, Doug, 1942-

eXtreme project management: using leadership, principles, and tools to deliver value
in the face of volatility/by Doug DeCarlo; foreword by James P. Lewis; afterword by
Robert K. Wysocki.—1st ed.

p- cm.—(The Jossey-Bass business & management series)
Includes bibliographical references and index.
ISBN 0-7879-7409-9 (alk. paper)
1. Project management. 2. Leadership. 3. Teams in the workplace—Management.

L. Title. II Series.

HD69.P75D43 2004

658.4'04—dc22

2004015788

Printed in the United States of America
FIRST EDITION
HB Printing 10 98 76 54 3 2 1


http://www.josseybass.com
http://www.copyright.com

The Jossey-Bass
Business & Management Series






Contents

Foreword by James P. Lewis
Preface: Out of the Darkness
Acknowledgments

The Author

Introduction: Into the Light

How eXtreme Projects Are Different

Ready, Fire, Aim

How eXtreme Project Management Is Different

Changing the Paradigm

Part One: The New Reality

1

Developing a Quantum Mind-Set
for an eXtreme Reality

Is There a Method to Your Madness?

Linear Lunacy

Newtonian Neurosis and the eXtreme Project Manager

Self-Diagnostic Tool

Do You Walk Your Talk?

It’s Jazz, Not Classical Music

Toward Peaceful Coexistence

Conclusion

The eXtreme Model for Success

Two Keys to Success

What Is a Project? A New Definition

What Is Project Management? A New Definition

XXIixX

xXxxiil

© g O A

13

15
17
18

21
24
24
25
26
28
28
30
32

ix



X CONTENTS

What Is an eXtreme Project?

What Is eXtreme Project Management?

How Is Success Measured on an eXtreme Project?

Who Holds a Stake in Success?

What Are the Elements of the eXtreme Model for Success?

Putting in Place the Skills, Tools, and Environment
to Succeed: The 5 Critical Success Factors

Part Two: Leadership Skills for an eXtreme World

3

Leadership Begins with Self-Mastery
The Project-Crazy Organization

The Formula for Self-Misery

The Formula for Self-Mastery

Taking It to a Higher Court

The eXtreme Project Manager’s Leadership Role
The eXtreme Project Manager’s Role

Stakeholders: The eXtreme Project Management Context
Your Role as Process Leader

Nine Reasons That eXtreme Project Managers Fail

You Are More Powerful Than You May Realize

When Commitment Is Not Obtainable

Principles, Values, and Interpersonal

Skills for Leading

The 4 Accelerators: How to Unleash Motivation
and Innovation

The 10 Shared Values: How to Establish the Trust
and Confidence to Succeed

The 4 Business Questions: How to Ensure the Customer
Receives Value Each Step of the Way

Developing Interpersonal Skills for an eXtreme World
Principles of Effective Communication

How to Negotiate

How to Resolve Conflict

When All Else Fails

34
34
36
37
39

43

47

51
52
53
57
70

75
76
83
89

99
102

105
106
111

115
117
122
127
138
140



CONTENTS Xi

Leading the eXtreme Team

Process Values

Characteristics of Teams

Establishing the Core Team

Creating the Conditions for Successful Teamwork
The Keys to Running Productive Meetings
Facilitation Skills

Decision Making and Problem Solving

How to Earn the Right to Lead the Process

eXtreme Stakeholder Management

The Stakeholder Challenge

Business Values

The Stakeholder Universe

Managing Your Stakeholders

The Role of the Steering Committee

How to Combat the Phantom Approval Virus

Managing Change: You’ve Built It,
But Will They Come?

Business Question 4: Is It Worth It to You?

Part Three: The Flexible Project Model

8

Visionate: Capturing the Sponsor’s Vision

Getting Answers to Business Question 1:
Who Needs What and Why?

The First Sponsor Meeting
Beginning Work on the Project Prospectus
The Second Sponsor Meeting

Visionate: Establishing the Collective Vision
Preparing for the Third Sponsor Meeting

Go or No Go: The Third Meeting with the Sponsor
Getting Ready for the Scoping Meeting
Conducting the Scoping Meeting

After the Meeting

143
144
146
147
155
166
170
174
179

185
186
188
190
195
206
207

208
215

217
223

224
228
237
244

251
252
260
267
271
283



Xii CoNTENTS

10 Speculate: The Planning Meeting
Preparing for the Planning Meeting
The Twelve-Step Planning Meeting Process

11 Speculate: Postplanning Work
Assessing the Project Management Infrastructure

Estimating Financial Requirements

12 Innovate: Learning by Doing
The Underlying Dynamics
Time Boxing
Applying the SCORE Model
The Goal of the Innovation Cycle

13 Reevaluate: Deciding the Project’s Future
What Reevaluate Is Not

The Reevaluate Process

14 Disseminate: Harvesting the Payoff
What Happened to Business Question 4: Is It Worth It?
The Turnover Point
The Stabilization Period
The Project Review Meeting

Benefits Realization

Part Four: Managing the Project Environment

15 Real-Time Communication

What Are the Basic Communications
Needs of Stakeholders?

What Are the Hallmarks of a Viable Real-Time
Communications System?

What Specific Real-Time Features Do You Need?
Where Do You Find Affordable, Quick-Start Solutions?

What Are the Technical Considerations for Planning
and Running Virtual Meetings?

What Do You Need to Know in Planning and Running
Web Conferences?

What’s the Big Trap to Watch Out For?

295
297
297

329
331
332

343
344
347
349
360
369
372
372
391
394
396
397
397
400

411
415

418

420
422
424

428

431
432



16

CONTENTS

Agile Organization: A Senior Management Briefing
The New Dynamics of Projects

How Top Managers Can Undermine Effective
Project Management

The Role of the Project Sponsor

Becoming an Agile Organization: Best and
Worst Practices

Landing on Common Ground
Making the Transition
The World Is Only Going to Become More eXtreme

Afterword by Robert K. Wysocki
eXtreme Tools and Techniques
Self-Mastery Tools and Techniques
Interpersonal Tools and Techniques
Facilitation Skills

Project Management Tools

References

Index

xiii

435
437

439
441

444
456
458
459

461

465
466
480
487
493

497
501
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Foreword

It has been asserted that there are only two things of which we can
be certain: death and taxes.

Itisn’t true.

The only thing of which we can be certain is that certainty is
impossible.

Some quantum physicists have concluded that reality is much
stranger than the strangest of science fiction. Fred Alan Wolf, one
of Doug DeCarlo’s favorite physicists and authors, says in his book
Mind into Matter (2000) that atoms are believed to come into being
only when we observe “them”—whatever “them” is.

And it has been known for a very long time that the process of
observing atomic particles affects what takes place. If you treat a
photon as a particle, it behaves like one. If you treat it as a wave, it
behaves like one.

Strange.

But this applies only to those pesky little things at the quantum
level, doesn’t it?

No.

The same phenomenon has been found in observing interac-
tions in groups. The observer’s presence, even when the observer
is behind a one-way mirror so that the group members are not
aware of his or her presence, affects group behavior. Maybe the
only reality is quantum, whether it be micro or macro in nature.

The reason this is important is that our worldview determines
how we approach things. Human beings would like the world to
be a nice, tidy place where everything is deterministic and pre-
dictable. We all know this is not the reality, but we behave as if it
were, and thereby we get into trouble. In project management, for
example, we guess at how long a task will take, then plug these
guesses into a scheduling software program, and out comes a crit-
ical path schedule that we then treat as deterministic! It is utter
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nonsense, because the software creates the illusion in the minds of
senior managers that we have a precision that does not exist, and
these false expectations lead to trouble for all of us in the long run.
No matter how you look at it, activity durations are all probabilis-
tic, not deterministic. This is another way of saying that we are liv-
ing in a quantum project world, one where change and uncertainty
are the norm. What is project management like under those cir-
cumstances?

There is another thing of which I am certain. Robert Wysocki
writes in the Afterword to this book that this is not your father’s
project management. In fact, it isn’t even your father’s projects.
What I am certain of is that this book will either create huge ex-
citement in the world of project management, or it will be branded
heretical. After all, it may well be a paradigm shift, and as Thomas
Kuhn has so convincingly shown in his book The Structure of Scien-
tific Revolutions (1996), new paradigms are usually ridiculed, re-
sisted, and suppressed. Such may be the case with eXtreme Project
Management. Not only does DeCarlo open a new paradigm, he pro-
vides the model and road map in the form of principles, values,
and tools that make it work. For projects that have a high uncer-
tainty factor, he gives a real-world solution to the question: How do
I keep the project in control and provide value in the face of
volatility?

Whatever the case, you will never be the same after you read
this book. No longer can you take solace in your deterministic crit-
ical path schedule, so elegant in its illusion of certainty. No longer
will you be able to conclude that you know the status of the project
because earned value analysis tells you the current state. No longer
will you believe that a project can be managed in the sense of your
being able to control it so that you can say with certainty that cer-
tain milestones will occur on certain dates.

Nope. It all depends on those little quantum gremlins—fuzzy
things like information, communication, fields of influence, and
other things that go bump in the night and can’t be seen, heard,
tasted, touched, or smelled.

In a way that’s reminiscent of Margaret Wheatley’s classic busi-
ness management book, Leadership and the New Science, this book
dispels many of the commonly held myths about what it takes to
succeed on today’s change-ridden, volatile projects.
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Ilya Prigogine (1997) wrote a book entitled The End of Certainty.
Maybe this book should be titled The Death of Project Certainty—but,
then, was there ever any certainty in the first place? Or perhaps we
should call it The Death of Project Management As We Know It.

Vinton, Virginia James P. Lewis
August 2004 President

The Lewis Institute






Preface: Out of the Darkness

This is a book about a new way to understand and manage the kind
of projects that the world is throwing at us today. It is the result of
an eight-year journey through frustration, failure, and discovery.
Until 1996, I had been preaching the gospel according to TPM
(traditional project management) as I knew it, and it wasn’t work-
ing. I had been so busy teaching and consulting that it had not
dawned on me that the world of projects had changed and I hadn’t
kept up.

A New Breed of Project

At the time, I was running into more and more projects that didn’t
fit the mold I was brought up in. These new projects were chaotic.
They featured high change, high speed, and high stress. They were
expected to adjust continually to sudden competitive threats, new
technologies, changes in government regulations, or late-breaking
information about customer needs. Sometimes the project spon-
sor simply had a provocative idea that would require going back to
the drawing boards (but wouldn’t allow the schedule to change).

The stakes were high for many of these projects. They would
have an important impact on how the organization did business—
for instance, moving a line of financial products into a Web envi-
ronment in order to give customers and prospects direct access.

Many of these new breed projects were also politically charged:
jobs would change or be eliminated, or sacred cows would be slain.
They tended to create winners and losers. Not only were such
projects organizationally complex, they were often technically com-
plex as well, being built around new technologies.

On top of all this, more and more projects I encountered were
dependent on geographically dispersed teams, making communi-
cation difficult and loyalty to the project a major challenge. Within

Xix
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this setting, I was confronted with client organizations that prac-
ticed project du jour, launching more projects than could ever be
staffed. People were spread thin, and project managers were left
in the lurch.

Adding fuel to the fire, many projects did not have a strong
business rationale behind them or a strong business sponsor who
would champion the project and eliminate barriers. It is no won-
der I saw project managers leading lives that vacillated between
quiet and frantic desperation. The impact of all this was high risk,
high failure rates, chronic crunch time, and poor quality of life
both on and off the job.

Why would anybody want to live this way?

More of the Same Doesn’t Work

Under these circumstances, how does one succeed? I thought the
answer was to promote more and better planning, so that’s what I
preached and taught. Yet, no matter how well thought out the
plan, it would be obsolete as soon as the client hit the Print key. I
learned that Microsoft Project and other such packages were ex-
cellent scheduling tools for writing fiction.

In a desperate attempt to control the uncontrollable, I had
jumped on the bandwagon and became a big proponent of putting
in place more robust project management methodology. I advo-
cated the use of more templates, more control procedures and
policies, and conformance to strict standards, all in the hopes of
getting a grip on these difficult projects. But as I found out, all this
bureaucracy backfired. It simply added more documentation and
paperwork and effectively put an already energy-starved project in
a straitjacket, if not a coma.

I wasn’t alone in this lunacy. I witnessed project offices that
would, with the best of intentions, bring in new methods, tem-
plates, and software tools in their effort to bring order to chaos.
Bureaucracy and monumental methodologies abounded in a fu-
tile attempt to gain control over chaos, but they served only to sti-
fle innovation and adaptability. Things were getting worse instead
of better.

Organizations realized something still wasn’t working. The an-
swer that they came up with usually turned out to be project man-
agement training. People would be sent off en masse to training and
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certificate programs in the hopes of teaching them how to corral
these renegade projects. This made little impact as far as I could see.

Despite the chaos and uncertainty surrounding these projects,
management wanted to be able to turn on a dime and at the same
time demanded that project managers provide accurate projec-
tions. While all this was happening, everybody was losing sight of
the bottom line. Projects that were brought in by the due date ei-
ther missed the intended customer need or if they did meet it,
there was no way the project would give a satisfactory return on the
investment. In the panic to deliver something, people had lost
sight of the main idea: the purpose of a project is to make money.

In the process, people were working fifty- to sixty-hour weeks,
burning out. A better quality of life seemed inconceivable.

I had been conditioned by traditional project management
dogma and therefore kept looking at the world through the wrong
lens: I was trying to force-fit projects and the world into my passé
paradigm. It was an insurmountable task. Looking back, I can see
the face of reality watching in amusement and at times even laugh-
ing hysterically at our futile attempts to get it to obey our grandiose
plans and elaborate control procedures.

I had failed to notice that a new breed of projects had been
born: eXtreme projects. These eXtreme projects disobeyed the
classical TPM model whether I liked it or not.

Searching for New Answers

I began to discuss my observations with clients and colleagues. The
breakthrough came when I finished reading Ralph Stacey’s book,
Managing the Unknowable (1992) . A week later, I had a series of cat-
alytic insights, revelations that would change everything:

1. Traditional project management is about managing the known,
but eXtreme project management is about managing the
unknown.

2. You don’t manage the unknown the same way you manage the
known.

3. No matter what I did, I wasn’t going to change the circum-
stances surrounding the new breed of projects. Nobody was
going to. Reality rules.

4. To succeed, I had to adapt.
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As my eyes opened, I began to see reality for what it was. I soon
found that I wasn’t alone. I just thought I was. I learned that reality
was also whispering in the ears of many others, and they too were
beginning to awaken. I used my workshops and keynote speeches in
the United States and Canada to search out project managers who
were looking for new answers. Here and there I found project man-
agers who were gaining the courage to start throwing out the old
rules and tools. They worked in a wide variety of industries (phar-
maceutical, biotech, manufacturing, federal and state government,
insurance, finance, health care, food and beverage, construction,
entertainment) and were applying eXtreme project management
principles to many types of projects (software development, e-com-
merce, process reengineering, new product development, business
mergers, information technology rollouts, telecommunications in-
stallations, sales generation and organizational change initiatives).

Reality was also whispering to members of the project manage-
ment establishment, gurus such as Jim Lewis and Bob Wysocki, who
were beginning to question the effectiveness of traditional methods
applied to new breed projects. Harvey Levine, a renowned expert
in the use of project management tools and former president of the
Project Management Institute, sent me an e-mail in which he ad-
mitted to throwing up his hands. “I'm engaged in mental gymnas-
tics about what to do about project environments that do not allow
for the highly structured approaches of traditional project manage-
ment.” Levine then went on to address this quandary in his recent
book: Practical Project Management: Tactics, Tips, and Tools (2002),
where he describes methods of applying traditional project man-
agement concepts in simplified ways that cut to the chase and do not
require a full-blown project management culture and infrastructure.

No, I wasn’t alone. The Cutter Consortium, a prestigious in-
formation and consulting firm for information technology profes-
sionals, invited me to join what is now known as their Agile Project
Management practice. The practice consists of luminaries in soft-
ware development who, under the leadership of Jim Highsmith,
have joined together to reinvent project management practices to
meet the challenges of today’s change-driven, fast-paced informa-
tion systems projects.

Even the construction industry, the bastion of traditional
project management, was getting the word. In “Reforming Project
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Management: The Role of Lean Construction,” authors Gregory
Howell and Lauri Koskela hold nothing back. They open their
paper with these words: “Project management as taught by profes-
sional societies and applied in current practice must be reformed
because it is inadequate today and its performance will continue
to decline as projects become more uncertain, complex and
pressed for speed. Project management is failing because of flawed
assumptions and idealized theory. . .”

Encouraged by the turning of the tide, if not a sea change, I
turned my journey to reinvent project management into a prob-
lem to be solved: keeping an eXtreme project in control and de-
livering bottom-line results in the face of volatility and maintain an
acceptable quality of life on and off the job. This book shows you
how to do this.

In solving the problem, my workshops and clients became my
laboratory. Both venues enabled me to test new approaches and
get instant feedback. I fine-tuned the lessons learned from one en-
gagement for the next one and introduced them into my work-
shops as well. Like an eXtreme project, my model, set out in this
book, was undergoing constant change. It still is. After all, in the
world of extreme projects, nothing stands still.

What You Can Expect

In this book you will find proven approaches for succeeding with
the new breed of eXtreme projects. These are projects that feature
two or more of these dynamics:

High stakes: failure is not an option.

Deadlines are short.

Innovation is paramount.

Success is to be measured in bottom-line results.
Bureaucracy can’t be tolerated.

® Quality of life is important.

This book is not about another panacea methodology and flow-
chart. Rather, it presents a holistic framework built on an inte-
grated set of principles and shared values and practices. It includes
tools that accelerate performance on all three levels essential for
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success on very demanding projects: self-leadership, project lead-
ership, and organizational agility. The holistic model, people cen-
tered, reality based, and business focused, takes the form of the
following overall framework:

* The 4 Accelerators (principles for unleashing motivation and
innovation)

e The 10 Shared Values (for building trust and confidence)

¢ The 4 Business Questions (for ensuring that customers receive
value early and often)

® The 5 Critical Success Factors (that provide the practices,
tools, and infrastructure to succeed)

eXtreme project management encompasses both hard and soft
skills. Project management can no longer separate people from
projects. The book combines the essential soft (interpersonal)
skills with the critical eXtreme project management hard skills.

eXtreme project management is adaptable. To use it success-
fully, it is important that you apply the overall framework I outlined
above. Then, take the element as far as it makes sense.

The Audience for This Book

eXtreme project management is for everyone. Its principles and
practices can be used on any project because it strips away all
nonessential project management ceremony. I have been gratified
to learn that more and more people have been applying the prin-
ciples and tools covered in this book to manage traditional proj-
ects that have been overburdened with excess methodology and
documentation.

eXtreme projects level the playing field. This book is written
for everyone who touches an eXtreme project. Everyday-business
managers are now finding themselves leading, sponsoring, or par-
ticipating on eXtreme projects. Projects are becoming part of their
real job. And project management is becoming a survival skill.
That’s why I've written eXtreme Project Management in plain English
and not in project management technobabble. Besides, those
terms wouldn’t apply to eXtreme project management anyway. It’s
a new game.
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Both beginners in project management and seasoned practi-
tioners attend my eXtreme Project Management workshops: all are
looking for a better way. These include core team members as well
as other stakeholders from business functions whose livelihood and
departmental objectives depend on successful projects. All of them
want to become more project savvy.

There is much in this book for project sponsors who will use it
to gain a new understanding of their special role when sponsoring
an eXtreme project and how they can best contribute to success.
Program managers and heads of project offices will find material
they can use to expand their project management offerings to their
customer community. And the final chapter is written in the form
of a briefing for senior management. As it outlines practices for
becoming an agile organization, it addresses one of management’s
most burning questions: How can we accommodate high change
and still have predictability? Senior managers who are ready to
eliminate counterproductive organizational practices and replace
them with a project environment that is change tolerant and adapt-
able to all types of projects, from traditional to extreme, will find
the final chapter particularly compelling.

If you decide that eXtreme project management is for you,
then this book will become your guide. A lot of it will remind you
of what you already know. It will enable you to express and extend
your natural talents and skills in a way that will have an even
greater impact on the lives and projects of those around you. It will
help you make heroes and heroines of yourself and others.

In a large sense, this book is intuitive. It is organized common
sense, and that’s why it works. Unlike traditional project manage-
ment, eXtreme project management is built around how people
are naturally motivated to work instead of being built around a
sterile methodology and then trying to force people to conform.

What'’s Ahead

This book has four parts. Part One describes the reality we face
today and explains in greater detail why this reality requires a new
mind-set based on the premise that radical change and uncertainty
are the norm, not the exception. Part Two focuses on the leader-
ship skills that are critical to success on eXtreme projects, including
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self-leadership. The job of the eXtreme project manager is to gain
and sustain the commitment of others. The successful project man-
ager is able to unleash motivation and innovation, establish the
trust and confidence to succeed, and ensure that the customer re-
ceives value each step of the way. All of these critical outcomes call
for leadership. When eXtreme projects fail, it is most often due to
a lack of leadership or poor leadership skills.

Part Three provides a thorough grounding in the flexible
project model for eXtreme projects, covering project start-up to
project turnover. The model provides just enough discipline to
allow people the freedom to innovate and to get work done. The
model is iterative and consists of four cycles: Visionate, Speculate,
Innovate, Reevaluate, and one final element, Disseminate.

Part Four provides practical guidance on managing the project
environment. Communication is critical on eXtreme projects,
which require that information be available at any time to anyone
who needs it. eXtreme projects also require an agile organization,
that is, a change-tolerant, project-friendly culture that recognizes
and supports the special needs of different projects from tradi-
tional to eXtreme.

The eXtreme Tools and Techniques section at the end of the
book is a collection of tools and techniques for use with eXtreme
projects. Most of them focus on the essential soft skills of eXtreme
project management for improving self-mastery, interpersonal
skills, and team leadership and facilitation skills.

No Excuses Project Management

To succeed on today’s extreme projects, you can’t wait for the or-
ganization to get sane, become project friendly, and make your life
easer. That would be insane to think so. If you don’t believe me,
try explaining to your sponsor or customer that the project failed
because they doubled the scope, cut the time line in half, and con-
tinually made changes to the plan.

This book will help you succeed under any circumstances, even
if it means that you decide you have to walk away from an impos-
sible project. What greater success than to be true to yourself?

If there’s one thing I've learned after being around projects
for thirty-five years, and in particular the past eight years, eXtreme
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project management boils down to just one word: courage. Courage
to do things right. And courage to do the right things.

The principles and tools in this book will get you up to speed.
But only you can get up the courage to use them. You don’t need
permission from anybody to begin to apply this approach and to
make a difference.

Burnsville, North Carolina Doug DeCarlo
August 2004
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eXtreme Project Management






Introduction
Into the Light

The world of project management has changed radically, totally,
and irreversibly. It is not just that today’s projects don’t share even
a family resemblance with yesterday’s. It is that the world in which
projects are managed has changed irrevocably. To explain what I
mean, let’s consider two brief examples of projects: a traditional
project and what I call an eXtreme project.

Here is an example of a traditional project. As it happens, it
was completed over the course of several months in 2002, but it
would have looked pretty much the same in 1982 or 1972.

The food technology department of a consumer snack food com-
pany had just concluded its annual survey of its manufacturing
plants. Based on the survey, senior management determined that
the Miami facility would need to replace one of its manufacturing
lines in order to meet capacity requirements for the Asian market
and accommodate two new consumer products. This was to be the
third major upgrade that the plant experienced in five years. The
two previous upgrades had required an average of four months
from start to full production.

The Miami plant manager appointed Harry Galt as the project
manager responsible for installing the new line and gave him the
blueprint for the new system. Galt had participated in the two pre-
vious projects and quickly assembled a team. Since there was little
turnover of personnel at the plant, he was able to recruit six people
who had participated on the two previous projects to join his eight-
person team. Galt was also pleased that five members of the project
team would be available full time since the project would take place
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during the slow season. In the kickoff meetings, which went
smoothly, the team realized that the current project was similar
to the earlier projects and they could use most of the documen-
tation from the earlier projects, which included a project plan
broken into phases and with three levels of detail. The team was
also confident about the technology and the vendor, which were
tried and true from the two earlier projects. The contract was for
a fixed price and was basically a boilerplate of the previous two,
requiring no negotiation. The third installation was scheduled
for a six-month start-to-finish time frame, even though the earlier
projects took four months to complete.

As the project progressed, Galt’s team received a request to
improve throughput by 20 percent to accommodate that latest sales
forecast. The request came well in advance of installation and was
easily accommodated with no impact on the schedule, which had
a two-month buffer built in.

This is the kind of project that traditional project management
(TPM) evolved to deal with. The project manager received a clear
statement from the customer as to what was wanted, when it was
wanted, and how much the customer was willing to pay for it. The i’s
were all dotted and the t’s were all crossed. All the correct forms were
filed and all the boxes filled with the information requested. More-
over, the customer did not change his mind halfway through the
process. And the methods for achieving the results were proven and
well understood. No new technology was involved. And the world it
was dealing with experienced change as incremental—not always
smooth and not always predictable, but taking small baby steps.

Now let’s look at a recent project that was characterized by
speed, uncertainty, rapidly changing requirements, and high stakes:

A large financial services company was steadily losing its position
among upscale customers: individuals with a high net worth of

$1 million and above. The organization had slipped from third to
fifth place in market share in two years and would drop to number
six within months at the current rate. The Wall Street Journal had
even run a feature story on the organization’s plight.

Senior management decided to revamp the entire portfolio of
financial offerings for the high-net-worth market. A critical project
in the new program was to upgrade the company’s e-commerce ca-
pability in order to improve the customer experience, reported to
be significantly below par according to third-party research. Sarah
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Niebel, an experienced manager in the information technology
department, was appointed to head a project to upgrade the orga-
nization’s e-commerce capability. Her assignment was to create a
revamped Web site to improve the customer experience in four
months, about half the time it would normally take. (Marketing
was already starting to promote the new portfolio and the new
customer-friendly e-commerce site.)

Realizing she had been handed a fuzzy goal—What exactly
did “improve the customer experience” mean?—Niebel tried to get
clarification. As she worked to set up meetings and get clear guide-
lines, she realized that the project had no clear-cut sponsor. Mar-
keting, sales, and information technology all wanted a voice in the
project but didn’t seem to want responsibility. As a result, Niebel
was left at the mercy of conflicting interests. She had no one to go
to for funding or needed staff resources, or to prioritize and sign
off on requirements for the new e-commerce capability. She also
realized that to get the revamped site up and running would repre-
sent a quantum leap in new technology. She managed to assemble
a team, but the project seemed to rank low on everyone’s list of
priorities. (Her team members were spread among several projects
and working upwards of fifty to sixty hours per week.)

As she worked to push the project forward, the requirements
came under constant change and debate in response to newly dis-
covered customer needs, new competitive offerings, and the latest
government regulations. Management needed a win, but market-
ing, sales, and finance couldn’t agree on the product mix. After
sixty days, nearly half of the project team had either been assigned
to other projects or had left the organization. The four-month
deadline came and went as the project limped along, with each
week’s delay costing the organization an estimated $1.5 million in
lost business in addition to possible bad press.

This is a clear example of an eXtreme project:

Requirements changed overnight.

The project involved new technology and new methods that
no one had tried before.

The deadline was half the normal time.

Quality of life during the project was likely to be nonexistent.
Halfway through the project, the customer suddenly decided
he wants something else.

The environment surrounding the project was chaotic and un-
predictable, and it was changing discontinuously.
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Under these conditions, innovation is at a premium. And this en-
vironment is becoming the norm. Sara J. McKenzie, senior program
director at Sepracor, says, “This is the kind of project management
reality that I am engaged in, and the very reason that I have drifted
away from Project Management Institute with their base in tradi-
tional approaches.”

How eXtreme Projects Are Different

TPM is about managing the known. eXtreme project management
is about managing the unknown. Traditional projects are slow and
stable and lend themselves to orderly planning. eXtreme projects
are chaotic, messy, and unpredictable; speed and innovation are
critical, and planning is chaotic and just-in-time.

eXtreme Projects Require Managing the Unknown

A major difference between a traditional project and an eXtreme
project has to do with the level of predictability surrounding the
undertaking. Since eXtreme projects live in turbulent environ-
ments that feature high change and high uncertainty, the project
requirements are constantly shifting throughout the venture in re-
sponse to internal as well as external factors, such as competitive
moves, new technology, shifts in customer needs, changes in reg-
ulatory requirements, and general economic and political condi-
tions. Not only is change the norm, change is the project.

Heed the words of Frank Saladis, former president of the New
York City chapter of the Project Management Institute (PMI®).
Frank and I were doing a joint presentation on the subject of ex-
treme projects at ProjectWorld, a leading conference and trade
show for project managers and their teams. Frank stood up to
speak and boiled it down to the essence: “Extreme projects are
about planning, deplanning, and replanning.”

eXtreme Projects Are Chaotic and Messy

An eXtreme project is messy. That’s reality. Reality happens while
plans are being made, and it can’t be changed. It has a mind of its
own. Reality rules. All we can change is how we respond to it. This
is so fundamental and essential to remember that if you are in
charge of an eXtreme project, I strongly suggest that you tattoo the
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phrase “Reality Rules” on your forehead and do so in reverse let-
ters. That way in the morning, when you are shaving or putting on
your makeup, you have an indelible reminder of this lifesaving,
guiding principle for eXtreme project managers.

eXtreme Projects Require Speed and Innovation

With constantly changing requirements, rapidly evolving technology,
and a competitive landscape that shifts daily, eXtreme projects move
forward at high speed. They typically involve time lines that seem im-
possible to meet. If you take the time to plan each step of the way
carefully, the project will usually be irrelevant by the time you are
done. The problem or opportunity it addressed will have morphed
into a new, perhaps unrecognizable, shape. For an eXtreme project,
since change is constant (and stability is the exception), yesterday’s
plan is about as fresh as last month’s tunafish sandwich. An eXtreme
project is like a car with the throttle stuck down and no brakes.
Innovation is critical in eXtreme projects. In fact, it is more
than critical; innovation is what eXtreme projects are all about. In
the extreme sense of the word, innovation means more than com-
ing up with new or breakthrough products and services. It also in-
cludes coming up with innovative processes and methods to
manage the projects that turn out those winning products and ser-
vices. You can’t cut a twelve-month time line in half by working
twice as hard. That’s the outmoded worldview. In eXtreme project
management, innovation is both the means and the end.

eXtreme Projects Require Just-In-Time Planning

An eXtreme project is a process of discovering what is truly wanted
through trial and error. It’s not unlike a heat-seeking missile in
search of a moving target. The eXtreme project is self-correcting
because you don’t have time to run every decision up the hierarchy.
And even if you did, the people upstairs are not often in touch.
Team members need to make frequent and on-the-spot decisions
and in the light of rapidly changing requirements or circumstances.

In contrast, the goal of traditional projects is to produce the
planned result and do so with efficiency by minimizing variances
to the original plan. Optimization and efficiency are the goal. The
project team drives toward the planned result by following pre-
scribed procedures and policies. Elaborate control measures are
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often put in place so that the project does not deviate excessively
from the approved baseline of cost, quality, or schedule. Rigorous
change management practices are enforced in order to achieve ef-
ficiency and be true to the original baseline. When applied to an
eXtreme project, the traditional approach is the equivalent of at-
tempting to drive full speed ahead on an expressway by navigating
through the rear-view mirror.

In the case of an eXtreme project, which by nature is messy, we
are focused not on efficiency but on effectiveness. We want to produce
the desired result, which may bear little resemblance to the original
target. The iron triangle of traditional project management—bring
itin on time, on quality, and on budget—is not relevant under ex-
treme conditions. Why? Because the definition of on-time, quality,
and budget typically change many times throughout the project.

Ready, Fire, Aim

A traditional project looks like a waterfall, representing neatly cas-
cading, sequentially flowing Gantt charts with eight levels of detail
(Figure I.1). Waterfall project management works well under con-
ditions of relatively low speed and low uncertainty. It is well suited
for traditional construction and engineering projects and others
that have a well-defined, concrete goal and a proven path to get
there. The shutdown process for a nuclear power plant and the
project to put up a new McDonald’s restaurant are well repre-
sented by the waterfall model (Figure I.1).

In contrast, eXtreme projects, characterized by changing re-
quirements, dead ends, unpredictability, messiness, speed, and in-
novation, do not fit the waterfall model. An extreme project looks
more like a despondent strand of overcooked spaghetti (Figure 1.2).

Figure I.1. Traditional Project Mental Model
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Figure 1.2. eXtreme Project Mental Model
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If you want a definition of an extreme project, here’s the one
I use with clients.

An extreme project is a complex, high-speed,
self-correcting venture during which people interact
in search of a desirable result under conditions of
high uncertainty, high change, and high stress.

Traditional projects follow the classic model of ready, aim, fire.
In contrast, on eXtreme projects, we shoot the gun and then at-
tempt to redirect the bullet. This is the reality that business man-
agers, project managers, and their teams of professionals face. The
bureaucracy, rules, and mechanistic practices that are characteris-
tic of traditional projects backfire on eXtreme projects, where un-
certainty, improvisation, and spontaneity replace predictability,
command, and control. This suggests that we apply a different ap-
proach to planning and managing an eXtreme project, one that is
change tolerant and adaptable, or, as some pundits like to say, agile.

How eXtreme Project Management Is Different

In eXtreme project management, we recognize that the plan has
to change to fit the world as we know it right now. Chances are the
world will be different tomorrow, and so will the plan. Change is
the norm. Uncertainty is certain. Stability is an aberration.

* Traditional project management is past oriented. eXtreme project
management is future oriented. Jim Highsmith sums it up in his award-
winning book, Adaptive Software Development (2000). He points out
that the goal of traditional project management is to get it right
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the first time; the goal of agile or adaptive project management is
to get it right the last time. That’s when it counts.

The ready-fire-aim approach is indicative of a fast-paced, highly
volatile experience. The focus is always on the customers, whose
active involvement is essential. They are the primary stakeholders
and, with the project manager, are constantly redirecting the
project toward a goal that is both changing and coming into
clearer focus as each iteration is completed. To survive in this dy-
namic environment, the team must anticipate change by using a
minimalist approach to planning the next iteration. If you don’t
know the future, why waste time planning it! The eXtreme project
management approach does not. At the same time, eXtreme
project management is designed to deliver the expected business
value for the time and money invested. All of this is ensured be-
cause the eXtreme project is under the watchful eye of the cus-
tomer in collaboration with the extreme project manager.

¢ Traditional project management makes people the servants of the
process. eXtreme project management makes the process the servant of peo-
ple. Traditional project management is a set of practices, proce-
dures, and policies where people become servants of the process.
Gantt charts, issues logs, status reports, and other processes are
used to control the activities of people. eXtreme project manage-
ment is based on the premise that people are crucial to the success
of the project: thoughts, emotions, and human interactions are the
wellspring of creativity. If the team is demoralized, the project will
suffer in terms of schedule, quality, and budget. Thus, eXtreme
project management focuses seriously on quality of life and puts
people in control of the process rather than the other way around.

* Traditional project management is about centralizing control of people,
processes and tools. eXtreme project management is about distributing control.
Traditional project management tries to minimize change and
tends to keep tight control over policies and procedures. eXtreme
project management recognizes that you don’t manage the un-
known and unpredictable the same way you manage the known and
predictable. You are wasting your time trying to change reality to fit
a project plan. On an eXtreme project properly run, no one is in
control. Instead, everyone is in control.

* Traditional project management tries to take charge of the world
(things, people, schedule). eXtreme project management is about taking
charge of yourself, your attitudes, your approach to the world. Traditional
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project management focuses on making, people, budgets, and
schedules conform to the plan. eXtreme project management an-
ticipates change by using a just-enough minimalist approach to
planning and distributing control. This requires that project man-
agers first focus on themselves by adopting a mind-set that is com-
patible with, even thrives on, constant change and innovation.

* Traditional project management is about managing. eXtreme project
management is about leading. The hallmarks of traditional project
management—working to plan, minimizing change, keeping tight
control—are essentially managerial tasks. Traditional project man-
agers are taskmasters, a style that is more appropriate for stable
projects. On eXtreme projects, where planning is minimal and
change is constant and unpredictable, the key tasks are those of
leadership. As we will see, good process leadership on an eXtreme
project will enable people to discover the best solution and to con-
tinually self-correct.

Changing the Paradigm

For today’s high-speed, change-driven projects, the traditional
world of project management belongs to the past. The paradigm
must shift. Any company that doesn’t make that shift is sure to be
lost in the rush. Consider the realities of today’s business environ-
ment and where eXtreme project management fits into the picture
(Figure 1.3).

The two quadrants on the left of the figure represent the world
of traditional project management, a discipline that was born out
of the construction and engineering industries. Here, the approach
to project management was closely aligned with the Newtonian
world of science and physics. The Newtonian worldview is based on
determinism and reductionism, a paradigm that says the world can
be dissected into a predictable set of cause-and-effect relationships
among the parts. It’s left brain, linear, logical thinking at its best.
It’s analytical. This mechanistic view has led to the conclusion that
we can plan with confidence. It gave rise to what continues to be
called waterfall project management. On the other side is the right
brain, which works in a nonlinear way. Its process is relational and
random and solves problems using systems thinking.

In the land of eXtreme projects, the plan is not a prediction.
And unlike in the Newtonian world, eXtreme projects obey the laws
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Figure 1.3. Business as Unusual
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of the new science: the world of quantum physics, self-organizing
systems, and chaos theory.

Many businesses have only recently realized the pain of not
having a project management process in place and are struggling
to adopt the traditional practices represented by the Software En-
gineering Institute (SEI), the PMI®, and others. Unfortunately,
these businesses are most likely wasting their time. According to
Bob Kulin, PMP® (Project Management Professional), a program
manager of pension implementation, “I always believed that the
project management profession is doing itself a disservice if it
doesn’t recognize that many, if not most, projects don’t follow the
guidelines set forth by the Project Management Institute’s Project
Management Body of Knowledge.” It’s time to awaken to the real-
ities of today’s business environment and discover the way to sur-
vive and thrive under the new circumstances:

Failure is not an option.

Speed, innovation, and profitability count.
® Bureaucracy is to be avoided.

Quality of life is important.
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A new mind-set is needed to succeed on extreme projects. I call
this the quantum mind-set, which is based on the reality that change
i1s the norm. In contrast, the Newtonian mind-set is based on the
belief that stability is the norm. I describe the quantum mind-set
in full in Chapter One and give you an opportunity to assess
whether you and your organization fall on the quantum or New-
tonian side of the ledger.

eXtreme project management is the vehicle that puts the quan-
tum mind-set to work. It enables its practitioners to keep projects
in control in the face of volatility, while providing value to the cus-
tomer each step of the way.

The eXtreme project management model consists of a set of
principles, values, skills, tools, and practices that are compatible
with change and uncertainty and form the soft and the hard glue
of extreme project management:

® 4 Accelerators—principles that unleash motivation and
Innovation

e 10 Shared Values—A set of values that establish trust and con-
fidence among stakeholders

* 4 Business Questions—questions that, when addressed, ensure
that customers receive value early and often

¢ 5 Ciritical Success Factors—the skills and tools and organiza-
tional support essential for success

The eXtreme project management model loads the deck in
favor of success because it is holistic, people centered, humanistic,
business focused, and reality based. It is new, it is exciting, and it
works.

This is definitely not your father’s or mother’s project manage-
ment. Itis a radical shift in thinking about projects and their man-
agement. In the typical eXtreme project, there is a rough idea
about the goal and little or no idea about how to achieve that goal.
Obviously the traditional linear approach to project management
just won’t work. For one thing, the standard tools, templates, and
processes of traditional project management are almost useless to
the eXtreme project manager. Rather, the eXtreme project man-
ager, with the help of the customer, chooses one or more directions
that seem probable, learns from what happens, and recalibrates for
the next cycle. This constant recalibration occurs several times as
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the customer and the project manager look for convergence to-
ward the stated goal, which in all likelihood has changed as a re-
sult of learning and discovery that took place in earlier iterations.

Managing an eXtreme project can be a dynamic and exhila-
rating challenge for the team when it means being first to market,
unseating the number one competitor, winning back a large cus-
tomer, or turning around a dying product line all while working
decent hours with time and energy left for personal life. Managing
an eXtreme project does not have to be a soul-destroying slog
against reality—if you abandon traditional project management
and adopt the quantum mind-set. This is the subject of the next
chapter.



Part One

' The New Reality

In the Introduction, I described the need for changing the para-
digm of project management for today’s high-speed, change-driven
world. This paradigm shift needs to happen on two levels. On one
level, we need to change the model of what project management is
all about. On a deeper, more fundamental level, we need to change
our own perceptions of reality and our relationship to it. The two
chapters in Part One address both levels.

Chapter One examines the paradigm shift at the deeper level,
in ourselves. Virtually all management theory and practice, whether
related to project management or not, is based on the mind-set
that reality is stable, predictable, and knowable. The quantum
mind-set, in contrast, is based on the reality that change is normal
and unpredictable.

Coping with an eXtreme world requires us to start at the be-
ginning by changing our own mind-sets. I describe the quantum
mind-set in full and provide an opportunity to assess how well your
own beliefs and practices, and those of your organization, align
with the quantum mind-set.

In an eXtreme world where change is normal and unpre-
dictable, the standard tools, templates, and processes of traditional
project management are almost useless. Chapter Two offers a set
of principles, values, and practices that are compatible with change
and uncertainty—a paradigm shift concerning what projects are
all about. The eXtreme model for success takes the focus away
from templates and tools and places it squarely on leadership, the
only thing that can keep us on course in the face of rapid, unpre-
dictable change.
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Chapter One

Developing a
Quantum Mind-Set
for an eXtreme Reality

We are facilitators of disorder.
MARGARET WHEATLEY,
LEADERSHIP AND THE NEW SCIENCE

Just like a software package, our brains come with default settings—
a mind-set. By mind-set, I mean a set of beliefs and assumptions
about how the world works. This is our internal programming. In
this chapter I take a closer look at the eXtreme, or quantum, mind-
set, contrast it sharply with the Newtonian worldview, and highlight
the absurd project management behavior that results when one at-
tempts to apply Newtonian thinking in a quantum world.
Here is a quick review of the key ideas to keep in mind:

* By quantum mind-set, I mean a worldview that is compatible
with change and unpredictability. The quantum mind-set
assumes that change is the norm.

* The Newtonian or linear mind-set assumes that stability is
the norm.

¢ eXtreme projects need to be managed with a predominantly
quantum mind-set.

¢ Applying a quantum mind-set to a traditional project will
ensure a poor result.

¢ Applying a Newtonian mind-set to an eXtreme project will
wreak havoc.

15
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Unlike the Newtonian cause-and-effect mind-set and related
principles, eXtreme project management recognizes that although
goals are achievable, how we get there is unpredictable. Hence,
adaptability is more important than predictability. And since out-
comes are not predicable, this paradigm shift in mind-set opens
the door to applying the right-brained principles of quantum me-
chanics to project management. Quantum mechanics is the study
of motion in the subatomic realm. This domain deals with unpre-
dictability and the forces and laws that lie beneath and beyond the
physical world. The Newtonian world is about predictability and
how the physical world works. The quantum world is about pat-
terns and probability and how the subatomic world of particles and
energy works.

Adaptability is more important than predictability.

A critical component of the quantum world is Heisenberg’s un-
certainty principle, which says that with subatomic particles such
as electrons, we cannot know both the particle’s precise position
and its momentum (or velocity). The more precisely we measure
its position, the less we can know about its momentum, and vice
versa. The uncertainty principle does not state that it is hard to
measure both simultaneously or that we don’t have good enough
instruments. It states that we cannot do so in principle because the
act of measurement affects what we measure.

In the Newtonian world, we can measure these two quantities
as precisely as we please (more or less). In other words, a traffic of-
ficer can point a radar gun at your car and tell exactly where the
car is and its precise speed, simultaneously. Imagine a traffic offi-
cer who lived in a subatomic world. He could never issue a speed-
ing ticket. If he measured a car’s speed, he wouldn’t know where
it was (and so couldn’t know it’s in a 35 mph zone). If he pin-
pointed exactly where a car was (in the 35 mph zone), he couldn’t
measure its speed. When dealing with eXtreme projects, we have
to realize that a similar uncertainty principle applies. The more we
try to control one aspect of a project, the less control we will have
over others.
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Is There a Method to Your Madness?

The importance of adopting a quantum mind-set to eXtreme
projects is illustrated by a story.

While having lunch in the serene and sylvan setting of the
Sterling Farms Golf and Country Club in Stamford, Connecticut,
my stomach started to knot up. On this sweltering summer day, my
chicken caesar salad ended up mostly untouched. It wasn’t the
warm creamy dressing and the soggy croutons that were getting to
me. It was the scenario being described by my luncheon guest,
Tammy. Tammy (not her real name) was the head of software ap-
plication development for a high-flying and very visible dot.com
company. We were talking about project management when I asked
her to tell me about the major challenges in running projects in a
dot.com environment. She described a “typical” project environ-
ment, one that would make chaos seem like a snooze under the um-
brella on a quiet beach.

Marketing, sales, finance, application development, customer
support, network services, database management, senior manage-
ment, and eight outside vendors were all interacting with one an-
other, she told me, and mostly in an ad hoc way. On top of that, the
information technologies they were working with were also in a state
of flux. Moreover, this dot.com wasn’t the only game on the net. So
on top of it all, Tammy’s application development group had to react
to what the competition was up to. Change was frequent and re-
lentless. Time frames and budget didn’t mean anything. And man-
agement wanted accurate forecasts. The impact of these dynamics
made for a stress-filled workplace and an unfulfilled workforce.

I was sure that all this frustration had to overflow into every-
one’s family life as well. A toxic scenario.

Six months later I again had lunch with Tammy. This time
there was no time to enjoy a sylvan setting, so we ate in the em-
ployee cafeteria. Since the day of our first lunch together, the com-
pany had gone public, and there was heightened pressure for
accountability and predictability. To help get things under control
and to establish some project management standards, a new soft-
ware tool had been brought in, along with a time reporting system.
Tammy related that the training on the software tool was thorough
and that the vendor provided a support person who had been on
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site for the past three months. An experienced project manager was
also recruited to head the project office and establish best practices.

Yet this was not a happy place. There was little dot.calm at this
dot.com. In fact, the increased project reporting structure was alien-
ating people and beginning to cause some to leave the company.

Why was the new software and new methodology not produc-
ing results? The new scheduling tool was based on the old New-
tonian mind-set and model of the world, which assumes a linear
(cause-and-effect-like) relationship among tasks and events. We
recognize this as the waterfall model, which reflects the time-
honored plan-and-control approach to getting results. As we have
seen, this model is a useful tool for certain kinds of projects—those
that have a well-defined, concrete goal and a proven path to get
there. But the waterfall model was not well suited to Tammy’s
dot.com project endeavors, which feature high velocity, high
change, and high uncertainty. Tom Tarnow, former vice president
and head of project management organization at Morgan Stanley
Dean Witter, says, “Standardized project management approaches
will likely fail in an entrepreneurial and individual-oriented business
setting.” Those cascading, sequentially flowing Gantt charts with
eight levels of detail fail to capture the dynamics of the dot.com
world of projects.

Linear Lunacy

To apply the linear and classical (plan and control) approach to an
eXtreme project is lunacy, which is why people in Tammy’s organi-
zation were so unhappy. The good news is that organizations that
do this sooner or later recognize that it’s not working. But the bad
news is that they typically pick the wrong cure. Usually this process
begins with the observation that not everyone is on board with the
newly released software tools and the requisite project methodol-
ogy. At this point, Newtonian-minded management leaps to the con-
clusion that if everybody were following the same rules, then there
would finally be consistent and predictable results, as if cranking
out projects was like stamping out cookies in a factory. “We need to
bring in more discipline” is the cry. In other words, the prevailing
management philosophy is, “If it’s not working, let’s do more of it.”

Remember Heisenberg’s uncertainty principle: it’s not that mea-
surement of a subatomic particle’s position and momentum requires
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lots and lots of high-tech measurement equipment and rigorous
training to use it. It states that such measurement is physically im-
possible. So it is with eXtreme projects and the quantum mind-set.
If we adopt a quantum mind-set, we can see that eXtreme projects
by their very nature cannot be forced into the Newtonian straitjacket
of project schedules and Gantt charts. So millions of dollars are mis-
spent on training programs that teach and certify people in tradi-
tional project management approaches, which backfire on eXtreme
projects. I refer to this as linear lunacy, an advanced form of project
management insecurity that ultimately leads to what I call totooli-
tarinanism (pronounced tow-tool-ah-tarian-ism).

Millions of dollars are misspent on training programs
that teach and certify people in traditional project man-

agement approaches, which backfire on eXtreme projects.

Totoolitarianism manifests itself in the form of heightened
project governance through which tools and rules from above are
substituted for spontaneity and decision making from below. To-
toolitarianism often manifests itself as the project office, which sets
project policy. As Margaret Wheatley, renowned author of Leader-
ship and the New Science (1992), pointed out in a speech, “The only
difference between the word ‘policy’ and ‘police’ is just one letter
of the alphabet.” People intuitively know this. As a result, the term
project office, which smacks of bureaucracy, is being replaced in some
circles by the more project-friendly name of project support group, or
the innocuous-sounding Project Management Organization (PMO).

PMOs can be a valuable asset to an organization when they en-
courage and support a suite of approaches that can be matched to
the type of project at hand. Unfortunately, most try to enforce ad-
herence to a single set of tools, and these tools do not work with
eXtreme projects.

Newtonian Neurosis and the eXtreme Project Manager

Psychologist Carl Rogers uses the term cognitive dissonance to refer
to the discrepancy between our mental model of how we see or
want the world to be versus the reality of the situation. For exam-
ple, the reality is that an eXtreme project is a squiggly line. It looks
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like the strand of despondent spaghetti I mentioned earlier. But
most classically trained project managers have quite a different
mental model, albeit unconscious, of what a project should look
like. They want it to look like this:

Start ——— > End

This is solid, left-brained linear thinking at its best and is the
underlying cause of Newtonian neurosis: the compulsive need to
make an eXtreme project into a straight line. Tim Lister, senior
consultant and fellow of the Cutter Consortium, refers to project
managers who think this way as “flatliners.” Flatliners relentlessly
attempt to bludgeon every squiggly line project into submission
through the excessive use of project management tools, rules, tem-
plates, policies, and procedures.

Sooner or later, flatliners realize it’s not working. They typically
complain that the organization is not properly supporting them
and does not believe in project management. They also admit their
own shortcomings. If you were to peek into the head of a despon-
dent project manager, the self-talk you hear might go something
like this: “The world is not conforming to my plan. I must not be
a good planner or project manager after all. I'd better take more
project management courses and get more PDUs [professional de-
velopment units]. I will do better and promise to use more tem-
plates and tools.”

The world is not conforming to my plan. Let that sink in. Is the
world supposed to conform to our project plan? How arrogant can
we get? Newtonian neurosis leads to the futile practice of at-
tempting to change the world to fit your plan, which is fiction in
the first place. Why would anyone want to change reality to con-
form to fiction? Newtonian neurosis, that’s why.

Newtonian neurosis leads to the futile practice of
attempting to change the world to fit your plan,
which is fiction in the first place.

Traditional project management concepts are inappropriate
for eXtreme projects. Percentage complete, for example, is the
most basic measure of progress, but it is a silly measure for an
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eXtreme project because the plan for an eXtreme project is not a
prediction. That means the end date, given our best estimate, is
only fiction. So if we are four months into a so-called ten-month
project, are we really 40 percent complete? Percent complete
(4/10, as someone pointed out to me) is merely Fantasy divided
by Fiction.

Don’t misunderstand me. I believe that certification in project
management is a good thing for job mobility, and it beefs up the
resumé. So do proudly display your PMP® (Project Management
Professional designation) on your business card. Even get a tattoo.
But don’t think that the tools and concepts you learned apply all
the time, everywhere. On eXtreme projects, many of them don’t.

Newtonian neurosis is by no means limited to managers of
eXtreme projects. It’s common to run into this insidious affliction
among project sponsors, customers, and senior managers who in-
sist that linear and Newtonian approaches be applied in an effort
to stabilize an increasingly unpredictable world.

Self-Diagnostic Tool

Which of the two mind-sets, Newtonian or quantum, represents
your predominant worldview? Let’s take a look at how you’re
wired. Does your brain default to Newtonian or to quantonian?

Your Belief System

Your belief system represents your view of how the world works. For
each row, check the phrase that best describes you:

Newtonian Mind-Set: Quantum Mind-Set:
Stability is the norm Chaos is the norm

The world is linear and predictable. ~ Uncertainty reigns.

It’s controllable. Murphy’s law rules.

We can minimize change. We should welcome
change.

Add rigor to the process to Relax controls to increase

increase the feeling of security. the feeling of security.

If most of the items you circled fall under the Newtonian mind-
set, you may have trouble coping with eXtreme projects. For your
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own sanity and quality of life, you may want to find a work situa-
tion that offers a more predictable and stable environment. But do
keep reading, as I hope to show you that living in an eXtreme
world can be satisfying and rewarding. Being aware of your own
mind-set is the first step on the way of taking control of it and pos-
sibly changing it. If you came down in the quantum mind-set, then
you are already a step further than many other people on coming
to grips with eXtreme projects. Be careful though: the items you
circled may not really reflect your underlying assumptions about
life and the world. As I discuss below, some people espouse a quan-
tum mind-set but really don’t act as if they believe it.

Some people espouse a quantum mind-set but really

don’t act as if they believe it.

By temperament and preference, some people are simply not
cut out for managing or participating in these high-stress, de-
manding adventures. If this is true about you, there is nothing
wrong with you. Instead you are getting a strong signal that you
have another calling. Congratulations! Answer the phone. Head
for Chapter Three, Leadership Begins with Self Mastery, which cov-
ers Critical Success Factor 1. It will help you reinvent your life.

Your Management Style

Your management style reflects how your belief system translates
into how you do your job. As a project manager running an eX-
treme project (or if you are a project customer, sponsor, or senior
manager), which of the two hats do you wear most of the time? For
each question, decide whether you wear hat A or hat B:

Newtonian Hat Quantum Hat

My job as a project manager is to:

A. Deliver on the planned result B. Discover the desired result

The best way to do this is to:

A. Use the plan to drive results. B. Use results to drive
planning
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My preferred approach is to:

A. Aim, aim, fire B. Fire. Then, redirect the
bullet
I always try to:
A. Keep tight control on the B. Keep the process loose
process

When things start to slip out of control, I try to:

A. Establish stronger B. Agree on guidelines,
procedures and policies principles and values

When the project goes off course, I:

A. Correct to the original B. Correct to what’s possible
baseline

I see my role as a:

A. Taskmaster B. Relationship manager

A successful project:
A. Gets its right the first time B. Gets it right the last time

If you are wearing a Newtonian hat and using a Newtonian
compass to navigate your way through a quantum world, you are
likely to feel frustrated and under stress most of the time. You will
not be at ease. You will suffer from dis-ease, namely, Newtonian
neurosis.

Now, what about your organization? If you were applying the
above diagnostic tool to assess your organization, what is its pre-
dominant mind-set? Even if you personally have a quantum belief
system and wear a quantum management hat, it is likely that your
organization is thoroughly Newtonian in its belief system and man-
agement approach. Is this a cause for despair? Does this mean that
your eXtreme project is dead out of the starting gate? Not at all.
As we discussed above, reality happens. eXtreme project manage-
ment does not try to change reality; rather, it works to deal with it.
The eXtreme project management model presented in this book
is specifically designed to help you deal with all the Newtonian land
mines that litter typical organizations.
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eXtreme project management does not try to change

reality; rather, it works to deal with it.

Do You Walk Your Talk?

I run into a fair number of project managers who espouse a quan-
tum belief system yet act in a Newtonian way. Their behavior is not
congruent with their beliefs, even though their intentions are noble.
This phenomenon, unconscious Newtonianism, is at the heart of
Newtonian neurosis and is the root cause of totoolitarianism, which
is the institutionalization of what doesn’t work. Unconscious New-
tonianism accounts for the promulgation of inappropriate and
monumental project management methodologies and explains why
organizations develop elaborate systems, procedures, and policies
in a futile attempt to get a grip on eXtreme projects. They unwit-
tingly legislate, reward, and lock in dysfunction.

eXtreme projects call for a predominantly quantum mind-set
and quantum hat. Traditional construction and engineering
projects and other waterfall-like, predictable endeavors do very well
with the Newtonian approach. But you can’t manage the unknown
in the same way that you manage the known. To be successful in
managing the apparent chaos of eXtreme projects, it is funda-
mental that one’s belief system and management style be consis-
tent with the quantum reality. If your system and style are not, you
need to fake it until you make it. Act as if. Subsequent chapters in
this book will show you how. Your ability to succeed on an eXtreme
project that is organizationally complex requires it.

It’s Jazz, Not Classical Music

eXtreme projects are like jazz. To the unaccustomed ear, jazz might
appear to be random and chaotic, but it is not. There is a frame-
work, and the jazz musician has a lot of room to improvise within
it. Jazz is not ad hoc. Nor is eXtreme project management, as many
mistakenly believe.

Traditional projects are more like classical music. They are well
orchestrated and directed. You stick to the score, or the conduc-
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tor will tap his baton at you. Some organizations are beginning to
see the light. They recognize that ultrademanding projects get
bogged down with heavy-duty methods and too many templates,
best practices, and policies. Their response, though, is to take a
traditional, heavyweight methodology and scale it down. But that
doesn’t work. eXtreme project management is not traditional
project management on a crash diet. Moving back to the music
metaphor, if you left out the percussion section and violins from a
classical music performance, the piece would remain classical
music because the mind-set and the rigor remain intact (just on a
smaller scale). It’s still Newtonian neurosis.

eXtreme project management is not traditional project

management on a crash diet.

Toward Peaceful Coexistence

I'm not saying that there is no place for the rigor of traditional or
Newtonian principles on an eXtreme project. There are parts of
eXtreme projects that absolutely require rigor, such as software test-
ing procedures or the execution of a scientific experiment. Both
the Newtonian and quantum worldviews are necessary. But to suc-
ceed on an eXtreme project, the venture is far better served when
the predominant mind-set is quantum. This means that you need
to use both the left and right sides of the brain and know when to
use each. eXtreme projects are primarily quantum, right brain en-
deavors. (Think of it this way. Your right hand may be your domi-
nant hand, but that doesn’t mean you tie your left hand behind
your back. Don’t park your right brain at the door either.)

There is nothing inherently wrong or right with either New-
tonian or quantum principles. Which to use depends on the cir-
cumstances. The same knife that can be used in surgery to save a
life can also be used by a thug to take a life.

At its best, the Newtonian mind-set provides the needed pre-
dictability and control when predictability and control are possi-
ble. At its worst, the Newtonian mind-set is ego driven, arrogant,
and warlike. It’s fear based: fear of change, fear of failure. The
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mentality is to keep bad from happening. It seeks to change real-
ity to fit someone’s notion of how things should be. It seeks to win
through domination. Applying this traditional approach in un-
predictable environments can be hazardous to projects and to your
personal health and well-being.

At its worst, the quantum mind-set will relax all controls when
controls are vitally needed. Imagine New York City with no traffic
regulations. (You’d get Rome.) At its best, eXtreme project man-
agement is reality based, on the offensive, change embracing, and
future oriented. The mentality is to make good happen. It’s peace-
ful yet proactive. Applying eXtreme project management means
to look at the world the way it is, as it presents itself, and not fight
it each step of the way. After all, by the time it has presented itself,
it is already a reality. Attempting to change reality is an attempt to
change history. It’s futile. Instead, we forgive the past, join hands
with reality, and change the plan to fit reality, not the other way
around. There’s no Undo button on your computer for reality.

Using eXtreme project management means to take responsi-
bility and respond with ability. Under conditions of high speed,
high change, high uncertainty, and high complexity, applying the
traditional approach is to respond with disability.

In his masterful book The Dancing Wu Li Masters: An Overview of
the New Physics (1979), Gary Zukav sums it up: “The Wu Li Masters
perceive in both ways, the rational and the irrational, the assertive
and the receptive, the masculine and the feminine. They reject nei-
ther one nor the other. They only dance” (p. 44). (Wu Liis Chinese
for physics.)

Conclusion

Both traditional and eXtreme project management start out with
a set of requirements and a path. But the requirements and the
path are merely speculation when managing eXtreme projects.
Both are being constructed as the project goes along. It’s jazz. The
prevailing mind-set is that we will discover the desired result as time
goes by. This means recurring trial and error. Tom Peters, the man-
agement guru, calls this approach “fast failures.” In eXtreme
project management, the team and sponsor are wed to the future,
to what’s possible, and not to sticking to the original baseline.
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In the next chapter, I provide an overview of the eXtreme
project management model. In the meantime, the serenity prayer
can work wonders. It’s the secret for inner peace. I recommend
you say it at the beginning of each day and put it on a sign for your
desk. Read it early and often:

Grant me the serenity to accept the things I cannot change
The courage to change the things I can,
And the wisdom to know the difference.

Reinhold Niebuhr (1892-1971)



Chapter Two

The eXtreme Model
for Success

Simple clear purpose and principles give rise to
complex intelligent behaviors.

Complex rules and regulations give rise to simple,
stupid behaviors.
DEE HOCK, “INSTITUTIONS IN THE AGE OF MARKETING”

a4

The fundamental task of leaders is to prime good
feelings in those they lead.

DANIEL GOLEMAN, RICHARD BOYATZIS, AND
ANNIE MCKEE, PRIMAL LEADERSHIP

eXtreme project management is a new way of thinking and acting
that’s appropriate to projects that live under the special conditions
of high turbulence, high change, and high uncertainty. It is about
maintaining control and delivering value in the face of volatility.
What it takes to succeed on an eXtreme project is the central focus
for this chapter.

Two Keys to Success

Success requires adopting a quantum view of the world, a mind-set
that is compatible with and thrives on constant change and inno-
vation. By choosing a change-tolerant mind-set, you are choosing
a worldview that is in sync with chaos and unpredictability and one
that puts the emphasis on people and interactions more so than
on processes and tools. By choosing the quantum mind-set, the
first key, you have taken the first big step to succeed.

28
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Figure 2.1. The Path to Success

The Domain of eXtreme Project Management
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The other key success factor is to be able to gain and sustain
commitment to the project mission under conditions that are tur-
bulent and complex—those that feature high speed, high change,
and high uncertainty.

And how are these two challenging feats accomplished? In the
previous chapter, Margaret Wheatley gave us a hint: she said that
managers and leaders are “facilitators of disorder.” How do we fa-
cilitate disorder? Dee Hock and Daniel Goleman, Richard Boyatzis,
and Annie McKee provide the two secrets to success:

Secret 1: Give people the latitude to put their intelligence to work.

Secret 2: Focus on managing the emotional well-being of the
endeavor.

For the project manager, this means facilitating the flow of emo-
tions, thoughts, and interactions in a way that produces a valued
outcome (Figure 2.1). How does eXtreme project management get
you there? In this chapter, I will address these specific questions:

What is a project?

What is project management?

What is an eXtreme project?

What is eXtreme project management?

* How is success measured on an eXtreme project?
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* Who holds a stake in success?
* What are the elements of the eXtreme project management
model for success?

What Is a Project? A New Definition

Here is the official definition of a project as appears in the Project
Management Body of Knowledge (PMBOK® Guide), a standard
espoused by the PMI: “A project is a temporary endeavor to create
a unique product or service.”

This is a technically correct, but it is a lifeless and sterile defi-
nition of a project. It fails to capture the dynamics—the motion
and emotion—of what a project is all about. It’s devoid of the
human element. Contrast it with this new people-centered defini-
tion: “A project is a localized energy field comprising a set of
thoughts, emotions, and interactions continually expressing them-
selves in physical form.” Let’s look at what this means.

Energy is the capacity for doing work. This means the higher
the quality of thoughts, emotions, and interactions, the greater is
the capacity for doing work. When the energy field is toxic, that is,
filled with negative emotions, people’s capacity to do work is com-
promised and reflects itself in project deliverables (physical forms)
that miss the mark entirely or are eschewed by customers.

By localized, I mean that a project has a beginning and end
point. This is nothing new and lines up with the PMBOK defini-
tion. What is new is that I'm suggesting that a project is a living
thing that is organic and fluid. The noted author of several proj-
ect management books, Jim Lewis, is fond of saying, “Projects are
people.” And how do people spend their time all day? Having
thoughts and emotions and interacting. eXtreme project man-
agement is centered on and built around how people think, feel,
and interact.

I'm suggesting that a project is a living
thing that is organic and fluid.

Thoughts express themselves in the form of ideas, decisions,
facts, data, and breakthroughs. When thoughts and emotions con-
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verge, they manifest in meetings on flip charts and in bar con-
versations as diagrams on napkins. They spring to life in the form
of physical prototypes, pictures, memos, PowerPoint presenta-
tions, project plans, and project documents, and the final project
deliverable.

Emotions continually express themselves in physical and bodily
form when people get angry or smile or when they whip off a sharp
e-mail or when they go wild and celebrate victory the first time
their experiment finally works. In contrast, traditional project man-
agement dwells on the mechanical (read Newtonian) side of things
and pays lip-service to the human side. Its body of knowledge is
built on practices, procedures, and policies where people become
servants of the process. Can we afford to dehumanize projects? Not
in a quantum world.

Interactions refer to the intricate web of communication that
takes place as information, including thoughts and emotions, is ex-
changed among project stakeholders. When you look at a project’s
output, you are seeing the sum total of people’s thoughts, emo-
tions, and interactions embodied in physical form.

A project, in sum, is a process throughout which thoughts and
emotions take form. You can think of a project deliverable as being
that which is in formation, that is, being formed. And as more and
more thoughts and emotions are exchanged, the project’s end re-
sult takes on an increasingly concrete form. In this sense, a project
can be thought of as being information; that is, the product of
thoughts and emotions taking form. A project’s physical outputs
live two lives: first as thoughts or ideas and then as a tangible real-
ity. An important goal of eXtreme project management is to col-
lapse the time it takes for thoughts, emotions, and interactions to
manifest in physical form.

A project, in sum, is a process throughout

which thoughts and emotions take form.

Traditional project management has appended the human el-
ement to its body of knowledge. In contrast, eXtreme project man-
agement is based on the human element.
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What Is Project Management? A New Definition

Project management, eXtreme or otherwise, involves much more
than the act of designing and building the thing or putting in
place a new service capability that the customer has asked for. It is
not merely about the production of artifacts (Gantt charts, issues
logs, status reports and other myriad documents). Rather, it is
much more: project management is the art and science of facilitating and
managing the flow of thoughts, emotions, and interactions in a way that
produces valued outcomes.

The fundamental question in eXtreme project management
is not how to build a better mousetrap. Rather, it is how to create
an environment that will give birth to the best solution for catch-
ing mice.

As an energy field, a project consists of much more than its
physical outputs and supporting documents, just as an actual vaca-
tion is much more than a travel brochure. Not making this distinc-
tion leads to the preoccupation that I have observed in many
project managers: relentlessly improving the content of the Gantt
chart or endlessly tweaking the project plan with the naive expec-
tation that these activities will improve the project’s success in the
mind of the customer. This is tantamount to upgrading the look of
a travel brochure in the hopes of providing a better vacation expe-
rience. This fiction of project management has led to the forma-
tion of project offices and other project support organizations that
have created monumental methodologies, tools, and practices that
pump out bureaucracy and project documentation but have little
to show for in the way of tangible results that customers see, feel,
and put to use. There is lots of ceremony, but where’s the cake?

The energy field definition means that project management is
first and foremost an interpersonal, people-facing business. It’s the
creative and generative force behind valued outcomes. It includes,
but is not primarily about, the flow of project documents and doc-
umentation and the application of project management tools and
techniques. Project management is about management by eye con-
tact and not by icon-tact.

Thoughts, emotions, and interactions are the wellspring of cre-
ativity. And the quality and flow of thoughts, emotions, and inter-
actions determine the quality and value of the project deliverable.
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The energy field definition says that project management is the
life-giving force behind valued products, services, and the ultimate
business outcome.

Projects are living, breathing things. They are people. They
have moods. You can easily experience this for yourself. Think of
several familiar projects and ask yourself, Which ones are in a
good mood? Which ones are in a bad mood? When a project is
in a bad mood, the flow of ideas is stifled, and the energy field
becomes dense with a negative charge. Interactions among stake-
holders turn to gossip, complaining, criticism, fault finding, whin-
ing, and sabotage.

When a project is in a bad mood,
the flow of ideas is stifled.

If project management—traditional or eXtreme, and anything
in between—is really the facilitation and management of thoughts,
feelings, and interactions that give birth to tangible products and
services, then these are directly influenced by the emotional state
of the project team and other stakeholders. If the team is soured,
confused, conflict ridden, callous, and stressed out, these feelings
and thoughts will taint and infect the quality of the project outputs.
And a better-looking Gantt chart won’t help matters. If the team is
downbeat and the critical stakeholders perceive the projectin a
dim light, this attitude will reflect itself in the quality of the final
product, just as the quality of sunlight affects the growth of a plant.
How something is perceived changes that which is perceived. This
is the primary significance of physicist Werner Heisenberg’s un-
certainty principle, which has been verified repeatedly by experi-
ments with subatomic particles: we cannot observe something
without changing it. The perception is the reality.

The new definition of a project and project management shifts
the emphasis and focus of the project manager away from the man-
agement of the project artifacts to that of creating an environment
that fosters good thinking, positive energy, fluid communication,
and robust collaboration. This is the lifeblood of successful eXtreme
projects. Detoxify the soil, create a greenhouse, and the flowers will
flourish.
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Creating an environment that fosters positive energy requires
managing the flow of your own thoughts, emotions, and interac-
tions under conditions of high stress. That’s why self-mastery and
leadership by commitment are crucial to your success.

What Is an eXtreme Project?

An eXtreme project is a special kind of localized energy field (com-
prising thoughts, emotions, and interactions expressing themselves
in physical form). It is a complex, high-speed, self-correcting ven-
ture during which people interact in search of a desirable result
under conditions of high uncertainty, high change, and high stress.

Self-correcting is a key phrase. It recognizes that there are many
variables and unknowns both internal and external to the project
and the sponsoring organization. No one can keep track of them
all. No one knows enough to direct everyone else. This is not the
command-and-control school of project management. An eXtreme
project cannot be regulated from top down. It can only be guided
from above and managed from below as individuals, pairs, and
groups of stakeholders continually make self-correcting adjust-
ments as the project goes along while keeping in mind the desired
project outcome.

In search of a desirable result is another key concept. It means that
an eXtreme project is a discovery process: both the content of the
final deliverable and the path to get there will evolve throughout
most of the project’s life.

What Is eXtreme Project Management?

When faced with a demanding project, eXtreme project manage-
ment loads the deck in your favor because it puts the emphasis on
managing the project’s energy field: the thoughts, emotions, and
interactions that produce results. eXtreme project management s
the art and science of facilitating and managing the flow of thoughts, emo-
tions, and interactions in a way that produces valued outcomes under tur-
bulent and complex conditions: those that feature high speed, high change,
high uncertainty, and high stress.

In his book Agile Software Development Ecosystems (2002), Jim
Highsmith uses the term ecosystem to describe a holistic environ-
ment that includes three interwoven components: a “chaordic per-
spective, collaborative values and barely sufficient methodology.”
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The term chaordic refers to an endeavor or organization that ex-
hibits properties of both order and chaos in a way that defies man-
agement through linear cause-and-effect approaches.

eXtreme project management contributes to success in three
ways. First, it recognizes that you don’t manage the unknown and
unpredictable in the same way you manage the known and pre-
dictable. It makes it possible for continuous self-correction to take
place in real time. Second, it focuses on gaining and sustaining
commitment to the project mission by instilling desire and confi-
dence among key stakeholders. Third, it is much more than justa
methodology or another set of software tools and templates: it
takes an approach that is holistic, people centered, humanistic,
business focused, and reality based.

* eXtreme project management is holistic. This is a holistic model
that is built around an integrated set of principles, values, and prac-
tices that accelerate performance on all three levels: individual,
team, and organization. It includes methods, tools, and techniques,
but unless these are firmly rooted in the fertile soil of the quantum
worldview, they are about as useful as tumbleweeds blowing across
a barren prairie. Don’t fall into the tool or methodology trap. This
is not fill-in-the-blanks project management.

* c¢Xtreme project management is people centered. It puts emphasis
on managing project dynamics, which means the interactions and
communications among the project stakeholders, as well as their
changing expectations. Projects rarely fail due to the team’s in-
ability to produce a deliverable that is technically sound. Many el-
egant solutions, systems, and products sit there and rust because
they did not meet the real needs of the intended customer. Nor do
projects typically fail because the team didn’t have the right project
management software tool.

Projects rarely fail due to the team’s inability to produce

a deliverable that is technically sound.

o eXtreme project management is humanistic. It is based on the rad-
ical position that project success and quality of life are inseparable;
that is, a satisfactory quality of life is planned into the project. If
the team is demoralized, experience tells us that the project will
suffer in terms of schedule, quality, or budget (or all of these).
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From an organizational perspective, eXtreme project man-
agement should appeal to senior executives who recognize that if
an organization runs its staff into the ground on project after
project, they will eventually run out the door (even if customers
are satisfied), and the business will be adversely affected in its abil-
ity to hold and attract good people. Eventually, there may even be
a negative impact on the organization’s competitive position.

eXtreme project management makes processes and tools the ser-
vants of people. It is ever mindful of the Sirens’ call that lures peo-
ple into becoming unwitting slaves to well-intended but cumbersome
methodologies, templates, and software tools that stifle motivation,
innovation, and high-quality work and otherwise contaminate the
project’s energy field, putting the endeavor in a bad mood.

* eXtreme project management is business focused. It recognizes that a
project is first and foremost a business venture. The project team re-
lentlessly focuses on delivering value early and often. And eXtreme
project management incorporates the realization of business bene-
fits after delivery of the project’s output.

® ¢Xtreme project management is reality based. It provides tools and
methods that are practical and proven to work in project environ-
ments that feature constant change and high unpredictability. It
recognizes that you are wasting your time trying to change reality
to fit your project plan. Byron Katie, author of the book Loving
What Is (2002), says in her workshops, “When you argue with real-
ity you lose, but only 100% of the time.” The motto for eXtreme
project management is, “Reality rules.”

How Is Success Measured on an eXtreme Project?

Since eXtreme project management is people- and customer-cen-
tric, it will come as no surprise that success is measured as follows:

¢ Customers are happy with progress and interim deliverables.
There is a general feeling that the project is moving in the right
direction despite the surrounding volatility. Tangible results are
being produced—things that customers can see and feel.

* Customers are happy with the final deliverable. It meets the
success criteria that have been agreed on throughout the
project’s life cycle.
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® The downstream (postproject) benefits are realized. The in-
tended business benefit for having undertaken the project in
the first place is measurable and has materialized.

* Team members enjoy a satisfactory quality of life throughout the
project. When asked if they would be willing to participate on a
similar project, a majority of team members would answer yes.

A short way of saying this is that customers receive value
throughout the whole life of the project and the project team feels
good about the experience.

Who Holds a Stake in Success?

If projects are people—their thoughts, emotions, and interactions—
then relationship management becomes the main focus of eXtreme
project management. On eXtreme projects, the key to success is
other people. It’s stakeholder management, which means rela-
tionship management. It’s politics.

On eXtreme projects, the key to success is other people.

Anyone who participates on a project or who is affected by the
project (during or after completion) is a stakeholder. Stakehold-
ers provide vital goods and services in many forms, including au-
thority to do things, other projects you depend on, information,
feedback, labor, cooperation, decisions, approvals, and advice.
Other projects that depend on your project are also stakeholders.
Stakeholders can also put up roadblocks and find subtle ways of
sabotaging a project.

Because many eXtreme projects have high stakes and are or-
ganizationally complex, with impacts on multiple departments, sys-
tems, and processes, the size of the stakeholder community can be
formidable. Managing their conflicting expectations is the biggest
challenge facing eXtreme project managers. In Chapter Seven, I’ll
go into more detail on the major stakeholder groups. For now, I
simply set out the magnitude of the challenge by showing this
lineup of people who populate the project’s energy field:
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* You and your family

* The project sponsor

¢ Customers
Business owner
Functional ambassadors
Delegate users

® Producers
Project manager
Core team
Project contributors

* Suppliers
Vendors and other outsourcers
Consultants
Contractors
Resource managers

* Support staff
Facilitator
Project administrator
Project office

¢ Dependent projects
Projects you depend on
Dependents on your project

¢ Influencers
Upper management
Review board
Your boss
Functional departments
Unions
Families

¢ External
Competitors
Government agencies and politics
Special interest groups
Media
The public

In addition, there are organizational influences to contend
with. These include the systems, policies, and procedures (no
doubt all based on a Newtonian mind-set) that you have to live with
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unless you can find a guardian angel who can allow you to bypass
those that get in the way.

An organization’s culture—the way things are done in a par-
ticular organization—can also be a big influence. If you work in a
command-and-control culture, you will likely encounter little tol-
erance for collaborative decision making, a key ingredient for suc-
cess on eXtreme projects.

What Are the Elements of the
eXtreme Model for Success?

To succeed on an eXtreme project requires gaining and sustain-
ing commitment to the project mission through its life cycle. This
is accomplished by applying the quantum mind-set: to facilitate,
lead, and manage the project according to a set of principles, val-
ues, and practices that are compatible with change and uncertainty.
These form the soft and the hard glue of eXtreme project man-
agement and are embodied in the form of these elements:

The 4 Accelerators—the principles for unleashing motivation
and innovation

The 10 Shared Values—the components of the value system that
establish the trust and confidence needed to succeed

The 4 Business Questions—the questions that when they are
continually addressed ensure that the customer receives
value each step of the way

The 5 Critical Success Factors—the essential skills and tools and
the environment that make it possible to take action in a way
that produces valued results for the project’s customers

Orchestrated together, these elements make it possible to
maintain control in the face of volatility and vastly improve the
chances of delivering value early and often to customers.

The 4 Accelerators and 10 Shared Values are people oriented
and form the bedrock of eXtreme project management. Unless
this foundation is in place, the 4 Business Questions and 5 Critical
Success Factors will stand on a bed of quicksand. All of these work
together to keep the project’s energy field vibrant and productive
(Figure 2.2).
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Figure 2.2. The Model for eXtreme Project Management

Happy
Clients

eXtreme Project Management

(dancing with chaos to deliver high value early and often)

Quantum Mind-set
(choosing a worldview that is compatible with chaos and unpredictability)

The 4 Accelerators
(principles for unleashing motivation and innovation)
1. Make change your friend.
2. Build on people’s desire to make a difference.
3. Create ownership for results.
4. Keep it simple.

The 10 Shared Values
(establishing the trust and confidence to succeed)
Client Collaboration . . . People First . . . Clarity of Purpose . . .
Results Orientation . . . Honest Communication . . . Fast Failures . . .
Early Value . . . Visibility . . . Quality of Life . . . Courage

Where The Rubber Meets The Road
¢ Continually address the 4 Business Questions

¢ Adapt the 5 Critical Success Factors

The 4 Business Questions
(ensuring the customer receives value each step of the way)
1. Who needs what and why?
2. What will it take to do it?
3. Can we get what it takes?
4. Is it worth it?

The 5 Critical Success Factors
(taking action: the tools, skills and environment to succeed)
1. Self-Mastery
2. Leadership by Commitment
3. Flexible Project Model
4. Real-Time Communication
5. Agile Organization
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The 4 Accelerators and 10 Shared Values
are people oriented and form the bedrock

of eXtreme project management.

Unleashing Motivation and Innovation: The 4 Accelerators

The 4 Accelerators speed up the flow of positive energy through-
out the project’s energy field. They enable the stakeholders and
the team in particular to be adaptive. Keeping these guiding prin-
ciples in mind will go a long way in keeping a project moving and
the team committed and creative. By committed, I mean a sense of
ownership. Importantly, these accelerators also form the fertile soil
that gives birth to innovative products and solutions. And they go
a long way to establish the desire to succeed.

The 4 Accelerators, covered in full in Chapter Five, are sum-
marized here:

1. Make change your friend. Change carries a negative connota-
tion on projects. It disrupts things. It’s not something that is typi-
cally welcomed, and that’s why traditional project management
makes a big deal out of change control.

eXtreme project management requires a different attitude
about change—one that says change represents opportunity and
that welcoming change improves the chances of delivering the de-
sired result (which is likely to be vastly different from the originally
planned result).

In practice, making change your friend means accepting what
is and moving on from there.

2. Build on people’s desire to make a difference. 1 don’t think many
people get up in the morning excited about getting back to their
projects. In fact, the word project has a dispiriting sense associated
with it. People are more likely to rise and shine if they know they
are on a mission; that is, they see their project not so much as a
project but as a cause. When put into practice, this second accel-
erator means showing people how their job contributes to the big-
ger picture by providing a sense of meaning and purpose.

3. Create ownership for results. People support what they create. 1
may feel good about being part of an important project, but if it is
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a risky venture, as are all eXtreme projects, I will want to have a
voice in shaping the project. In practice, this principle means to
trust in people’s expertise and commitment and afford them the
opportunity to influence how to succeed on the overall project, in-
cluding how performance will be measured.

4. Keep it simple. The old KISS principle—Keep It Simple,
Stupid—is much more than lip-service on an eXtreme project. It’s
taken seriously. In practice, it means less is more: less process, less
project management overhead, fewer policies and standard oper-
ating procedures.

Establishing the Trust and Confidence Needed to Succeed:
The 10 Shared Values

This is the value system that fosters a strongly held belief among
project stakeholders that by working together they can succeed,
even in the face of volatility and adversity. It comes down to what
Henry Ford said: “If you think you can, you can. If you think you
can’t you can’t. In either case you are right.”

These 10 Shared Values relate to people, process, and business
value (they are covered in full in Chapters Five through Seven):

People Values

1. People First—eliminating barriers so that people can do qual-
ity work

2. Honest Communication—acting with integrity and speaking
the truth about the good, the bad, and the ugly without fear of
reprisal

3. Quality of Life—ensuring that the project strikes a satisfying
balance of work life and personal life

4. Courage—having the fear and doing it anyway; doing it scared
because it’s the right thing to do

Process Values

5. Client Collaboration—ongoing interaction and feedback with
the customer throughout the venture as opposed to the cus-
tomer’s handing off the requirements and disengaging

6. Fast Failures—finding the quickest path to failure by tackling
the most difficult, risky, or important work very early on
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7. Visibility—keeping everything out in the open for all to see:
plans, progress, work products, issues, who’s accountable for what

Business Values

8. Clarity of Purpose—understanding not only the goals of the
project but the bigger picture: why it’s being undertaken in the
first place

9. Results Orientation—focusing on the completion of deliver-
ables rather than on tracking tasks

10. Early Value—giving customers something they can put to use
as soon as possible

The 4 Business Questions

The 4 Business Questions serve as a constant reminder to all stake-
holders that the project is first and foremost a business venture:
the goal is to deliver value each step of the way, as well as during
the benefits realization stage, which begins after the final project
output has been produced.

These are the 4 Business Questions (they are covered in detail
in Chapters Five and Eight):

1. Who needs what and why?
2. What will it take to do it?
3. Can we get what it takes?
4. Is it worth it?

In practice, applying the 4 Business Questions means continu-
ally updating the business case to reflect the latest expectations and
projections.

Putting in Place the Skills, Tools, and Environment
to Succeed: The 5 Critical Success Factors

The 5 Critical Success Factors (CSFs) are where the rubber meets
the road. They employ the 4 Accelerators, the 10 Shared Values,
and the 4 Business Questions by building them into the life of the
project. They also speak to the skills, methods, and practices that
are essential to lead, plan, manage, and track the project from start
to finish and to assimilate change along the way.
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CSF 1: Self-Mastery

CSF 1 recognizes that you cannot separate your project from your-
self any more than you can separate the wet from the water. To stay
sane over time means being able to keep a grip on yourself as well
as on the project. An eXtreme project is stressful under any cir-
cumstances. It can follow you home at night and live rent-free in
your head, depriving you of a personal and family life. Self-Mastery
means the ongoing practice of leading oneself. In the absence of
even a modicum of Self-Mastery, the eXtreme project manager will
soon realize that he is out of control and no longer has a project;
rather, the project has him. Unless you choose Self-Mastery, you
are by default choosing self-misery. The goal is nothing less than
inner peace. Self-Mastery is the subject of Chapter Three.

You cannot separate your project from yourself any more

than you can separale the wet from the water.

CSF 2: Leadership by Commitment

The job of the eXtreme project manager is to gain and sustain the
commitment of others. This person is able to unleash motivation
and innovation, establish the trust and confidence to succeed, en-
sure the customer receives value each step of the way, and main-
tains control in the face of volatility. To do this requires that the
project manager become the steward of the project’s energy field
and the process leader who manages and facilitates the flow of
emotions, thoughts, and interactions in a way that produces valued
outcomes. By effectively (or ineffectively) managing the project’s
energy field, the eXtreme project manager creates the circum-
stances for success (or failure). Because of the critical importance
of leadership for eXtreme Projects, four chapters (Chapters Four
through Seven) cover all aspects of leadership in detail.

CSF 3: Flexible Project Model

The Flexible Project Model is iterative and consists of four cycles
plus one element called Disseminate. The model spans project
start-up to project turnover. Its purpose is to provide just enough
discipline to allow people the freedom to innovate and to get work
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done. Similar to the structure of a jazz composition, the flexible
model provides the framework for people to improvise when
needed but without losing control of the project. The four cycles
are: Visionate, Speculate, Innovate, Reevaluate, plus the final ele-
ment called Disseminate.

Part Three presents a complete guide to using the flexible
project model. Here is a brief overview of each element.

CSF 3.1: Visionate: The What

A business problem or opportunity has been presented. Face-to-
face sessions between the project sponsor and crucial stakeholders
are held in which all come to a collective vision and clear under-
standing of the business opportunity to be pursued or the prob-
lem to be solved. During the initial scoping meeting, a prioritized
set of requirements is agreed to, as well as how success will be mea-
sured. This is an initial definition and is expected to change as
project work commences.

CSF 3.2: Speculate: The How

Some high-level planning is done very quickly to sequence the de-
liverables and identify milestones. This is documented and agreed
to by all parties, along with the expectation that it will change as
project work commences.

CSF 3.3: Innovate: The Doing

Innovate takes place within predefined time frames. The empha-
sis is on experimenting and rapid development, generating real-
time feedback from the customer. At the end of the time frame,
the results are prepared for review, which takes place during the
Reevaluate cycle.

CSF 3.4: Reevaluate: The Reviewing

The customer and team review the results. Were the requirements
met? Have they changed? The results are reviewed against the 4
Business Questions. And if there is still value in moving forward, the
team cycles back to Speculate, to make the next time-framed plan
in order to start the next round of innovating. The Speculate-In-
novate-Reevaluate sequence is repeated until the time and cost bud-
gets have been expended or the desired result has been achieved.
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CSF 3.5: Disseminate: The Harvesting

When all the dust settles, eXtreme projects are about accomplish-
ing something useful and turning that over to the project customer
and beginning the benefits realization plan.

CSF 4: Real-Time Communication

Things happen fast on eXtreme projects. People need information
about the good and bad so that they can self-organize into groups
to make decisions. They need a forum for discussion and debate
so that the best options are surfaced and addressed. They need to
share documents and have ready access to project management
tools. Stakeholders need to be kept up to date. Real-Time Com-
munication means to put in place the project management infra-
structure to ensure that information is available at any time to
anyone who needs it in order to speed the flow of thoughts and ul-
timately decisions. Chapter Fifteen explains this CSF in practical
detail.

CSF 5: Agile Organization

Projects are like flowers. If the soil is toxic, one or two flowers may
survive, but sooner or later the crop will die. Agile Organization
means putting in place a change-tolerant, project-friendly culture
that recognizes and supports the special needs of different projects
from traditional to eXtreme. The goal of a change-tolerant orga-
nization is not to ensure that projects are delivered on time, on
scope, or on budget but rather to ensure that the project delivers
the intended business outcome. This topic is covered in Chapter
Sixteen.

Let’s begin by examining the leadership skills needed for an
eXtreme world, taking a look at the first Critical Success Factor:
self-mastery.



Part Two

' Leadership Skills for
an eXtreme World

The primary role of the eXtreme project manager is to gain and
sustain commitment to the project mission. Commitment occurs
when stakeholders, including the core project team, have bought
into the project. And buy-in occurs when there is a critical mass of
desire to support the project, as well as confidence in its ability to
succeed. You can tell that commitment is present when you have a
stable and motivated core project team and the support of the
stakeholder community at large.

When these two elements are present, the project gains for-
ward momentum. It takes on a positive energy and stays in a good
mood. And keeping the project in a good mood is the top priority
for the extreme project manager.

When commitment falters or vanishes, the project’s energy
field turns sour, and the project drops into a blue mood. It then
runs the risk of not meeting schedule, quality, or financial expec-
tations, and total failure.

To gain and sustain commitment to the eXtreme project, and
perhaps most projects these days, is no easy task. It requires strong,
effective, consistent leadership.

Unlike in the Newtonian model, where power comes from po-
sition and hierarchy, project managers have little direct authority
over people. Their power comes from the process they implement
and the relationships they establish. In the quantum model, the
eXtreme project manager is a process leader—someone who un-
leashes power rather than imposes power.

47
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Good process facilitates the management and organization of
ideas and translates them into concrete project deliverables. Good
process transports people from chaos to clarity, from seeing them-
selves as irrelevant to experiencing that they are making a differ-
ence. Good process is able to turn conflict into cooperation. Good
process connects the dots. Good process is not only the road map
to success; it unleashes the energy to pull it off.

When you lead the process, you lead the people—all of them,
regardless of rank or cultural background. Process and relation-
ship management skills are the great equalizers in eXtreme project
management. They enable you to:

¢ Unleash motivation and innovation.

¢ Establish the trust and confidence to succeed among key
members of the stakeholder community at large.

* Ensure the customer receives value each step of the way.

* Maintain control in the face of volatility.

The next five chapters provide you with the perspective and
tools you need to lead the eXtreme project process successfully.

Chapter Three explains why making a commitment to your
own personal growth is the starting point for leadership. It details a
three-step process for achieving self-mastery: (1) see yourself, (2) be
yourself, and (3) assert yourself. This chapter also offers a variety of
guidelines and tools to use on the path to self-mastery.

Chapter Four provides an overview of the organizational con-
text of eXtreme projects and the project manager’s role within that
context in terms of leading the project team and managing rela-
tions with the project sponsor, key stakeholders, and other players.

Chapter Five explains why managing the project as an energy
field is so important and offers guidelines for unleashing motiva-
tion and innovation and establishing the trust and confidence to
succeed. I'll cover the foundational tools for putting the quantum
mind-set to work: the 4 Project Accelerators, the 10 Shared Values,
and the 4 Business Questions.

Chapter Six shifts the spotlight to the core project team and
takes it from the point of assembling the team to moving it to the
high-performing stage and keeping it there. The emphasis is
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placed on what you can do to make it possible for the team to suc-
ceed, including getting the right sponsor, ensuring productive
working conditions, good meeting management, and effective
group decision making.

Chapter Seven explains why project stakeholders either make
or break the project—and details ways to identify and manage
stakeholders as well as how to build the stakeholder database.

Taken together, these chapters demonstrate conclusively that
eXtreme project management is a people business, not a template
or a canned methodology business.
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Chapter Three

Leadership Begins
with Self-Mastery

Serenity is not freedom from the storm, but finding
peace amidst the storm.
ANONYMOUS

Self-Mastery is Critical Success Factor 1 in eXtreme Project Man-
agement. It’s the ongoing practice of leading oneself. It’s the art
of being self-directed. On an eXtreme project, this means being
self-directed under adverse conditions. You can’t stabilize the
world, but you can stabilize yourself. It’s your only hope. And when
you stabilize yourself, the world around you, as if by magic, appears
more stable. When working under adverse conditions, unless you
choose Self-Mastery, you are choosing self-misery by default. Taken
to its ultimate, the goal of Self-Mastery is nothing less than inner
peace under any circumstances.

In the 1990s, according to the New York Times (Greenhouse,
2001), Americans increased their work year to an equivalent 49.5
weeks, surpassing the Japanese by 3.5 weeks, the British by 6.5
weeks, and the Germans by an astonishing 12.5 weeks. This is one
reason that quality of life is one of the 10 Shared Values of eXtreme
Project Management and why Self-Mastery is a Critical Success Fac-
tor on eXtreme projects. The demands can be so great that unless
you get a grip on yourself—take charge of your psychoemotional
state—your project will take hold of you.

As an eXtreme project manager, you can be only as good at man-
aging and leading others as you are in managing and directing your-
self. If you are constantly overstressed, anxious, lack self-discipline,
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have no life vision, and are fearful, you are out of control. You will
have little credibility in front of others because you will have little
credibility with yourself. By position, you may be able to get others
to comply, but you will not motivate or inspire when the chips are
down. So this journey starts at home. To be able to manage effec-
tively and facilitate the flow of emotions and thoughts in a way that
produces valued outcomes (the definition of what an eXtreme
project manager does), you will better serve others when you have
begun to master the ability to manage and facilitate your own emo-
tions and thoughts.
In this chapter I’ll cover:

The project-crazy organization

The formula of self-misery

The formula for Self-Mastery, including how to see yourself, be
yourself, and assert yourself

What to do when all else fails

The Project-Crazy Organization

eXtreme projects are stressful under any circumstances. That may
explain why eXtreme project managers tend to live lives that vac-
illate between frantic and quiet desperation. Yet the teachings of
project management, at least until now, don’t extend beyond the
walls of our offices, although our jobs do.

In the absence of even a modicum of Self-Mastery, the eXtreme
project manager will realize that he no longer has projects; rather,
his projects have him. Why does this happen? Let’s take a look at
the project-crazy organization.

The loss of control, both real and imagined, can in part be at-
tributed to what I call the project-crazy organization. The project-
crazy organization makes it very difficult to succeed on projects.
This happens because the pressure to compete causes manage-
ment to launch too many projects given the people available. In
the scramble to keep up and keep agile, a de facto set of worst
practices comes into being. For many project managers and teams,
the impact of these worst practices is high stress, anxiety, low
morale, and burnout. These are the practices I've encountered all
too often:
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No priorities. “Project du jour” is practiced: projects are initiated and
cancelled with no accepted criteria in place.

Communication avoidance. “Mushroom management” is practiced.
Team members are kept in the dark on changes in strategy or
project scope that send projects into unnecessary rework and
put the team in a bad mood.

Disappearing teams. Now you see them; now you don’t. In revolving-
door fashion, team members are reassigned to other projects.

Munrky roles. Decision-making authority is unclear. The project spon-
sor and functional managers simultaneously pull your project
in different directions, leaving you stuck in the middle.

No project management process. There is no common approach across
projects. As a result, management thinks nothing of adding
more scope to the project, while at the same time cutting the
deadline and reassigning team members to other projects.

No rewards. Somehow you perform a miracle and make it work.
Your reward? You get to keep your job.

All of this project craziness not only lowers the success rate of
all projects, it can have a negative impact on your quality of life on
and off the job—if you allow it.

Nevertheless, I can tell you from having lived through this my-
self that in the project-crazy organization, there are no victims, just
volunteers. A victim is someone who has no options left. There is al-
ways an option no matter how bad it gets. During his incarceration
in a Nazi prison camp, Viktor Frankel (1984) discovered the ulti-
mate human freedom: “. . . Everything can be taken from a man but
one thing: the last of the human freedoms—to choose one’s atti-
tude in any given set of circumstances, to choose one’s way” (p. 75).
There are always options because if you can’t change your circum-
stances, you can always change your mind about the circumstances.

The Formula for Self-Misery

If the scenario I've just painted rings true to you and you are feel-
ing the brunt of all that project craziness, what can you do to im-
prove your own sense of happiness and inner peace? A good



54 EXTREME PROJECT MANAGEMENT

starting place is to understand what doesnt work. I call this my for-
mula for self-misery, and I know it well because I helped perfect it:

SELF-MISERY = CR + WH

where CR = change reality to fit your plan and WH = work hard to
get better at something you don’t like.

Trying to Change Reality to Fit Your Plan

I’'ve come to the realization that for every plan I make, no matter
how careful and detailed it is, reality seems to have a different plan
in mind. That’s why I make contingency plans: in order to adjust
when reality’s plan kicks in. Yet no one has ever been able to show
me the contingency plan that reality has. What I've found is that
reality doesn’t have contingency plans at all. Reality is the plan. My
own plan is just guesswork, with me trying to second-guess reality.
In other words, reality rules, as I pointed out in Chapter One when
I contrasted the quantum and Newtonian mind-sets.

In that chapter, you’ll recall I mentioned two mental models
for a project. The first is what I wish my project looked like:

Start Finish
The second is what reality says my project looks like:

Reality: What my project really looks like.

Start

Finish

In my speeches and workshops when I ask project managers to
point to the mental model that best describes their projects, nearly
100 percent point to the squiggly line. (Those who point to the
straight line can only be explained by having suffered a psychotic
break with reality.)
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Reality, like a child, is disobedient. Project managers who try
to change reality to fit their plan end up spending most of their
time committing project abuse: superimposing burdensome rules
and policies, putting in place oppressive change control proce-
dures, following people around to be sure they are on task, spend-
ing hours explaining discrepancies between the plan and the
current situation, closing the door on new ideas.

These are some of the personal impacts of going up against re-
ality (and I say this from my personal experience, as well as having
worked with hundreds of project managers):

® Perpetual conflict with those doing the actual work and thus
being the bad guy

¢ Constantly feeling stressed and under pressure, wondering if

you are going to succeed

Low energy

Low morale

Loss of health

Loss of self-confidence

Loss of self-esteem

Guilt in not having time for family and personal life

* Anger

* Burnout

Add it up, and it spells suffering and misery.

I had to learn this the hard way. I got to a point where I recog-
nized that when it came to going up against reality, I wasn’t strong
enough or smart enough to win. I had to learn to navigate reality,
not try to change it. What I thought should be didn’t matter.

I had to learn that I couldn’t forcibly control my projects. I have
to guide them, cooperate with reality, ride the horse in the direction
it was going. And if I didn’t like the direction it was going, I could
jump off. Beating to death the horse I was riding was self-defeating.
And ultimately I had to learn that plans don’t cause reality to
change. Just the opposite is the case: reality causes plans to change.

These principles are true for life in general, but they are exac-
erbated in the world of eXtreme projects. The eXtreme project
manager is riding a horse in the middle of a stampede. The ac-
complished rider learns how to cooperate with the galloping ani-
mal and in the midst of his journey would never even think of
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trying to subdue its fury or turn against the stampede. Our plans
and efforts are ineffective in getting reality to change its mind.

Working Hard to Get Better at Something You Don’t Like

If trying to change reality were not enough of an exercise in futil-
ity, then try doing it in combination with a job you don’t even like.
Over time, the toll on your emotional and physical well-being—
your quality of life—can be devastating.

At the time I didn’t know it, but looking back I realize I was in
the wrong job for twenty-three years. This was when I worked in the
publishing industry. I kept advancing but never was happy. Deep
inside I had a gnawing sensation that the fit wasn’t right, but I
didn’t pay attention to that unease. Instead, I fell into the trap of
thinking that when I knew more about publishing, gained more
experience, and got more power, I'd feel better. The fact was that
I was a fish trying to ride a bicycle. This means that becoming cer-
tified or getting an advanced degree in a profession that you don’t
really like only serves to lock in the misery. Doing more of what you
don’t like and thinking you’ll eventually like it is perverted, if not
insane.

Jean Davis, a psychologist I know of based in Evanston, Illinois,
points out that if you’re not living your own dream, you’re living
someone else’s bad dream. She emphasizes that “our most pro-
ductive work is an extension of our authentic self, but it has become
laid over with someone else’s nightmare.” When the nightmare (the
wrong job) becomes the norm, we sense that something isn’t right.

Right livelihood means synchronizing what you do in life with
who you are inside. It means being at ease (as opposed to dis-
eased) with your work and life. It means not separating work from
life, but in a positive sense; that is, our work becomes the natural
expression of our innate talents and gifts both on and off the job.
You know you are expressing your true self when you can say that
being an eXtreme project manager is not something you do; it’s
who you are. Aristotle said, “You will find your vocation where your
talents meet opportunity.”

Right livelihood means synchronizing what you do in

life with who you are inside.




LEADERSHIP BEGINS WITH SELF-MASTERY 57

The path to right livelihood starts by asking the right question. The
wrong question to ask yourself is, “What kind of a job do I really
want?” You’re not out to get a job; you’re out to get a life. A better
question is, “What kind of a life do I want to live?”

When there is a good fit between who you are and what you
do, the benefits are life changing. You will experience:

® Greater energy and enthusiasm

¢ Improved productivity

* High self-esteem

¢ Better family and interpersonal relationships
* Better emotional and physical health

¢ Inner peace

This is want happened to me when I left the magazine pub-
lishing business and got into the business of performance im-
provement. I was then able to leverage my natural talents for
helping organizations achieve difficult business goals, teaching
team leadership, and practicing Self-Mastery.

The Formula for Self-Mastery

Here’s my three-step formula for Self-Mastery. Having perfected it,
I know it well:

SELF-MASTERY = SY + BY + AY

where SY = see yourself, BY = be yourself, and AY = assert yourself.
Each of the three elements in the formula deserves attention. And
there are practical steps you can take to implement each.

Seeing Yourself

To see or to know yourself is to understand where your roots are.

Discovering Your True Strengths

Being well rooted in your strengths enables you to weather high
change and high stress, two hallmarks of eXtreme projects. Without
being well grounded, you will be blown around helplessly like a tum-
bleweed across the prairie. Seeing yourself involves understanding
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your temperament, identifying your motivated abilities, and un-
covering and eliminating self-defeating beliefs. Twenty minutes is
the time it takes to get the ball rolling by going to the Web and fill-
ing out the Keirsey temperament profile, an assessment tool that
identifies your dominant temperament, or predisposition to act in
certain ways. I’ll cover this shortly.

A good first step, then, is to understand your temperament—
what makes you tick.

Understanding Your Temperament

Many of us have become strangers unto ourselves. We put more ef-
fort and anguish into figuring out others than we do in getting to
understand ourselves. And our greater fear is not that of meeting
others but of meeting ourselves. If we truly knew ourselves and
lived in a way that was congruent with our essential nature, our
lives would suddenly take on a new sense of meaning.

Many of us have become strangers unto ourselves.

Temperaments are preferences for behaving. They are not in-
telligences but are often related to intelligences. Understanding
your temperament style is a good starting point in making adjust-
ments in your life’s work.

The work of David Keirsey is particularly useful in helping peo-
ple understand what makes them tick. Similar to the Myers-Briggs
Type Indicator, David Keirsey has identified four major tempera-
ment types and sixteen variations. It’s easy and free to get started.
If you haven’t done this, I strongly recommend it. Simply go to
www.Keirsey.com, and take the fifteen-minute temperament as-
sessment. (An overview of Keirsey’s temperaments is included in
the eXtreme Tools and Techniques section at the end of the book.)

My own temperament type came out to be Idealist. This means
that my interests lie in the areas of humanities, communicating
ideas using words, and making presentations. Moreover, the areas
I tend to focus on have to do with morale, self-esteem, self-respect,
and building confidence. As for my managerial intelligences, my
strong suits are diplomacy and strategy.

Knowing this helped explain why I was unhappy in my pub-
lishing career: a predominant part of the job required a Guardian
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temperament. Guardians like rules, regulations, and details. They
do best with budgets, deadlines, scheduling, record keeping, and
keeping operations running smoothly. Their strongest managerial
intelligences are logistics and tactics—just the opposite of diplo-
macy and strategy, which is what Idealists prefer and do best at. My
recipe for self-misery was to be an Idealist in a Guardian job.

In my experience, a project manager cannot be all things and
do them sufficiently well. It’s important that your strongest suit be
congruent with the dominant temperament required by the
project, at least over time. That doesn’t mean that if there is a mis-
match you will not succeed. Many do. But if the mismatch contin-
ues project after project, a malaise will set in, and the formula for
self-misery will take over. The project will be at risk.

Discovering Your Motivated Abilities

Many are chosen but few are called. The boss assigns Jessica to a
project, and suddenly Jessica is a project manager. Most project
managers wind up in their job by accident. It’s rarely in response
to a driving passion. We get there unintentionally, if not uncon-
sciously. We might then become so invested in gaining the requi-
site skills to succeed that being a project manager now becomes
our job identity. We might fool ourselves into believing that this is
who we really are and what we want to do. Some would even seal
their fate by becoming professionally certified. We now become so
locked into this profession that we become hard-pressed to even
imagine other viable options. This is a true identity crisis: somehow
we’ve become distracted and disidentified from our real self. We’ve
lost sight of our motivated strengths.

Everyone has his or her own unique natural abilities—things
they do well and that they most enjoy doing. These are our moti-
vated abilities; when we use them, we feel most involved and ful-
filled. The key to personal growth is to build on your motivated
strengths rather than compensate for weaknesses. Your motivated
strengths or abilities are driven by your talents, “your naturally re-
curring patterns of thought, feeling or behavior” (Buckingham
and Clifton, 2001). The key to personal success and job satisfac-
tion is to use your motivated abilities, which are also referred to as
success motivators. These motivators are enduring patterns that
emerge early in life. They are constant and irresistible, meaning
that we try to use them every chance we can.



60 EXTREME PROJECT MANAGEMENT

Unfortunately, many people end up getting skilled at some-
thing for which they have no passion and then make it their liveli-
hood. In the process, they lose sight of their natural talents. Unless
you make the distinction between talent and skills, you can find
yourself being like Tony, the Certified Public Accountant (CPA)
who disliked numbers.

When he was in high school, Tony took a part-time job work-
ing in the local supermarket. He worked the register at one of the
checkout counters. One day the head bookkeeper called in sick.
The store manager asked Tony if he could help balance the regis-
ter receipts with the cash. Tony was happy to pitch in and helped
the manager. This went on for a couple of weeks until the book-
keeper returned. But Sally was only able to work part time until she
got fully on her feet. Since Tony had done such a good job, the
store manager asked that he fill in for Sally. Tony got a raise, and
since he was a quick study, he soon learned the bookkeeping ropes.
Tony’s first love was working the cash register because he enjoyed
talking to customers and bantering with the kids. The kids always
wanted their moms to go to Tony’s register.

Bookkeeping paid well, and the money went a long way to
building his college fund. Sally’s illness got to a point where she
had to quit. Tony, the rising star, got the nod. Having just leased
his first car and still needing money for college and dating, he
gladly accepted twice his salary as head bookkeeper. He spent his
hours in the back room crunching numbers. Every once in a while,
he would go up front and try to spot the customers he used to
make small talk with. At the end of his first two years in college,
Tony had to declare a major. He thought about sociology and psy-
chology. But he went with accounting because that was where the
money was. And besides, he had the skills even though he didn’t
particularly like it. After all, he had to earn a living. (Are you get-
ting the picture? Tony was perfecting his unmotivated strength.)

But that’s not the end of the story. Tony got so involved in his
accounting major that his love for human contact drowned in a sea
of numbers. Upon graduation, Tony took a job at one of the Big 5
accounting firms. Despite his major in accounting, doing corpo-
rate audits for Fortune 100 companies was a real challenge and a
far cry from keeping the books at the local supermarket. Tony felt
pressed to gain more subject matter expertise. Plus, he had the
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added pressure of being engaged, and the wedding was only a year
off. But getting up in the morning was tough. He could feel the
knot in his stomach up to his throat. If he could only get his CPA
and acquire more accounting skills, his struggle would be over. So
he thought. And so he did. He got his CPA, and it was paid for by
his employer. Newly credentialed, Tony was given even more chal-
lenging client assignments. He made a good living and sent his
kids to college.

On his deathbed he hallucinated back to his supermarket days
when he worked the register. He saw parents telling their kids, “No
candy,” at least until he could convince them with his special
glance that just one piece wouldn’t hurt. He still remembered the
kids by name. He saw himself smiling shyly at Annette and the
other young women who would flirt back with him. But those were
the cash register days when Tony was a people person. Somewhere
along the line, he became a numbers man.

Are you an accidental project manager? Do you love it? Do you
want to make a living? Or do you want to have a life?

I know project managers who are in the same rut as Tony was,
thinking that if they can just get that PMP® certification, things will
be better. If you love project management, go for it. This book will
take you to the next level. If you don’t, then get a life. Reboot your-
self. Using the tools in this chapter and the eXtreme Tools and
Techniques section will show you how.

It’s not hard to discover your success motivators. I recommend
either the Jim Lewis method or, if you want a more formal ap-
proach, the SIMA method by People Management. Descriptions
of both are included in the eXtreme Tools and Techniques section
at the end of the book.

Eliminating Self-Defeating Beliefs

Writing in the early twentieth century, psychologist and philoso-
pher William James wrote, “The greatest discovery of our times is
that a man can change his life by changing his thoughts.” Actually
this was nothing new. Spiritual leaders have known this for thou-
sands of years. James was just catching up with unconventional wis-
dom, but it was wisdom nonetheless. Remember Henry Ford’s
remark quoted in Chapter Two: “If you think you can you can. If
you think you can’t you can’t. In either case you are right.”
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Your beliefs, conscious and unconscious, empowering and self-
defeating, run your life. And unless you uncover and then investi-
gate those self-defeating beliefs, you can remain stuck forever and
never really know why. I had a self-defeating belief that helped
turn me into a workaholic for twenty-three years. The belief was I
needed to work sixty hours a week in order to succeed in publish-
ing. Had I known how to investigate that belief, I might have had a
better family life and saved myself from burnout.

I had another limiting belief, this one about management: man-
agement should provide me with sufficient resources to get my
project done. That belief caused me to poor-mouth myself, which
served to reinforce the basic belief. And since I didn’t like to whine
alone, I would lament to others, who were only too glad to echo
that they were suffering the same management indignities. I now
refer to this phenomenon of group whining as co-miserating—in
other words, sharing the misery. I loved to find people to agree with
me and help me prove that I was right.

Thanks to the work of Byron Katie, thousands of others and I
have been able to transcend our self-defeating beliefs, which is the
way out of self-pity and victimhood. It was the beginning of the end
of suffering and self-misery. I'll show you how to do The Work, the
term used to refer to Byron Katie’s approach (2002) for ending
suffering and creating inner peace.

To do The Work, do the following (more detail, including an
example of a project manager using Katie’s method to deal with
self-defeating beliefs, can be found in the eXtreme Tools and Tech-
niques section; also see www.TheWork.com):

® Describe and write down the situation: descriptions of people,
circumstances, events, or behavior patterns that cause you
stress or frustration.

¢ Identify underlying belief.

¢ Investigate each belief by asking Katie’s four questions.

¢ Write turnaround sentences.

Uninvestigated beliefs are the primary cause of unhappiness.
Investigating these beliefs frees you to come up with more options.
And if there’s anything an eXtreme project and project manger
needs to succeed, it’s alternatives.
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Uninvestigated beliefs are the

primary cause of unhappiness.

Shattering and replacing self-defeating beliefs is fundamental
for freeing yourself to be all you can be. It’s the direct road to
inner peace. It eliminates the middleman: having to rely on cir-
cumstances or others to change what is out of your control. You
stay in control because you can control your beliefs. This is the ul-
timate freedom and empowerment: to rechoose what you want to
believe. Change your mind; change your life.

Being Yourself

It’s one thing to see and know yourself, including your underlying
beliefs. It’s another to actually be yourself. How can you bridge the
gap between the knowing and the doing? This is an age-old ques-
tion, and I don’t pretend to have the answer. But I do have an ap-
proach that has worked for me and for countless others: putting
your motivated abilities to work, which involves motivating your-
self to change, discovering your life’s purpose, creating an inspir-
ing vision, and having an action plan.

Motivating Yourself to Change

Too many people wait for a crisis to hit before becoming serious
about change. For example, you get laid off, rethink your life, and
decide to pursue your dream of raising designer strawberries in
North Carolina. As an Idealist by temperament, I tend to be in-
trospective and motivated to self-search and reinvent myself. Most
people, however, when laid off, go into high gear to find another
job in their current profession even when they dislike their job.
Given the need to meet their financial obligations, this is very un-
derstandable. Yet at some point, if they’re lucky, they hit the break-
ing point. They get sick and tired of being sick and tired and make
a change.

Waiting for a crisis to hit gives rise to what I now call the
karaoke project manager (KPM). For the karaoke project manager,
project management is not a true expression or extension of his
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or her authentic self. On the contrary, KPMs try to change their
personality to match the requirements of project management.
They do this by singing songs out of the PMBOK® (The Guide to the
Project Management Body of Knowledge) instead of singing from their
own hymnal. Rather than having their approach to project man-
agement become an expression of who they are, they become the
unwitting parrot of someone else’s material, not unlike the pup-
pet speaking from the ventriloquist’s lap. This is what happens
when there is a gap between who you are and what you do. And
when you’re not authentic, you don’t have the credibility to lead a
team or lead a process. People will resist or just ignore you.

It’s not necessary to wait for a crisis or become a KPM. You can
be proactive regardless of your temperament. You can choose to
make the time to discover your life’s purpose and create an in-
spiring vision for yourself.

Discovering Your Purpose
Knowing your purpose and having a compelling vision to go with it
can serve as the fuel to propel you to apply your motivated abilities.
Each of us has a heroic mission, a song that wants to be sung.
When you are living on purpose, you go through the day feeling
fulfilled and centered. Problems and setbacks still occur, but they
seem to lose their punch because you have transcended them. In
the absence of knowing your purpose, trivia prevails.

Each of us has a heroic mission,

a song that wants to be sung.

I discovered that my life’s purpose is to open myself and others to
new possibilities. How did I come to that conclusion? Someone rec-
ommended that I read Barbara Sher’s book, Wishcraft (1979). I fol-
lowed her techniques, and they enabled me to reinvent myself and,
importantly, overcome my fears of the unknown. That was fifteen
years ago, and I never looked back. And following her advice, I also
made a mental movie of my ideal day and life, which helped re-
program my brain. Once I did that, I was able to pick a profession
that made better use of my natural talents. Finally, my temperament
and my job were congruent, and my internal struggle subsided.
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To discover your purpose in life, take out the list of your moti-
vated abilities that you developed from the eXtreme Tools and
Techniques section. Find a quite place, and relax by taking a series
of deep breaths. Then contemplate your list of motivated abilities
and the patterns, and answer each of these questions by writing
down the first thing that comes to mind (Sisgold, 1993):

* What is my purpose for being on the planet right now?

* What is uniquely valuable about me?

¢ What do I have to offer others?

* How can I express my purpose in my job right now?

* How can I express my purpose in my relationships?

¢ If I were starting from scratch and there were no limitations,
how could I express my purpose in my career? That is, what
professions—could I use to deliver my purpose?

¢ Where in my life am I already aligned with my purpose?

* Where am I not aligned?

Now create a concise purpose statement about who you really
are. This is one that I did for myself: “I accept and express myself
as a creative and dynamic person who is making a difference by
helping people to open up to new possibilities in their work and
personal lives. I do this through the vehicles of project manage-
ment, team building, and Self-Mastery.”

Creating a Compelling Vision for Yourself

Once you’ve written down your purpose statement (and you can do
this on another day), find a quiet place and relax. Keeping your pur-
pose statement in front of you, make a mental movie of your ideal:
the perfect day from the time you get up until the time you go to
bed. This is your compelling vision.

I define a vision as a set of thoughts, mental pictures, and feel-
ings about an ideal situation. In this case, the situation is your life.
By answering the following questions, you will begin to preexperi-
ence the life you want to have:

* Where are you living?

* What does the surrounding community look like?
* What’s the weather like?

Who’s in the picture?
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* What does your home look like, room by room? How is it
decorated? What colors predominate?

¢ What do you see when you look out?

* How does your day unfold from the time you get up, hour by
hour? Who are you interacting with during the course of the
day? What are you doing together? How are others feeling
having interacted with you? What are you feeling?

e What are some of the most rewarding things people would be
saying about you?

The magic of visioning cannot be understated. Once you’ve
saturated yourself with what your ideal day looks and feels like, an
invisible hand will take over, and you will begin unconsciously to
select those people and experiences that will lead you to your des-
tination, even in the absence of a detailed plan. There’s no need
for self-misery. All you need is your imagination and a willingness
to dream. Dare to dream.

Taking Action
It’s not necessary to jump ship if you are unhappy. Once you have
a sense of your life’s purpose and a mental picture of your ideal
life, you can incorporate some of your desired attributes into your
everyday life.

Here’s a minimalist action plan. Keep it simple. The idea is to
get started doing just one thing that gets you more closely aligned
with your purpose and vision:

1. Jot down three things you could do at work that would enable
you to express your purpose and your vision more fully.

2. Do the same for your personal life.

3. Pick one or two things you can get started with in the next two
days.

Expressing your unique purpose and motivated abilities
though the vehicle of project management can be very satisfying
and rewarding. I know from firsthand experience.

Asserting Yourself

The demanding nature of eXtreme projects can push you to your
limits. To succeed, you need to draw the line when a peer or a



LEADERSHIP BEGINS WITH SELF-MASTERY 67

superior wants to push you beyond what you are ready, willing, or
able to do. It means knowing how to say no. I call this NoHow. You
can’t accommodate everything that everybody wants. Moreover,
eXtreme project managers need to influence others without nec-
essarily having sufficient organizational clout by virtue of job title
or even by virtue of a strong enough project sponsor. Asserting
yourself also means exercising your personal (intrinsic) powers,
those that no one can ever take from you.

Exercising Your Personal Power

I never play into the victim mentality of those who bemoan their
lack of authority to go with their responsibilities as project man-
agers. The No Authority Syndrome is a trap. You have the power to
get things done, even though you don’t have authority, people, or
money. In reality, you may have a lot more power than you realize.

You have the power to get things done, even though

you don’t have authority, people, or money.

Power refers to your clout. Influence refers to the skills and tech-
niques you use to deploy your power and get what you want. Wield-
ing your power and exercising your influencing skills go hand and
hand. (I cover influencing skills in Chapter Five.)

Personal power comes from within. It’s power that you have di-
rect control over and is independent of external circumstances
such as your position in the hierarchy or other people’s opinion
of you. Personal power is home grown. Since you are running an
eXtreme project, you’ll want to take advantage of every source of
internal power you can.

Following are the different types of personal power that are
important for those working on eXtreme projects.

Authentic Power. Authentic power is routed in a strong sense of per-
sonal values, principles, and practices. It is not a technique you use
but a way of being. The hallmarks are self-esteem, self-confidence,
and self-credibility. The test is your ability to direct yourself, whether
it’s about losing five pounds, or surviving seven years as a prisoner of
war, or not compromising your values. It means being loyal to your-
self rather than pleasing others at your own expense. It can mean
walking away from an untenable situation.
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People with authentic power participate in the fray, but they
are much bigger than their jobs and Monday morning traffic jams.
They are able to transcend the madness of everyday trials and
tribulations, not getting crushed by the drama of it all. Their spirit
is bigger than the drama around them. In terms of influencing oth-
ers, there is no more potent source of power, because regardless
of how bad things get, you are able to keep yourself intact and
move forward. That alone will influence others. Churchill, Mother
Teresa, and Gandhi exercised personal power. So can you.

I believe that authentic power is the most difficult source of
power for people to tap into. That’s because we’ve been condi-
tioned to look to external sources—social norms, professional so-
cieties, even TV—to derive our personal values, if not our main
identity. It’s ironic: what we are looking for, our real, authentic self,
is already inside us. We need to first reclaim ourselves. It’s a ques-
tion of tapping into the gold that’s already there by putting into
practice the first two elements of Self-Mastery: See yourself, Be
yourself. These generate the self-knowledge and passion that un-
leash this, the third element: Assert yourself.

Self-Disclosure Power. This is where you open yourself up and reveal
your vulnerability and your feelings. You ask for help. Here you
might admit to your sponsor that you’ve tried everything and you
are at your wit’s end. Perhaps you made a mistake that set things
back two weeks, and you need to extend the schedule. Or you have
the courage to admit that you can’t solve a particular problem and
don’t worry about saving face. Self-disclosure power is one of your
most potent sources of power because it aims at the person’s heart
center and can enlist empathy, if not compassion. Self-disclosure
power derives its effectiveness from the eXtreme project manage-
ment Shared Value of honest communication and Accelerator 2:
Build on people’s desire to make a difference. That will help en-
list them to help you.

Speak-Up Power. My personal opinion is that lack of assertiveness,
which I call the good soldier syndrome, is a major cause of project
failure. Project managers who willingly say yes to every new request
and without examining its impact—put the project at risk. Worse yet,
for fear of telling it like it is, some would even go along with a project
that they know is doomed to fail before it gets off the ground. Niel
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Whitten, a project management expert, is fond of saying that the
number 1 problem of project managers is being too soft.

The good soldier syndrome is a

major cause of project failure.

Speak-up power means standing up for the truth and doing so
in a constructive (as opposed to aggressive) way. Here are exam-
ples of assertive behavior and passive or aggressive behavior:

Passive behavior: Self-abuse (you win, I lose): “Yes, sir. Great idea.
Wow. Let’s go with it.”

Aggressive behavior: Abuse of others (I win, you lose): “Shove it.
We’ve been barraged constantly with your change requests
throughout the entire project. Your committee continues to
change direction and to be insensitive to the negative impacts
these last-minute requests are creating.”

Assertive behavior: Mutual respect for yourself and others: “Inter-
esting idea. Right now, we’re spread thin and other projects are
at risk. Once I know the impact this will have on our schedule
and budget, I'll get back to you with options and a recom-
mendation for your final decision. I’ll need forty-eight hours
to do this.”

Knowing how to say no with respect for yourself and others is
what I call NoHow (see the eXtreme Tools and Techniques section
for a step-by-step approach to NoHow). Speak-up power is one of
your most important power sources. It is fueled by the shared value
of courage, which means to have the fear and do it anyway.

Process Power. Here your power lies in your ability to establish and
lead a project process that fits the project at hand. Process power
connects the dots, making it possible for people to synchronize
their work in pursuit of a common goal. To succeed at this, you
need to be convinced that the process you will use has the best
chance of getting the job done.

One of the biggest victim traps that project managers fall into
is to believe that they need to get permission to practice good proj-
ect management. Many people are given permission to practice
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project abuse or bad project management by virtue of official proj-
ect management practices that are mandated but don’t work and
even make things worse.

So, who do you look to for permission to practice good project
management? Look no further than the mirror. Nobody has to give
you permission to practice good project management, to do the
right thing. Again, the Shared Value of courage is the operative
value here.

Take a look at the content in this book and you’ll be hard-
pressed to find an eXtreme project management tool, technique,
shared value, project accelerator, business question, or skill for
which you will need outside approval to put into practice. They can
even be used in Newtonian cultures to accelerate projects and take
the drudgery out of traditional and prescriptive practices. The test
of a good practice is that it makes life easier and gets results. When
you introduce a practice and it works, people will want more of
what you got.

There will be times when you will run into a practice clash,
meaning you would have to violate the prescribed internal prac-
tice because it is counterproductive to meeting the project’s deliv-
erables and business outcome. That’s why you need guts power.

Guts Power. This power source is often invoked when all else fails.
You simply refuse to do something or decide to break the rules.
You step on toes, take the bull by the horns, annoy a few people,
and get it done. You unilaterally defy the project management po-
lice and circumvent the 255-page imposed project management
methodology. You don’t ask for permission, just forgiveness. This
takes guts.

Remember that personal power comes from within. It is inde-
pendent of external circumstances such as your position on the or-
ganizational chart or other people’s opinion of you. As an eXtreme
project manager, you’ll want to take advantage of every source of
internal power you can.

Taking It to a Higher Court

There are three levels that we can work on to arrive at a place of
inner peace, the goal of Self-Mastery. The levels parallel what are
commonly referred to as body, mind, and spirit:
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The physical: We seek peace by getting what we want by virtue of
power and influence. Although we may reason and collaborate
with others, when push comes to shove, we rely on our might,
willpower, or prowess to win.

The mental: We strive to gain a sense of peace primarily by getting
what we want through the use of our mind. We plan, set goals,
outsmart the competition, figure things out, uncover and de-
ploy our motivated abilities, and use many of the tools and
techniques described in this book. We act smart.

The spiritual: We recognize that there is a higher order of things
that ultimately we can’t outsmart or power our way into getting
our way. On the spiritual level, we surrender to and join forces
with the unseen higher power, a force that we come to know
as being greater than ourselves.

So far, I've been drawing mainly from the powers that come
from the mental level. However, the volatile and unpredictable con-
ditions characteristic of eXtreme projects can push us to a point of
realizing that not even our most brilliant or collective mental efforts
are enough to achieve our goal. We become blinded, seeing no way
out. Under these circumstances, with no place left to turn, I find
myself doing two things: asking for a miracle and repeating the
serenity prayer. I can’t explain how either of these works. To do so
would be to attempt to explain the unexplainable. All I know is they
work for me. Maybe they will for you.

Asking for a Miracle

When I ask for a miracle, I ask a higher power to show me how to
perceive the current situation (or person) in a different way, a
more peaceful way. A miracle doesn’t mean asking for your desk-
top computer to be turned into gold bullion. A miracle is asking
for shift in one’s perception.

When I’'m upset because someone was rude to me or even
wronged me, I now turn to the something-that-is-more-than-what-
I-am and ask, “How can I see this person (or situation) in a differ-
ent way?” This doesn’t mean that I walk away from the person or
situation. It means that I deal with it from a place of peace rather
than from a position of war, and do so even when I know I'm right.
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In her book A Return to Love (1992), Marianne Williamson puts it
this way, “Do you want to be right or do you want to be happy?”

When I ask for a miracle, I don’t know why it works. It’s way be-
yond me. I've gotten to a point where I no longer have to be able
to explain the unexplainable or the invisible in order to enlist its
powers. I've gotten to the point of realizing that faith is inescapable.
If I don’t have faith in something, I therefore have faith in nothing.
It’s still faith. So I’ve made a choice: I will have faith in the unex-
plainable, the invisible because it works for me.

Serenity Prayer

I find myself saying this prayer at least three times a day. I don’t
know why (and I no longer seek to know why) it works, it just puts
me in a more peaceful state of mind. It bears repeating.

Grant me the serenity to accept the things I cannot change,
the courage to change the things I can
And the wisdom to know difference.

L 2R 2R 4

You can be successful using any one or more of the three lev-
els of power. I use all three. I just want to hedge my bet. To discover
how you can take it to a higher court, see “The Power of Medita-
tion” in the eXtreme Tools and Techniques section.

The next four chapters take an in-depth look at Critical Suc-
cess Factor 2: Leadership by Commitment. We begin with a de-
scription of the eXtreme project manager’s leadership role.
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Chapter Four

The eXtreme Project
Manager’s Leadership Role

We can convert energy from one form to another.
THE LAwW OF CONSERVATION OF ENERGY

The overarching role of the eXtreme project manager is to gain
and sustain commitment to the project mission. Leadership by
Commitment is Critical Success Factor 2 in the eXtreme project
management model. Commitment is the energy that propels the
project. Indifference and interpersonal conflict are energies that
clog the project’s energy field and stop it in its tracks.

eXtreme project managers gain and sustain commitment by
being the project catalyst: the agent who takes action in a way that
keeps the project’s energy field fluid and productive. The project’s
energy field consists of the project’s content—the thing or service
that is being created—and the context—the internal and external
environments that surround the content.

Although the eXtreme project manager oversees the project’s
entire energy field, her primary job is to manage the context, that
is, facilitate and manage the flow of emotions, thoughts, and in-
teractions in a way that produces valued outcomes. As an eXtreme
project manager, you are the project’s energy manager. The differ-
ence between the project’s context and content is an all-important
distinction. Not living up to this distinction is a major cause of fail-
ure for eXtreme project managers.

In this chapter, I’ll explain the context for eXtreme projects in
detail, exploring all the players and their roles and the eXtreme
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project manager’s role and responsibilities regarding these play-
ers. I'll also take a closer look at what is meant by commitment and
reinforce the need for process leadership, the major source of your
power in your role as catalyst of the project’s energy field. I’ll de-
scribe the main sources of external power that you can unleash in
order to help you get things done. Specifically, I’'ll answer these
questions:

e Why is the context versus content distinction so critical?

* What does the successful eXtreme project manager know
and do?

* Who are the key stakeholders in the eXtreme project
manager’s world?

¢ What is commitment?

* Who needs to be committed?

* Why does commitment falter or never happen in the
first place?

* What is the difference between leading and managing?

* How do you keep the project in control?

* Why do eXtreme project managers fail?

* What are your sources of external power?

¢ What do you do when commitment is not obtainable?

The next three chapters then focus on the tools you need to
be successful in your role as eXtreme project manager.

The eXtreme Project Manager’s Role

In their book Surfacing the Edge of Chaos, Gioia, Milleman, and Pas-
cale (2001) tell the story of a couple who inherited a cottage from
their aunt. In redecorating one room in particular, they went
through several iterations changing the upholstery and color
scheme to get the room to their liking. But to no avail. Then one
day the light bulb in the ceiling fixture burned out. When they
went to change it, they noticed that the bulb’s color was yellow.
Then they understood: the yellow bulb was casting an unpleasant
hue over the entire room and altering the color scheme and the
effect they were trying to achieve. No matter what they did to ma-
nipulate the color scheme, it would always be influenced by the
color of the light bulb.
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In this story, the context (the yellow hue) had more to do with
a satisfactory result than did the content (the fabric and wall color-
ing) of the room. In fact, manipulating the room’s content wasted
time and money and got the young couple nowhere.

In project management terms, success requires the integration
of the business and political aspects with the technical aspects of
the venture. The technical aspects deal with the project’s content:
the product or service to be produced. The business and political
side has to do with the context (the surrounding environment)
within which the product or service is being developed. Context
management boils down to managing the expectations of stake-
holders or, in other words, relationship management.

Success requires the integration of the business and po-

litical aspects with the technical aspects of the venture.

Think of Your Project as a Flower Garden

Another way of making this crucial distinction between context
and content is to think of your project as a garden, an ecosystem
made up of flowers, soil, and weather conditions (Table 4.1). In
this metaphor the flower is the content; the soil and the sur-
rounding weather conditions constitute the context. Both the soil
and weather are critical for the survival, growth, and quality of the
flowers. If the soil is toxic or the weather is inhospitable, the flow-
ers won’t live no matter how well they are tended. (This explains
why palm trees won’t grow on the streets of Alaska.)

A project’s context is made up of the internal and external en-
vironments that surround the project. The external environment
comprises the business conditions: the competition, government
regulations, and third-party suppliers, for example. The internal en-
vironment consists of the thoughts, emotions, and interactions that
surround and consequently shape the project content (the thing
being developed). This takes the form of stakeholder expectations
and opinions, including the politics of the project and the level of
cooperation and support given to the project. The internal context
also includes the organization’s systems and policies.

All of the internal variables interact to form an overall attitude
about the project. If the prevailing attitude (context) about the
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Table 4.1. The Project as an Ecosystem

Garden

Project Equivalent

Context: The
conditions
and volatility
surrounding
the content
of the project

Weather: Sun,
rain, sleet,
temperature

External environment:

Changes in competition, tech-
nology, government regulations,
third-party suppliers, consumer
tastes, economy, politics

Soil: chemical
makeup, fertility,
depth, toxicity

Internal environment:

Quality of thoughts, emotions,
interactions surrounding the
project; stakeholder expectations,
systems, policies; the overall
attitude about the project

Content

Flowers

The product or service being
developed

Project role

The farmer:
Detoxify the soil;
build a green-
house; manage
the enterprise;
work with a horti-
culturist to make
adjustments (such
as irrigation) due

Project manager:

Foster a positive attitude about
the project; manage the energy
by facilitating the flow of thoughts,
emotions, and interactions;
manage the projectas a

business

to weather
Tools Tractor, fertilizer, Relationship management;
watering system, facilitation, negotiation,
shelter interpersonal, political skills,
technology infrastructure
Technical Horticulturist: Technical/development
role Cultivate the manager: Build the product

flowers

or service
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project becomes negative, any resultant flower will be perceived as
a weed to be avoided or destroyed, with all the blame going to the
farmer (also known as the project manager).

A major challenge to succeeding on eXtreme projects is that
they live under turbulent conditions. Not only is the weather un-
predictable and changeable, it’s usually bad. Competition is dis-
rupting plans, the political climate can shift, new government
regulations have an impact on your project, technology can change
midstream, outside vendors can leave you stranded. The role of
the eXtreme project manager is to foster a positive attitude by cre-
ating a success-minded mentality (conducive internal context) and
to enable the project to continually adapt to volatile external and
as well as internal circumstances.

Job Description

The energy of a typical funeral is noticeably different from that of
a bunch of people celebrating their team’s Superbowl victory. The
energy is palpable. So too a project’s energy field is palpable. Com-
mitment energy is palpable. Everyone feels something about the
project. In case you didn’t put it to the test before, try this now.
Think of one or more current projects you are familiar with. Imag-
ine the project is a person. How would you describe that person’s
energy field or mood? Upbeat, depressed? Positive, negative? Con-
fident, fearful? Happy, doom and gloom? Vibrant, bogged down?

A positive energy field enables the project to move ahead with
speed and confidence and creates a success-minded mentality. Per-
ceived success begets success. Perceived failure begets failure. This
is important because the perception of success or failure infuses
the project’s energy with that quality, just as the intake of nutrients
and light determines the health of the plant.

Managing the project’s energy field is accomplished by manag-
ing the project context. For the eXtreme project manager this is a
fourfold role: navigating the political landscape, generating results,
managing the mood, and ensuring business value (Exhibit 4.1).

By this time, the following definition should come as no sur-
prise: the job of the project manager is to manage the project’s en-
ergy field by facilitating and managing the flow of emotions,
thoughts, and interactions in a way that produces valued outcomes.
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Exhibit 4.1. The Role of the eXtreme Project Manager

Navigate the Political Landscape

Get the sponsor you need to succeed.

Establish good relationships and working agreements with key
stakeholders.

Ensure that the sponsor and critical stakeholders are continually
aligned around the business case and the project’s win conditions.

Build win-win partnerships with suppliers and managers of inter-
dependent projects.

Influence and lead without authority.

Negotiate (for people, funds, capital equipment, time, and so on).

Generate Results

Put the project management infrastructure in place (eXtreme Project
Management process, tools, templates, real-time communication capability).

Facilitate decision making.
Demonstrate early and ongoing results.
Ensure customer acceptance of interim and final project deliverables.

Track progress.

Manage the Mood

Turn a disparate group into a functioning unit.

Establish a working environment that empowers the team.
Continually eliminate everyday barriers to doing good work.
Find the WOW! factor.?

Facilitate the resolution of interpersonal conflict.
Recognize and reward individual and team behavior.

Coach and encourage.

Ensure Business Value

Maintain strategic (versus task) orientation.
Focus on the business benefits.

Continually address the 4 Business Questions.

4This is a term used by Tom Peters (1999). The WOW! factor is what will make
the project exciting and memorable, with an important, even revolutionary
impact. It unleashes the energy of people to want to participate.
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A key word in my definition of project manager is facilitate,
which means to make it easier to get things done. With respect to
project stakeholders, the role of the project manager is to make it
easier for them to resolve their own conflicts regarding scope, qual-
ity, and other business considerations. In this sense, the project
manager is a catalyst in making things happen. The context of an
eXtreme project has significantly more to do with project success
than does the content, just like the soil and weather conditions
have much more to do with the success of the plant than does the
pruning. eXtreme projects rarely fail due to a lack of technical
know-how. More often than not, we find a way to do it. Rather,
eXtreme projects fail because the context defeats the ability to ex-
ecute the technical know-how in a way that the deliverable solves
the intended problem. And this is why eXtreme projects require a
dedicated project manager and a separate manager responsible for
product or technical development. As shown in Table 4.2, the de-
velopment or technical manager is the subject matter expert.

The role of the eXtreme project manager is to till the soil; the
role of the technical or development manager is to attend to the
plant. This represents a major difference between the eXtreme
project manager and the traditional project manager, whose em-
phasis is heavily oriented toward pruning plants rather than man-
aging the farm to ensure good conditions for growth. Your job as
eXtreme project manager is to detoxify the soil. Let the technical
manager cultivate the plant.

A major reason eXtreme project managers fail is that they ne-
glect to manage the project context by responding to the condi-
tions surrounding the development effort: stakeholder emotions,
thoughts, and interactions. In the energy field model, the role of
the technical or development manager is akin to that of a horti-
culturist: to transform stakeholder thoughts (ideas, needs, objec-
tives) into physical form.

A major reason eXtreme project managers fail is

that they neglect to manage the project context.

Even if you are expert in the product or service being devel-
oped, you need to get off the case and ensure this function is placed
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Table 4.2. The Domains of the
Project Manager and the Development Manager

Project Manager

Components
Shared in Common?

Technical or
Development Manager

Focus: Context—
managing the

flow of thoughts
(decisions, facts,
information, idea),
emotions, and
interactions

Project management

Overall project
leadership

Relationship
management

Emotional well-being
of the project

Stakeholders and
politics

Dependent projects

Business value,
benefits and costs

Risks
Time line
Documents

Status reporting

Shared: A common
understanding of the
collective vision for
the project

Objectives,
deliverables, business
outcome

Project mission

statement

Project boundaries

Show stoppers

Requirements

Win conditions

Focus: Content—
transforming stake-
holder needs into a
valued product or
service

Technical or product
management (engi-
neering, research,
technical side)

Technical team
leadership

Requirements
management

Design

Specifications

Development, testing

Prototypes, working
models

Documents

%These elements are covered in Part Three.
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in the hands of another expert. Your job is to manage the energy
called commitment and not meddle in the content. You need just
enough knowledge to understand the technical issues and be con-
versant about the technology.

In practice, a project manager who also happens to be a sub-
ject matter expert for the product being developed may be called
on for technical advice. That advice is best given as input for the
technical team or subject matter experts to consider. When there is
a change in scope and the business owner adds another require-
ment, the project manager’s job is to look at the impact on cost
and benefits, dependent projects, risks, and time line. The tech-
nical manager focuses on design, development, and other engi-
neering and research implications. Both would work in concert,
but each within his and her expertise.

Enlightened pharmaceutical companies, software develop-
ment, and new product development organizations have made the
context-content distinction and employ a separate project man-
ager and development manager.

If you are in a position of having to be both context and con-
tent manager, the next best thing is to segment your time. Perhaps
work mornings as technical manager and devote afternoons navi-
gating the organization.

Stakeholders: The eXtreme
Project Management Context

A stakeholder is anyone who can have an impact on the success or
failure of your project either before or after the project has been
completed. Stakeholders can be internal or external to the orga-
nization and can include those who will provide inputs to your
project, such as needed products and services, funding, approvals,
resources, and other projects that you will rely on for your own
project.

Also important (and often forgotten until it’s too late) are
stakeholders who will be affected by your project once it is com-
pleted: the project’s customers. The world is littered with well-
intentioned projects that are ignored or circumvented once they
are delivered to the customer, who says, “That’s what I asked for,
but not what I needed” or “I didn’t ask for it and don’t need it.”
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Stakeholders can also include individuals or groups who have
information essential to the project, such as other project man-
agers who have worked on similar projects and regulators who have
information on impending legislation.

The people who populate the project’s energy field wear many
different labels and can have an impact on your project before or
after completion:

You Consumers

Your family General public

Your project Subject matter experts
The core project team Project facilitator
Other project managers Department managers
Project sponsor Resource providers
Upper management Outside suppliers
Steering committee Government agencies
Business owner Competitors

Internal customers Project office

External customers Your boss

Customer representatives

The most important relationship you have is the one with your-
self. Since eXtreme projects put extreme demands on your per-
sonal and professional life—demands to achieve, demands for
time, demands to choose between work and family and between
health and sanity—you need to take care of yourself. Unless you
treat yourself as your most important stakeholder, you set yourself
up for burnout. That’s why Critical Success Factor 1, Self-Mastery,
is an important part of this book. The project sponsor is your sec-
ond most important stakeholder. Without strong sponsorship, your
project is doomed to die.

The eXtreme Core Team and Subteams

Most eXtreme Projects involve multiple teams. Subteams are com-
posed of technical and subject matter experts, including customer
experts. A subteam has the following roles:

* Does the actual work of the project
¢ Is empowered to make technical decisions
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¢ Is empowered to organize itself as it sees fit

¢ Coordinates its work with other subteams and resolves
conflicts

* Ensures business value by continually addressing the 4 Business
Questions

¢ Eliminates ongoing barriers that block progress

* Reports on subteam project status

¢ Adjusts and applies the eXtreme project process to its own work

In my client practice, the eXtreme core team is a team of
teams, made up of the leaders or project managers of the various
subteams, where each subteam representative speaks for one or
more subteams. Core teams are typically cross-functional and cross-
hierarchical. Not only is it rare that anyone on this team reports to
you, often you will be outranked by functional managers who are
on the team. Taken together, the different subject matter experts
on the core team represent all the subteams comprising the entire
project. You can think of the eXtreme core team, then, as a meta
team. It has these roles:

* Opversees the entire project (or program)

* Ensures business value by continually addressing the 4 Business
Questions for the overall project

* Serves as the interface with the project sponsor

® Reports on status for the project as a whole

® Synchronizes the work of subteams beyond what they them-
selves can do

* Resolves conflicting priorities among subteams

¢ Eliminates barriers that the subteams can’t

* Makes business and technical decisions that have an impact
on the project as a whole

¢ Champions the eXtreme project process

* Recommends that the project continue or not based on
answers to the 4 Business Questions

As the core team’s facilitator, your job is to lead the decision-
making process, serving as catalyst to ensure buy-in among mem-
bers on critical decisions. Critical decisions are those that will stop
the project in its tracks or put it at risk unless there is sufficient
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support. Unless the eXtreme project manager takes on the role
of core team facilitator and leader of the project process, she is ab-
dicating her position to becoming the project number cruncher
and scorekeeper, an administrative position that is important but
insufficient for success. And in the absence of a process leader,
the project will live its life in the storming stage: people working
in an uncoordinated and uncooperative way. This is what happens
when no one is leading the process. I'll return to the core project
team in Chapter Six.

The eXtreme Project Sponsor

Your sponsor is the second most important stakeholder (you are the
first). Without a strong sponsor, you and the project are doomed.

The effective eXtreme project sponsor has a vested interest in
the project. This means that she has the organizational responsi-
bility to ensure that the business benefits of the project are realized
after the project deliverable is produced. The sponsor is also con-
sidered to be a part of the eXtreme project core team, and as is the
case with other members, holds herself mutually accountable.

If you had to boil an eXtreme project down to the single point
of failure or success, it would be the quality of the project sponsor.
In theory, this means that the project manager is off the hook if
the project goes down in smoke. But in reality, since project risk is
typically assigned to the project manager, you are most often the
scapegoat. You owe it to yourself and to the project to do every-
thing in your power to ensure you have the right project sponsor.

If you had to boil an eXtreme project down
to the single point of failure or success, it would

be the quality of the project sponsor.

Job Description

As you examine the following project sponsor job description, you
will see parallels with the eXtreme project manager’s job descrip-
tion; in that sense, the project manager and sponsor work in con-
cert at their respective organizational levels:
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Ensure business value

* Ensure that postproject business benefits are realized.

¢ Throughout the project, continually address Business
Question 4: Is it worth it?

* Have the final word when prioritizing the 7 Win Conditions
(schedule, cost, scope, quality, return on investment, customer
satisfaction, and team satisfaction, which are covered in
Chapter Eight).

¢ Approve the scope of the project.

Navigate the political landscape

* Resolve conflicts among competing projects.

* Ensure crucial stakeholders are continually aligned around
the business case.

¢ Defend the project.

* Serve on the steering committee.

Support the project

® Resource the project and fill gaps: people, funds, and capital.
® Review the project’s vital signs.

¢ Empower a qualified project manager.

* Be accessible to the project manager at all times.

® Make unilateral decisions when required.

* Make timely decisions.

Here are a few notes about the sponsor’s job description:

* The steering committee is composed of a cross-organiza-
tional mix of sponsors of interdependent projects. This topic is cov-
ered in Chapter Seven.

¢ In making timely decisions, we’re talking minutes and hours,
not days. A rule of thumb is that the sponsor needs to get back to
you within two hours.

* Monitoring the vital signs includes changes in scope and
business assumptions as well as gauging stakeholder satisfaction
with results, ensuring risks are being managed, and reviewing sta-
tus against budget and schedule.
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¢ In addition to being accountable for the realization of busi-
ness benefits, the other job responsibilities that distinguish the
eXtreme sponsor from her counterpart on a traditional project are
the constant availability, as well as making quick, and at times uni-
lateral, decisions. In the ideal world, consensus might be the way
to go. But under extreme conditions, the luxury of time is not
available to round up crucial stakeholders and get to consensus or
consult with the executive committee, which meets next week.
Hence, the sponsor must have sufficient clout to be able to con-
vince crucial stakeholders to support the decision after it’s made.

¢ Another key point is the need for the sponsor to address
conflicts among stakeholders, which typically revolve around
adding or changing requirements. For example, the sales vice pres-
ident wants to expand the project scope and make the entire prod-
uct catalogue available on the company Web site. Marketing,
however, wants to include only the auto parts and not the truck
parts for now. You do a quick impact analysis to show how this
would affect the schedule, cost, risk, and payback. Armed with that
information, the sponsor’s job is to make the call.

What You Should Expect from the Project Office

As manager and facilitator of the project’s energy field (the
project’s flow of emotions, thoughts, and interactions), little is
more important to success than focusing on relationship manage-
ment. It takes desire, aptitude, and a willingness to deemphasize
the traditional project manager’s role of project administrator and
scorekeeper in favor of ensuring that the conflicting needs of the
project’s crucial stakeholders are met or at least neutralized.

It is under these circumstances that the organization’s project
office (or whatever other name is used, such as project support
group or project management organization) can be an invaluable
aid to the eXtreme project manager. The support group can pro-
vide a project administrator who can handle the project book-
keeping tasks, freeing you to manage the project’s mood and
emotional well-being.

Making It Easier for Resource Providers

Develop your own personal working relationships with functional
managers, and use your emotional intelligence to be sensitive to
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the demands being placed on them. When negotiating for people,
it’s generally best to give a description of the skills and level of ex-
perience you need rather than insist on a specific person by name.
This gives the functional manager more options to meet your re-
quirements. Importantly, whoever is granted to your team, you
want to insist that he be the single point of accountability, avoid-
ing a revolving door of loaned team members and complicating
your job by having to work with two or more individuals.

Customers

Since eXtreme project management is people- and customer-centric,
the eXtreme project manager ensures that the customer receives
value each step of the way and is happy with the final deliverable.
Indeed, these are critical measures of success.

Your Role as Process Leader

As process leader for the core project team, your primary role is to
create an environment in which people become empowered to
make decisions, solve problems, and do quality work. Fortunately,
it’s not about rah-rah speeches, which few people are good at any-
way. And even if you were a motivational speaker, the engendered
enthusiasm rarely lasts longer than the flavor of chewing gum. Your
job is to make it possible for people to succeed by creating the cir-
cumstances for success.

In the Newtonian world, power comes from job title and posi-
tion along the hierarchy. Because power and decision making are
centralized, the Newtonian model saps the project of its vital cre-
ative energy by shifting control from the team and stakeholder
community at large to the boss, who is considered to be the one in
control. The centralization of power saps the project of the cre-
ative energy necessary for innovation and adaptability.

In this traditional model, the project manager sees her role as
trying to get more out of people. In the quantum model, your role
is to make it possible for people to do more. You do this through
introducing appropriate processes and practices (such as good
meeting management) and establishing a productive working en-
vironment, all of which facilitate the flow of emotions, thoughts,
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and feelings in a way that produces a valued outcome and speeds
things up. On an eXtreme project properly run, no one is in con-
trol. Instead, everyone is in control. Leadership by commitment
empowers. Leadership by control disempowers.

Fortunately, Newtonian-like control power is rarely available to
the eXtreme project manager. You typically have little leverage by
virtue of your organizational position or job title. So how do you
lead a team of people who do not report to you in the organiza-
tional sense, have other allegiances, and don’t even like the sound
of the words project management?

In the quantum world, your power resides in the process you use to
empower people to get things done, not in direct power over people.
You are not leading people; you are leading the process. And by
leading the process, you are leading the thinking. Your power also
comes from the quality of relationships you establish with stake-
holders. If blood is thicker than water, relationships are thicker
than organizational charts.

This is a shift from the Newtonian to a quantum worldview.
These two worldviews are similar to the reward/threat versus the
organic model that Gerald Weinberg refers to in his book, On Be-
coming a Technical Leader (1986): “Instead of leading people as in
the reward threat/model, organic leadership leads the process.
Leading people requires that they relinquish control over their
lives. Leading the process is responsible to people, giving them
choices and leaving them in control” (p. 12).

This puts you face to face with the power paradox: you stay in
control by distributing control. But watch out: the process you use
needs to fit the problem. Newtonian project management is
process heavy, whether you need it or not. It can put people in a
straitjacket, sapping them of control and flexibility. Instead of the
process working for them, they can end up working to feed the
process. That’s why you need to consider using a flexible project
process. (See Part Two.)

You stay in control by distributing control.

In managing projects under extreme conditions, decision out-
comes cannot be known with certainty. Outcomes are the result of
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multiple interactions. Even if you had all of the direct authority
you wanted over people, this is potentially dangerous on eXtreme
projects when it resorts to telling people what to do and how to do
it or solving their problems for them or making decisions that oth-
ers should own. No one is smart enough on an eXtreme project to
have all the answers. By leading the process, you are making it pos-
sible for others to self-organize and self-correct, to discover and do
right thing. You are the facilitator of disorder.

Tom DeMarco and Tim Lister (1999), summarize the essence
of being a project manager:

* Get the right people.
* Make them happy so they don’t want to leave.
¢ Turn them loose.

I've found that process power can be more powerful than even
position power. You may know managers who have substantial po-
sition power but can’t get people to work effectively toward a com-
mon goal. Process power saves the day every time. But all this does
not mean that laissez-faire is the modus operandi when it comes to
leading the core project team. There are times when consensus is
best and times when a directive style is the way to go.

Process power is your way out of the storming and the chaos
that goes with it. It makes senses out of nonsense, cuts a path out
of chaos, and integrates the flow of thoughts and work toward
achieving the intended outcome. It turns goals into reality. It un-
leashes motivation and innovation, produces tangible products,
and fosters confidence and trust. It enables people to make a dif-
ference and ultimately to succeed.

Good process well applied makes heroes and heroines out of
project managers. Seeing yourself as managing the process rather
than leading people is a powerful new paradigm shift from the New-
tonian to the quantum worldview. It makes you incredibly effective.

The sort of process that you should lead produces results
under conditions of high change and high uncertainty. It builds
commitment by fostering motivation, innovation, trust, and confi-
dence and provides the customer with tangible value early and
often. An effective process, like the one covered in Part Three of
this book, makes it possible for people to make effective decisions
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and get work done. By leading the eXtreme project management
process, you are expanding the capacity of the project energy field
to get work done, and as a result, you are creating the circum-
stances for success.

But here’s the rub: just because you know and love a particu-
lar process for managing projects, running effective meetings, and
building teams doesn’t mean that everybody will happily follow
your lead. You have to know how to implement the process, to put
it in play and prove that it works. In order for nonbelievers (and
they are likely to be in the majority) to become believers, people
need to experience short-term success with whatever process you use.
Only then will you earn the right to be the process leader and gain
the commitment of your team.

People need to experience short-term success with

whatever process you use.

Gaining Commitment

Commitment is a positive energy, an upbeat feeling that permeates
and propels the project. Indifference or derision are negative en-
ergies that bog things down.

In my view, true commitment occurs when an individual or a
group is emotionally compelled to move forward because he or she
genuinely wants to achieve the intended goal or mission of the
project. Typically, this means that combinations of two ingredients
are present: desire and confidence. Desire is personal or internally
directed. People desire to be a part of something when it meets
their need for personal gain (for example, getting promoted,
learning new skills, or being part of something important). Confi-
dence is more externally directed. By confidence, I mean the be-
lief that the circumstances surrounding the project are conducive
to success, that the project is felt to be realistic for any number of
reasons: realistic time frame, sufficient resources, solid sponsor-
ship, the required tools, systems and processes available, strong
stakeholder support, the right team, and so forth.

Commitment equals desire plus confidence. The more of each
ingredient there is, the greater is the level of commitment. When
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team members are truly committed, they experience a sense of mu-
tual accountability for their project and go the extra mile without
being asked. They show up for team meetings. They get their work
done on time. They do not have to be prodded and pushed each
step of the way.

When commitment is not present, people act out of obligation
or compliance, and may lack the extra drive to put the project over
the top. As illustrated in Figure 4.1, the goal is to move your project
into quadrant IV and keep it there. A quadrant IV project has both
confidence and desire.

When the project lives in quadrant IV, it benefits from a good,
healthy energy. And like attracts like. Successful project managers
are able keep the project in quadrant IV. eXtreme project man-
agement boils down to the knowledge, skills, process, and tools for
getting to and staying in quadrant IV. And that’s what this book is
about.

Gaining the commitment of team members and the project
sponsor is only part of the equation. Without the commitment of
customers, functional managers, and other stakeholders and in-
fluencers, success will be elusive: decisions will be delayed, team
members will be reassigned to other projects, suppliers will miss
deadlines, and politics will undermine the project in subtle ways.

Why does commitment falter or never happen? Here are some
common reasons for low desire (lack of personal gain) and low

Figure 4.1. The Four Quadrants of Confidence and Desire
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confidence (lack of trust in others and circumstances in general)
among team members on a project (based on informal surveys
taken during my workshops):

Reasons for low desire Reasons for low confidence
¢ Been there; done that. e The team doesn’t have the
Already working sixty- skills.
hour weeks. * People spread too thin;
* Don’t see the business competing priorities.
value for the project.  Project manager has dubious
* My role is unclear. track record.
¢ Little or no say in how * Unrealistic goals.
the project will be run. e Project too complex.
* High risk to my career. * Project not politically favored.
* Don’tlike the people on * We have a high project failure
the team. rate [on this kind of project].
* Too much project man- ¢ Sponsor is not a champion;
agement bureaucracy. weak.
* They kill the messenger ¢ Customer is not committed.

around here. * No faith in suppliers or

* Idon’t have the skills. other departments to deliver
what we need.

¢ Poorly run meetings.
* Key issues and decisions
go unresolved.
¢ Insufficient support systems.

¢ Physical environment not
conducive.

Use this as a checklist, and ask yourself which of these demoti-
vators are prevalent on your project. Do you even know for sure?
Notice how many of these items you can have a direct impact on.
Which can you influence? (Put down this book and start making
some of these of demotivators go away.)
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The Difference Between Leadership and Management

Warren Bennis, who has written much on the subject of leadership
and management, is often quoted as saying, “Managers keep bad
from happening. Leaders make good happen.”

Another way of saying this is that managers are stabilizers and
leaders are innovators. Managers want to do things the right way.
Leaders want to do the right things. Managers tend to keep con-
trol close to the vest. Leaders distribute control. By now, you’ll
easily recognize these patterns as the difference between the New-
tonian and quantum mind-set. Some things are to be managed,
some to be led. You manage information and track progress. You
lead processes, which in turn leads people.

Managers want to minimize change and tend to keep tight con-
trol over policies and procedures. They are taskmasters, a style that
works better on stable projects. Leaders look for reasons to change
and rely on guidelines and shared values and are relationship man-
agers. To lead or to manage? It’s not an A or B choice. All projects
require a balance of both. For eXtreme projects, the balance tips
heavily to the quantum side of the scale.

Since eXtreme project managers typically have little direct
authority over people on the core team and zero authority over
crucial stakeholders, the ability to influence is paramount. (Influ-
encing skills will be covered in the next chapter.)

My definition of leadership as it applies to an eXtreme project
is a composite definition. Leadership is the art of getting others to
(1) want to do something you are convinced should be done and
(2) make and implement decisions they are convinced should be
made. (The first point is from Packard, 1962.) The key words are
want and convinced. In other words, the goal of leadership is own-
ership. It results in commitment.

The second point recognizes that eXtreme projects are in
flux, with new information coming in constantly, demanding that
leadership be distributed. That is, team members and others need
to have the latitude to adapt quickly by making intelligent, local
decisions as situations arise without asking for permission each
step of the way. This enables the eXtreme project to self-correct.
In the heat of battle, you can’t stop to check with headquarters all
the time.
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As we have seen, there are many variables and unknowns both
internal and external to the eXtreme project and the sponsoring
organization. No one can keep track of them all. No one knows
enough to tell everyone else what to do. As such, eXtreme projects
cannot be regulated from the top down. They can only be guided
from above and managed from below as individuals, pairs, and
groups of stakeholders continually make self-correcting adjust-
ments as the project goes along, while keeping in mind the desired
project outcome.

But you must use the right project process for the type of
project at hand. On an eXtreme project, good process leadership
will enable people to discover the best solution and to continually
self-correct. Even if you had the direct power you might crave, it
could be a grave disadvantage if it stifled the ability of those closest
to the problem to solve the problem. A good motto is, “Disorder
cannot be eliminated. It can only be navigated.”

Keeping the Project in Control: The Law of Requisite Variety

I was doing project management consulting at the Portland, Ore-
gon, Nabisco bakery, where a variety of cookies are made. During
a tour of the facility, the plant manager told us that one of their
goals was to improve throughput and reduce cookie breakage dur-
ing the production and packaging processes. Despite extensive
training and retraining of supervisors and their team members, they
were getting nowhere slowly in achieving the hoped-for efficiencies.
(My belief, by the way, is that if you are going to go nowhere, get
there fast, and get it over with so you can try something else.) Al-
though they were able to change the working habits and skills of
production workers, it didn’t seem to make a difference. Finally,
they discovered there was still too much opportunity for variation.

One day management realized that the problem was not so
much the variation in individual behavior; rather, it was due to an
inefficient production process and the old equipment that people
had to live with. The lack of a good process defeated the workers,
even though they had the necessary expertise and skill set. The
plant manager proudly summed up his Aha! moment when he
said, “A lousy process makes a lousy cookie even when you have
good people.” It was not until they improved the process that they
were able to improve performance.
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Without realizing it, Nabisco had experienced the Law of Reg-
uisite Variety. Borrowed from systems theory, this law says that the
element in the system with the greatest flexibility (or variability)
will control the system. A system can be that of machines or peo-
ple, or both. This helps explain why many project managers are
not running their projects: their projects are running them. The
challenge on an eXtreme project is that there are so many possi-
ble variables in behavior among the stakeholder community and
external events that it is impossible to prevent all of the potential
variation that will be encountered.

But you can increase the ability of the project to tolerate the
volatility that presents itself. That’s the beauty of process power. It’s
the great equalizer. It helps eliminate unnecessary variability by
keeping the team out of the storming stage. It enables you to man-
age variability when it presents itself. In this way, process power in-
creases your ability to roll with the punches.

In fact, that’s what this book is intended to show you: how—
through the application of the Accelerators, Shared Values, Busi-
ness Questions, and the 5 Critical Success Factors—you can expand
your bandwidth by having more tools at your disposal. By focusing
on the process you use and the relationships you establish, the
principles, values, and practices of eXtreme project management
serve to harness the Law of Requisite Variety so that it works to
your advantage and that of the project at large.

To summarize, in the quantum world of eXtreme projects, your
power comes from the process you lead and the quality of the re-
lationships you establish. Process and relationships are the two
great equalizers. Your ability to lead the process and establish qual-
ity relationships is your unique effectiveness factor. Process power
coupled with principles and values increase your bandwidth.

The Ciritical Success Factor of Self-Mastery goes a step further:
it expands your personal power, which is the ability to psychologi-
cally and emotionally transcend the pressures of everyday events.

Nine Reasons That eXtreme Project Managers Fail

eXtreme project managers fail when they turn their sights inward
and focus on technical and product development (content) issues and
neglect the project’s context: the general business environment,
stakeholder expectations, and the project’s emotional well-being.
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The result is unresolved conflict, resulting in loss of commitment
and ultimately failure to deliver an acceptable product or service.

The following project manager failure factors all relate to the

project context. They are common to almost all projects but are
intensified on eXtreme projects:

1.

2.

No angel: Not having the right project sponsor, one who is a
champion and barrier buster.

Poor soft skills (communications, negotiation, conflict resolu-
tion, facilitation, and influencing skills).

Hermit crab syndrome: Sitting in front of a computer instead of
in front of stakeholders.

Good soldier syndrome: Being too soft; not questioning authority
or pushing back; simply following orders.

Loss of business focus: Not applying or misapplying the 4 Busi-
ness Questions (which are covered in the next chapter):

Poaching: Taking over the responsibility for answering Busi-
ness Question 1 (Who needs what and why?). This ques-
tion belongs to the project sponsor.

Chickening out: Not taking ownership and full responsibility
for answering Business Question 2 (What will it take to do
it?); rather, letting the sponsor dictate the budget. This
belongs to the project manager.

Poor mouth: Unable to get what is needed to succeed (Busi-
ness Question 3: Can we get what it takes?). This is a fail-
ure in negotiation.

Malicious compliance: Moving ahead when the answer to Busi-
ness Question 4 (Is it worth it?) is no. This means imple-
menting a project or keeping it going knowing it doesn’t
have a chance of succeeding. Here the project manager
gets blamed for the failure instead of a real reason: the
business justification behind the project is not viable.

. Methodology mismatch: Imposing a counterproductive method-

ology on the project.

Totoolitarianism (also known as management by template):
Thinking that you can manage the dynamics of an extreme
project by getting people to fill out forms, rather than putting
the focus on unleashing motivation and innovation and estab-
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lishing trust and confidence, all of which require a manage-
ment style based on values and principles.

8. Naive compliance: Failing to detect that the project is not solv-
ing the real problem.

9. Fish out of water: Failing to recognize that eXtreme project man-
agement (and maybe any kind of project management) is not
the job that best uses one’s own natural talents and motivated
strengths.

You Are More Powerful Than You May Realize

Despite having lots of responsibility without a lot of authority, you
nonetheless have more power at your disposal than you may real-
ize. In contrast to personal power, project managers also have con-
siderable external sources of power: sources outside your immediate
control. Sources of personal power (authentic power, self-disclosure
power, process power, guts power) are under your direct control;
they reside inside of you to use as you see fit. Draw on every one of
these external sources as you can.

Project managers also have considerable

external sources of power.

Position Power

When you have position power, you're the boss, and others know
it. This is the best-known source of power. It’s nice if you can get
it; the chances are low for eXtreme project managers but never-
theless worth noting. A legacy of the Industrial Revolution, posi-
tion power, is based on where you fall in the organization’s pecking
order. It can be effective even when the subordinate is not your di-
rect report. So if you're a director-level person, you are not likely
to disobey an executive vice president, even if she’s not your boss
(unless you decide to use guts power). At its worse, position power
becomes coercive power, as in the reward-threat model. Sometimes
coercion is necessary; it gets things done, but can backfire if peo-
ple do not buy in and instead practice malicious compliance (fol-
lowing instructions knowing the thing is going to backfire) or they



100 EXTREME PROJECT MANAGEMENT

find ways to beat the system. The motto for those who abuse their
position power might be, “Kiss up and kick down.”

Referential Power

Referential power is clout by association. You ring up Jack, direc-
tor of wireless technology: “Good afternoon, Jack. I'm the project
manager for Joan, who is sponsoring the Headboomer project.
[Joan is the senior vice president of engineering.] I need just five
minutes of your time. Can we meet this afternoon? . . . Sure. I'm
free at 3:30” You show up and after exchanging a few preliminary
pleasantries, you pop the question: “We really need one of your
audio gurus for a couple of months to help us on this mission crit-
ical initiative for Joan. Can you shake somebody loose?” “No, prob-
lem,” says Jack.

Reputation Power

The word may be out that you really know what you are doing and
have pulled off one or more miracles before. Here, your power is
derived from your reputation. The idea is to name-drop an inar-
guably successful project you led or participated in. Because they
believe history is likely to repeat itself, you find it easier than most
others to get what you need. But reputation is not necessarily
under your control. Some people will think highly of you, and oth-
ers won’t despite your past achievements.

Expert Power

With expert credentials, you are considered to be the subject mat-
ter expert in a technical or other discipline, including project man-
agement. In certain industries, among them pharmaceutical,
information technology, and corporate and estate law, expert
power is a major source for getting your way.

New Guy Power

You just joined the department or organization, or you’ve been
brought in to save a project that’s gone bad. People want to give
you a chance to succeed and straighten out the mess. For the new
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kid on the chopping block, there is usually a window of opportu-
nity where you can get more of what you want than after you’ve es-
tablished roots. Carpe diem.

Precedent or Compliance Power

This approach (also known as conformity power) comes in handy
when you want to influence someone above you who is new to the
organization and doesn’t know the ropes. It works well when there
is an accepted third-party standard that must be adhered to—for
example, “If we don’t do this, the FDA will come after us,” or, “We
will be out of ISO compliance.”

Payback Power

This is when you call in a favor or you tell the person you need
something from them. “If you provide me with both Adam and
Samantha for two full days this week, I’ll get you some help when
you’re up the creek.”

Insider Power

People like to be in the know, especially if it means getting priv-
ileged information ahead of others. Your argument might be,
“By participating on this team, you will be getting and shaping in-
side information and making contacts that will give you a jump on
others.”

Per-Day Delay Power

What does it cost the company in lost revenues, profits, or recur-
ring costs for every day the project slips? If you can come up with
this number, you’ll be surprised how much clout you will have to
hire additional people or throw more technology at the problem
to shorten the delivery date. Or if you want a good excuse to trim
down the project of its nonessential features, you can frame your
point in the context of how many weeks can be shaved off the
schedule and the resultant revenues or costs savings per day that
will be realized.
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WOW! Power

WOW! power means to identify the overarching, common, com-
pelling vision that makes the project a worthwhile venture. WOW!
power energizes the venture because it elevates the endeavor from
“just a project” to a cause. When people are on a heartfelt mission,
they can become unstoppable. We only have to look at Martin Luther
King Jr., Gandhi, and Mother Teresa, all vivid examples of people
who will go to enormous lengths when they believe in a cause.

Scarcity Power

Some people are motivated by lack, fear, or missing out. You can
influence them by saying, “We need to act by next Tuesday; other-
wise we pay a penalty,” or, “If we miss our window tomorrow with
Jim, we won’t be able to get approval until he gets back from Bali.”

Reward Power

Money, other perks, and performance bonuses can get you what
you want. This can be particularly effective when a vendor is given
a bonus for early or on-time completion. It can also be used in con-
junction with per-day delay power: once you know the dollar cost
per day or week for a delay, you can reward accordingly. For in-
stance, if the cost-per-day delay is $1,000 in lost profits, then giving
the contractor a bonus of $500 per day ahead of schedule is a win-
ner all around.

Begging Power

I don’t recommend this power. It’s bad for the self-esteem and
ruins your kneecaps.

When Commitment Is Not Obtainable

Sometimes no matter what you do, you cannot gain and sustain
sufficient organizational commitment, and the project is a risk.
What do you do?
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One afternoon I showed up at my regular time to coach Bruce,
a project manager leading a massive project to reengineer the pur-
chasing process for a public utility company. As part of the initial
planning for the project, Bruce and the project sponsor-customer
agreed that a critical success factor for the project was to assign two
people from the purchasing department to work full time on the
team during the engagement. About a third of the way through,
the sponsor decided that other priorities prevailed and the two
promised team members would have to be pulled from the project
indefinitely.

When I walked into Bruce’s office for our regular meeting, the
first thing he did was announce that he had just stopped the
project. “I'lost two promised people for the project. At the outset,
we agreed the project ran a very high risk of failure without them,
so I brought it to a halt.”

Bruce did the right thing. It’s lunacy and irresponsible to the
organization to continue a project that’s doomed to fail.

L 2R 2R 4

Now that you have a better understanding of your role as eXtreme
project manager, you are ready to find out how to lead the process
and focus on eXtreme principles, values, and interpersonal skills.
Critical Success Factor 2, Leadership by Commitment, continues
in the next chapter.

But first, consider this: After reading this chapter about the
role of the eXtreme project manager, are you feeling like a fish out
of water?

If you didn’t do it earlier, this may be a good time for you to
look at your motivated abilities. I covered how to go about this
under Self-Mastery, Critical Success Factor 1, and provide some
practical tools in the eXtreme Tools and Techniques section. If
your first love is to work with technology and develop new prod-
ucts, then you may find yourself out of your element as a relation-
ship manager, which is the primary job responsibility of the
eXtreme project manager.

As a reminder, self-mastery means following your passion. Trying
to get better at something you don’t like is the path of self-misery.
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Chapter Five

Principles, Values,
and Interpersonal
Skills for Leading

The key very simply, is other people.
MARIANNE WILLIAMSON

The previous chapter focused on the role of the eXtreme project
manager as energy manager: one who gains and sustains commit-
ment to the project mission by managing the project’s context. In
this chapter and the two that follow, I continue my focus on Lead-
ership by Commitment (Critical Success Factor 2), and put the
spotlight on the principles, values, business focus, and skills you
need to succeed.

If T had to summarize this and the next two chapters in a word,
I’d say this is the touchy-feely stuff, the soft glue that holds the
eXtreme project together. Critical Success Factors 3 and 4 (the Flex-
ible Project Model and Real-Time Communication) put the em-
phasis on the hard glue practices of project management. Most of
eXtreme project management is soft glue. As it turns out, the soft
glue, which represents the project’s dynamics, is really the hard stuff
of eXtreme project management. And the hard glue (scheduling,
analysis, technology and tools, and the like), which represents the
mechanics, is really the easy stuff for most people. I'm hard-pressed
to identify a project that failed because we didn’t have the right
scheduling tool or set of templates to fill in. Behind every failure
lurks a people and communication problem.

105
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As another reminder, if you don’t like touchy-feelies, then
eXtreme project management isn’t your cup of tea. Instead, take
a coffee break and ponder what you learned about your special
motivated abilities and talents in Chapter Three.

This chapter covers the 4 Project Accelerators, the 10 Shared
Values, the 4 Business Questions, and people skills (negotiating,
resolving conflict, emotional intelligence, and getting your point
across).

Taken together, the principles, values, and people skills that I
cover here and in the ensuing chapters provide the foundation to
create a change-tolerant environment. They enable you to manage
the project’s energy field by facilitating and managing the flow of
emotions, thoughts, and interactions in a way that gains and sus-
tains commitment throughout the venture. As a result, you will be
better able to:

¢ Unleash motivation and innovation.

¢ Establish trust and confidence among the stakeholder
community at large.

* Exercise power and influence others without authority.

* Ensure the customer receives value each step of the way.

* Keep the project under control in the face of volatility.

The 4 Accelerators and 10 Shared Values lie at the foundation
of eXtreme project management. Together they serve to speed up
the project by keeping the flow of thoughts, emotions, and inter-
actions fluid. They are the bedrock of eXtreme project manage-
ment. Constantly asking the 4 Business Questions will help remind
you and all other stakeholders that the project is a business ven-
ture, keeping you oriented in a confusing environment.

The 4 Accelerators and 10 Shared Values lie at

the foundation of eXtreme project management.

The 4 Accelerators: How to Unleash
Motivation and Innovation
To unleash motivation and innovation is to make it possible for

people to have an impact. Here are the principles that successful
eXtreme project managers apply.
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1. Make Change Your Friend

This principle refers to both responding to and creating change.
Typically, change carries a negative energy on project because peo-
ple have to switch gears. They want predictability, especially man-
agers who are held to departmental budgets. The word variance is
the first cousin of change and also carries a negative connotation.
Although variance can be positive on a project that is (surprisingly)
ahead of schedule or budget, most people think of it in the nega-
tive. Change, then, is not something that is typically welcomed, and
that’s why traditional project management makes a big deal out of
change control. Note the word control. The message is that change
is the enemy.

In highly competitive environments, change can be viewed as
a weapon to cause chaos for the competition. For example, mid-
way through a project, someone discovers a technical capability
that will leapfrog the competition. In a typical project environ-
ment, one with a Newtonian mind-set that resists change, this dis-
covery could be cause for alarm and generate resistance. In an
environment that welcomes change, the discovery can be exploited
without resistance to generate business value.

Many projects suffer from rigor mortis, which I define as death
by rigor. Elaborate procedures are put into place to evaluate the
impact of change requests to a point where the project becomes
stalled due to drawn-out hierarchical approval processes. In fact,
many traditional projects build in rigor mortis early in the project
cycle with lengthy requirements-gathering processes, which can
last six months to a year or more. The thinking behind this is that
if we can find out what they really want, we can eliminate almost
all change and take a straight path to the goal. This is a form of
Newtonian neurosis—the attempt to bludgeon every project into
a straight line. You can freeze requirements, but you can’t freeze
the customer’s desire to change things. Persistent resistance places
the project customer and project team in an adversarial relation-
ship. It saps vital energy and puts the whole project in a bad mood.

eXtreme project management requires a different attitude
about change, one that says change represents opportunity, and
that by welcoming change you improve the chances of delivering
the originally planned result. The desired result, which has to be
discovered, is likely to be vastly different from the planned result.
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An attitude that resists change also resists the processes that lead
to discovery. Welcoming change keeps the project moving and
makes discovery possible. And yes, eXtreme project management
requires that you look at the impact of changing requirements so
that the customer can make an informed decision about moving
ahead. But it’s done in a less bureaucratic way.

In practice, “make change your friend” means accepting what
is and proactively moving on from there. In particular it means:

¢ Actively looking for opportunities to do things differently.

* Making it easy for new ideas to surface and be acted on.

® Performing a quick impact analysis when change occurs.

* Making continuous adjustments to the plan and the product
along the way.

¢ Admitting that it’s not working and taking corrective action.

* Being willing to junk the plan and start over at any time.

2. Build on People’s Desire to Make a Difference

I was once doing a consulting assignment for a large U.S. govern-
ment agency. As I walked through department after department,
day after day, I noticed expressionless faces of bureaucrats pushing
paper or waiting for paper to be pushed their way. Many would con-
gregate to gossip and bemoan and share their misery—co-miserate
if you will—with each other. They were demoralized, and their en-
ergy was low. Being demoralized may be a normal state, but it
doesn’t have to be an inevitable state. I believe these government
employees had become disenfranchised from their jobs by the sys-
tem they were faced with, which left little or no room for individ-
ual contribution. They could not see how their jobs made any
difference to anybody. They just showed up and did the bare min-
imum, or nothing at all, by hiding behind bureaucratic proce-
dures, resulting in a form of on-the-job retirement.

I also remember an engagement at a bakery for Nabisco. I was
given a plant tour and had a chance to talk to Bill, who worked at
the beginning of the Oreo cookie line, which extended about the
length of a football field. Bill’s job was to be sure the cookie dough
was the right consistency before it was cut into wafers and baked.
Bill had been working in the plant for thirty-two years. I asked him
what his job involved, and he did not hesitate to reply: “My job is
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to make a quality cookie that families will enjoy.” Notice he did not
say that his job was to be sure the cookie dough was running at the
correct consistency. That’s because Bill had more than a job. He
had a sense of purpose that continued to motivate him even after
thirty-two years on the line. Bill was making a difference.

When put into practice, the second project accelerator, “Build
on people’s desire to make a difference,” means:

* Showing people how their job contributes to a higher cause
and providing a sense of meaning and purpose.

¢ Creating and recognizing small wins: seeing what’s going right
and recognizing successes no matter how seemingly small.

® Providing people with an opportunity to make things better,
to leave their mark.

* Recognizing that people by nature want to be proud of
their work.

* Removing barriers that prevent people from doing quality work.

3. Create Ownership for Results

Bill at Nabisco was quick to point out and brag about the new
computer-based system he was using to monitor the Oreo cookie
dough. He also had the power to affect the cookie baking process
by speeding up or slowing things down or even stopping the entire
line. I asked him who had designed the system. He told me and
added proudly, “I worked with the design engineers to educate
them on my job and the types of problems I run into.” Bill was a
fan of the computer-based system because he played a major part
in creating it. Not only were his hands and heart engaged, so was
his mind.

In practice, the principle of “create ownership for results”
means to give people the freedom to determine how to do their
job as well as the opportunity to influence how to succeed on the
overall project. In particular, it means:

* Recognizing that people prefer to participate in change them-
selves rather than to be changed.

* Giving people a voice so that they can be heard on the issues
and topics that are near and dear to them, even if someone else
will make the final decision. These issues and topics include



110 EXTREME PROJECT MANAGEMENT

decisions regarding the content and quality of work products,
the overall project goals to be achieved, the processes to achieve
the goals, and how performance will be measured.

* Providing guidelines rather than strict rules so that people
have the latitude to do what they believe is the right thing.

¢ Involving people in group brainstorming and decision making.

® Understanding who owns what decisions in the first place.
Business folks make business decisions; implementers make
technical decisions and operational decisions (estimating how
long it will take and how much it will cost).

This accelerator is based on the principle that people support
what they create. Here is an example from my own experience. In
1986, I was recruited by the ComputerWorld organization to start
a high-tech newspaper known as NetworkWorld. 1 reported to Jim
Povec, who was vice president of the publishing division I worked
in. Jim was not one to tell me what to do or how to do it. He knew
we had already agreed on a set of business goals and a plan to get
there. He left the rest up to me and was always available for coach-
ing when I needed it. Any time I went to Jim to get help with a de-
cision, we’d discuss the options I brought to the table. After we
batted things around, Jim would invariably say, “Doug, what do you
want to do?” Whatever I decided is what Jim would go with. The
ball was clearly in my hands, and Jim’s style evoked a deep sense of
responsibility and commitment on my part. Initially, I felt empow-
ered. Then I would get a little scared when I realized I fully owned
the decision, for better or worse, and I was on the line.

I later learned that people tend to live up to the expectations
held for them. What I also learned from Jim is that a good leader is
also a good follower. Jim would follow my lead and stand behind
my decision. As result, I was a great follower of Jim, as were many
others who worked with him. I concluded that two important hall-
marks of a good leader are:

¢ A genuine willingness to follow the lead of those who work
with or for them.

¢ To have willing followers—those who follow out of commitment
rather than out of coercion or even compliance.

I also learned from Jim that leadership is a function (what you
do) and not a position held by one person. In taking my lead from
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Jim, I also led people who reported to me in the same way. I would
follow their lead. As a function (and not a position), this meant
that leadership could be practiced by many, not just the few
anointed leaders. It also explains why holding the position of
leader doesn’t make one a leader.

4. Keep It Simple

The old KISS principle (Keep It Simple, Stupid) is not lip-service
on an eXtreme project; it’s taken seriously. In practice, this means
less is more:

* Less project scope, less hierarchy, less process, less reporting,
less rigor, fewer people, fewer forms to fill out, only the neces-
sary documentation, and so on

* Doing the least amount of work to get the job done

¢ Meeting minimum requirements; building something more
elaborate later

The Combined Effect of the 4 Accelerators

Taken together, the 4 Accelerators speed up the flow of positive en-
ergy among those involved on the project. They enable the stake-
holders and the team in particular to be adaptive, committed, and
creative, and they go a long way to establish the desire to succeed.

The 10 Shared Values: How to Establish
the Trust and Confidence to Succeed

When you yourself live by the 10 Shared Values presented in Chap-
ter Two, you foster trust and confidence. Trust, which is earned
over time, is a mutual feeling that people can be depended on to
keep their commitments and deliver the goods. When stakehold-
ers experience trust, they gain confidence in the project’s ability
to succeed even in the face of great adversity. Trust transcends ad-
versity. Confidence—and at best, conviction—is the strongly held
belief among project stakeholders that working together will bring
success, even in the face of volatility and adversity.

While all ten values apply all the time, in this chapter on lead-
ership and interpersonal skills, People Values come to the forefront.
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Here I present people values in more detail (process values and
business values are examined in the next two chapters).

People First

In practice, people first means eliminating barriers so that people
can do quality work:

¢ If methods, tools, and rules are not working, these are modi-
fied; energy is not wasted trying to modify the people affected.

* Relatedly, if methods, tools, and rules are getting in the way of
progress, these are changed with input from the people who
are affected, not unilaterally.

* Managing is by eye contact instead of by e-mail.

¢ A convenient working physical environment (the tools, lighting,
space) is provided to get work done.

¢ Appropriate support is provided for team members who may
be experiencing personal or family problems.

Honest Communication

In practice, honest communication means acting with integrity and
speaking the truth about the good, the bad, and the ugly without
fear of reprisal:

Expressing facts as well as feelings about the project

Being open to giving and getting feedback

Telling the whole truth, not half truths

Fully listening to others before judging what they have to say
Not fooling yourself, that is, being in touch with what’s true
for you even if you don’t like looking at it

Quality of Life

In practice, quality of lift means ensuring that the project strikes a
satisfying balance of work life and personal life:

® Recognizing that people have the right to do good work that
they can be proud of
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® Building in forty-hour weeks to the project plan and not
assuming people have infinite time to spent at work

* Recognizing that out of every forty-hour week, ten to fifteen
hours are likely to be spent on activities not involving direct
work on the project (such as personal calls, administrative
stuff, meetings related and unrelated to the project, bathroom
breaks, coffee breaks, normal socializing) and staffing the
project accordingly

Courage

In practice, courage means having the fear but moving ahead any-
way—doing it scared because it’s the right thing to do:

¢ Telling it like it is, including the bad news

* Being true to oneself and standing up for what’s right even if
you are the lone dissenter

® Being firm in asking management for what you need to succeed

® Being the lone promoter of an idea

* Being able to admit you were wrong

¢ Not waiting for permission before you do what you know
needs to be done

¢ Disturbing the system by doing what’s right versus what’s
established

* Pushing back, that is, a willingness to stand up for one’s values
versus being an accommodator and people pleaser

* Being willing to junk what you’ve done and start over with a
better idea

* Being willing to change your mind; to do the right thing vs.
having to be right

* Being outspoken about killing the project when no one else
is willing to bring it up

* Being able to walk away from the project or even one’s
paycheck

¢ Having the strength to admit the truth about yourself to
yourself (and not berate yourself for who you are or what
you think)

* Acting with integrity
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Using the Four People Values

These four values—people first, honest communication, quality of
life, and courage—are important tools for combating fear, uncer-
tainty, and doubt (FUD), which tends to accumulate in high-risk
projects and gum up the works. FUD clogs the projects energy
field, slows things down, and casts a negative spell over the en-
deavor. A project that has a high FUD factor stands little chance of
success. This again is the self-fulfilling prophecy: if the project
thinks it can’t succeed, the odds are it won’t.

A project that has a high FUD factor

stands little chance of success.

Getting the FUD out in the open makes the project manager
the project exorcist. Although all four people values help combat
FUD, my favorite way of exorcising the FUD is to use honest com-
munication and courage and make it an everyday practice to ask
three questions as part of routine discussions about the project:

1. What do you feel is going well on the project?
2. What are your worries at this point?
3. What do you think we can be doing differently?

Using courage and honest communication to exorcise the FUD
brings the skeletons out of the closet in the form of risks that can
be mitigated and issues that can be addressed. Their impact is that
the project’s energy field clears up, and the venture moves ahead
with clarity and speed. As the saying goes, “What we don’t face, we
fear. And what we fear controls us.”

How do you get your team and others to live by the 10 Shared
Values and 4 Accelerators? You can’t unless they see value in them.
My recommendation is that when you kick off the project scoping
meeting, you discuss these and ask which ones people in the room
(the crucial stakeholders and core team members, including the
project sponsor) are willing to live by. So expose them to the val-
ues and accelerators. But above all, become the living example, the
role model. As Gandhi said, be the change you want to see.
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The 4 Business Questions: How to Ensure the
Customer Receives Value Each Step of the Way

eXtreme project management recognizes that every project is first
and foremost a business venture and must demonstrate an ac-
ceptable return on investment. The goal is to deliver value each
step of the way, as well as during the benefits realization stage,
which begins right after the project deliverable has been accepted
by the customer and the product or system has stabilized.

The successful eXtreme project manager will manage the
project around the 4 Business Questions and relentlessly update
the answers to the questions throughout the life of the project. The
answers will continually change, sometimes weekly, sometimes even
more often.

In practice, applying the 4 Business Questions means (1) en-
suring that the appropriate party is held responsible for answering
his or her own question; (2) continually updating the business case
to reflect the latest answers and expectations; and (3) lobbying to
kill the project when the answer to question 4 is no. Ownership re-
sponsibility for each business question is assigned as follows:

Question 1: “Who needs what and why?” is the responsibility of the
project sponsor.

Question 2: “What will it take to do it?” is the responsibility of the
project manager.

Question 3: “Can we get what it takes?” is a negotiation between
the project manager and the sponsor.

Question 4: “Is it worth it?” is the responsibility of the sponsor.

Big problems result when the wrong people take ownership of
each other’s business question. This can happen when the project
manager and team, consciously or unconsciously, make scope,
quality, and financial decisions that should really be made by the
customer organization, or when the project sponsor makes budget
decisions and schedule decisions that should be made by the
project manager and team.

Here’s an example of how not to apply questions 1 and 2 (re-
spectively, “Who needs what and why?” and “What will it take to
do it?”).
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Mary Business Owner, and not Joe Project Manager, is sup-
posed to own the answer to Business Question 1. However, when
pinned down, Mary’s requirements for the project deliverable and
desired business outcome are too vague to work with. Joe lets
Mary off the hook and decides that he and the development team
will figure out (read, “second-guess”) what’s really needed. In
other words, Joe caves in and takes over Mary’s responsibility for
answering question 1.

In the meantime, Mary has a business to run. Although she has
little idea of what she really wants out of the project, this does not
deter her from giving Joe a firm deadline and strict budget. Inter-
pretation: Mary has just picked Joe’s pocket by steeling ownership
of Business Question 2: “What will it take to do it?” The bottom
line is that insanity reigns: the most disadvantaged person is now
running the other person’s show. Worse, neither of them realizes
what has happened.

If this is happening to you, here’s what to do:

® Make a list of all the unknowns that will likely have an impact
on the schedule and budget. Use this to educate the project
sponsor. You are doing her a favor.

¢ (larify that you own question 2.

¢ Insist on having representatives of the customer organization
available throughout the project in order to uncover the true re-
quirements. Point out that this will yield the answer to question
1, and it will also provide the basis for estimating question 2.

¢ Indicate to the project sponsor that go/no-go points will be set
up so that she can make ongoing decisions in answer to ques-
tion 4 (“Is it worth it?”) and as a result keep the project in
financial control.

Post the 4 Business Questions on your office wall—and while
you’re at it, the 4 Accelerators for unleashing motivation and in-
novation and all of the 10 Shared Values for building trust and con-
fidence. Glance at them at the beginning of the day. At the end of
the day, ask yourself how you did in putting the accelerators,
shared values, and business questions into practice. This takes a
total of five minutes.
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At the end of the day, ask yourself how you
did in putting the accelerators, shared values,

and business questions into practice.

Developing Interpersonal Skills for an eXtreme World

Since eXtreme projects are always about people, interpersonal
skills are critical. To exercise interpersonal skills, the eXtreme
project manager needs emotional intelligence, respect for people,
and acceptance of different personality types and thinking styles.
The cornerstone of interpersonal competence is strong commu-
nication, including listening, influencing, negotiating, and conflict
resolution skills.

Emotional Intelligence

As a project manager, the ability to apply emotional intelligence is
one of your most powerful practices. One way to fully understand
the importance of emotional intelligence is to look at emotional ig-
norance. Emotional intelligence is the ability to be sensitive to, and
respond appropriately to, a person’s feelings in a given situation.

I used to be a master at emotional ignorance. That was in the
days when I was a workaholic, which played a big role in wrecking
my marriage. One evening, or I should say, night, I walked in the
door around 11:00 p.M. Waiting for me was my wife, Lucrecia. She
was livid and lit into me full throttle. “Where have you been? You
missed your son’s Little League game today for the third time this
year. Even when you’re home and not on a plane, you still don’t
take the time to be a real father. Every other father was there root-
ing for his son. But not you. No, not you. You and your damned
job are turning your son into an orphan!”

At the time, John Grey’s book, Men Are from Mars, Women Are
Sfrom Venus (1997), had not been published. But even if it had been,
I would have been too busy to read it. So as the man from Mars, I
calmly proceeded to reach into my suit jacket pocket and pull out
the time line for my latest project, which was to launch a market



118  EXTREME PROJECT MANAGEMENT

intelligence service to be sold to computer equipment manufac-
turers. I then proceeded to explain the facts of the matter and told
Lucrecia that if she looked carefully, she could see that I was on
the critical path for this project and I had to finalize the direct mail
package to meet the printer’s deadline.

The words critical path were all she had to hear. “Critical path!”
Incensed, she said. “I'm going to put you on the critical list!” She
was about to haul off.

It took me years to realize what a jerk I had been in attempt-
ing to explain my position by giving her a minilecture on the facts
of my job and my deadline. The lesson here is that when someone
is in the feeling state and upset, throwing facts at the person only
enflames the situation, just like throwing gasoline on a bonfire. It
will invariably make matters worse. This is the height of emotional
ignorance.

So how could I have responded to Lucrecia? Had I known bet-
ter, I would have acknowledged her feelings: “I see my coming in
late is really upsetting to you.” And I would have postponed any
discussion of (my) facts until the emotions had calmed down. Only
at that point would I even be in a position to really hear her con-
cerns and her mine. Until that happens, no solution is possible.

The process of emotional intelligence I am referring to can be
summed up by this sequence: Feelings > Facts > Solutions. You
can refer to it as the Feelings First Model. (I had it backward in my
example with Lucrecia: I put the facts in front of her feelings.)

Like people, projects can be in a good mood or a bad mood.
Unless the feelings running through a situation are addressed and
relieved, people and projects will stay stuck. After all, projects are
people. It’s the touchy feeling stuff.

This means that if project stakeholders are upset and differ-
ences not aired, those suppressed feelings will block progress. The
project’s energy will be misdirected into underground activities
that undermine the project. These include bad-mouthing, pulling
people from the project team, delayed approval cycles, no-shows
at team meetings, negative body language, and much more, all of
which keep the project in a bad mood because the context has
gone sour.

The typical response to these antiproject activities is to put in
place rules and policies to get people to change their behavior.



PRINCIPLES, VALUES, AND INTERPERSONAL SKILLS FOR LEADING 119

These mandates can then be used as clubs for purposes of com-
pliance and even coercion. But it’s difficult to squelch the human
spirit. People are creative and like to find workarounds, just like
water will make its own way around obstacles in its path.

The moral is, “Feelings first.” And this applies not only to your
dealings with the people around you; it applies equally to how you
deal with yourself. Unless you can first deal effectively with your own
emotions about a situation, you are playing with a partial deck in mak-
ing decisions and in managing, communicating, and leading others.

The importance of processing one’s own feelings first was
brought home vividly to me when I was the publishing director of
MIS Week, a newspaper written for information processing profes-
sionals. My team and I had spent eighteen months of blood, sweat,
and tears reinventing the failing newsweekly. We had turned the
corner and were even ahead of plan. Then one day, out of the
blue, my boss told me that management had decided to cease pub-
lication. He gave me two hours to “round up the troops” in order
to give them the news of our demise, which he would deliver. Once
the news was delivered, my job was to plan and manage the project
to shut down the business. As chief undertaker, I was confronted
with legal decisions, financial decisions, personnel decisions, pub-
lic relations decisions, and a mountain of administrative details to
be handled. For nearly two weeks, the emotional pain blocked my
ability to think clearly and handle the hard, cold business aspects
of the shutdown. I went from being an effective manager to one
who was emotionally crippled. It was not until I had spent a good
amount of time experiencing my personal feelings about our
plight instead of avoiding those feelings that I was able to act in the
best interests of all concerned.

The same principle works in less somber situations. I remem-
ber stopping at a discount consumer electronics store and seeing
a demonstration for a camcorder. I got excited at the prospect and
made an impulse buy for a cool $950 so I could record my speeches.
I’ve had the camcorder for six years and have used it exactly three
times. Had I let my initial excitement calm down until I was more
rational, I doubt I would have made the purchase.

eXtreme project managers live in a world that is emotionally
charged. To be effective, you have to deal with feelings before facts,
and the first feelings to be dealt with are your own. If dealing with
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your own and others’ feelings is not your strong suit, find other op-
portunities that suit you.

Become a Theory Y Manager

Are you a theory X or Y person when it comes to the supervision
of people? The two contrasting approaches were first spelled out
by Douglas McGregor in The Human Side of Enterprise (1985). A the-
ory X manager has a fundamental belief that people don’t like to
work, can’t be trusted, will try to get away with anything they can,
and are out to get you politically. The theory Y manager has the
opposite belief and holds that people are intrinsically motivated to
do good work and will do so when they can satisfy their basic needs
to make a difference and fulfill their aspirations. This manager also
holds a belief that people are intelligent, have talents, and can be
relied on to solve problems and take initiative and to do the right
thing.

Theory X aligns with the Newtonian belief system that gave rise
to the command-and-control management style and the reward-
threat model. TheoryY aligns with the quantum mind-set, which
is akin to the Weinberg’s organic model (1986). A theory X man-
ager is a taskmaster; a theory Y manager is a relationship manager.

There is a time and place for both styles, even on an eXtreme
project, but the predominant management style needs to be the-
ory Y. The need for speed, collaboration, creativity, and constant
decision making and self-correction on eXtreme projects demands
a quantum project manager.

If you are a theory X manager, that doesn’t mean anything is
wrong with you any more than it’s wrong to be left-handed. It’s not
about guilt. Chances are you were brought up to be a theory Xer.
Moreover, you may be a theory X manager due to your tempera-
ment. But you can adopt a quantum management style if you want
to. Your ability to succeed on an eXtreme project that is organiza-
tionally complex requires it.

Learn to Be Accepting of Others

As manager and facilitator of the project’s energy field, you will be
dealing with a range of personality and thinking styles. Some will
be draining, others energizing. You will likely have little to no con-
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trol over who is on your team. Conflict is inevitable. Even if you
could orchestrate the team to match your own management style
(and reduce conflict), this would be a mistake. Extreme projects
require diverse viewpoints and problem-solving styles in order to
have a chance of being successful. You need to build an environ-
ment that fosters a conflict of ideas. You need to establish a free
trait agreement (so to speak).

Yet many project managers become frustrated when people
they interact with do not match their own personality or thinking
style. Since you (or anybody else, for that matter) have limited abil-
ity to change a person’s personality or thinking style, your options
are to replace the person (which you might have to do when there
is a major performance deficiency) or change your perception of
the person.

One of the most important and humbling discoveries you can
make is to come to the realization that your perspective and modus
operandi are not the only viable way and that, in fact, this is a good
thing. At the very least, you need to develop tolerance for people
you have to work with. Compassion may be too much of a stretch,
even for the most evolved among us. If compassion would be push-
ing the envelope, then strive for appreciation or even acceptance.

A good way to practice acceptance is to understand the un-
derlying need the individual is trying to satisfy. All behavior is a de-
sire to satisfy a need. And most of those needs boil down to a call
for recognition and acceptance, which can be expressed in a vari-
ety of endearing or offensive ways (such as dress, voice tone, body
language, or use of language).

If you have trouble accepting a particular person, at least try to
make the distinction between the idea being presented and the
personality of the individual who is delivering the idea. On an
eXtreme project, you cannot afford to shut out ideas. Using this
critical distinction, you can increase the flow of ideas and not have
to change the fact that you still believe Joe is a first-class jerk even
on a good day. A key point here is that acceptance doesn’t mean
you condone or like the person or behavior. Call it tolerance,
which might be defined as begrudging acceptance.

The benefit of practicing acceptance or even appreciation is that
it helps keep your own internal energy field clean. That is, if you take
in toxic food, it does bad things to your physical system. And if you
take in someone’s toxic energy without practicing tolerance, it can
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do bad things to your own mood. It’s important to control your in-
take of negativity. That’s why I personally listen to the news in very
small doses. A constant diet of negativity sours one’s mood day in
and day out.

The best shortcut I have found to develop tolerance and ac-
ceptance is to understand your own temperament style, which was
covered under Ciritical Success Factor 1: Self-Mastery. Self-awareness
and self-acceptance is the beginning of self-compassion. And as we
are with ourselves, we are with others.

Principles of Effective Communication

How do you get what you want? Power (both personal and exter-
nal) is the clout that you have. Communication skills turn power
into action. The ability to communicate with others and to estab-
lish rapport with core team members and the stakeholder commu-
nity at large are among the most important skills that the eXtreme
project manager can acquire. Without rapport, there’s conflict at
worst and apathy at best. To succeed, you need 360-degree com-
munication capability so you can communicate with those above
you and below you, as well as those at your level.

I’d bet that most, if not all, of your communication is intended
to influence behavior. Try this: pay attention to the messages you
put out over the next several hours, both verbal and in writing. Ask
yourself, What am I trying to influence with this message? Can you
actually put out a neutral message, with no influence intended?
And when you are not influencing others, take a moment to listen
to your own self-talk: Call so and so, finish budget forecast, lose weight,
talk to Brian about his sagging performance. How much of that inter-
nal communication is aimed at influencing yourself? . . .

When don’tyou need to exercise influence? You need to influ-
ence people to give you resources, show up at meetings, follow
a sensible project management process, meet agreed-on dead-
lines, resolve conflicts over the project scope (its scope, budget,
level of quality expected, schedule and business benefits), make
timely approvals, make quick decisions to keep the project moving,
and more.

We are always attempting to influence others and ourselves,
whether we like it or not. But too often, we focus only on whether
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we are getting our message across. We forget that communication
is most effective as a two-way process. If you want someone to lis-
ten to you, the best way to establish the proper environment for
that is to demonstrate that you are willing to listen to them. And
how do you do that? By actually listening to them.

The WIIFT (What’s in It for Them?) Principle is one of the
most effective communication tools you have: you get what you
want by showing someone how what you want can get them what
they want. It means you have to get out of your own way and see
the situation from the perspective of the other person. And how
do you do that? You talk to the other person and listen. For in-
stance, many project managers I know get frustrated; a typical com-
ment is, “My boss doesn’t believe in project management, and I
know we need it.” I happen to agree with the boss. Why should she
want project management? She’s smart. What she really wants is
what project management can do for her. So what’s important to
her? Getting her business objectives met faster? Reducing risk? Talk
to her, and really listen to what she says. Don’t just assume you
know what it is.

Practice Reflective Listening

Reflective listening, also known as active listening, means to mir-
ror back (rephrase) the other person’s position and to do so with
feeling rather than parroting. It doesn’t mean you accept or agree
with it. You are demonstrating that you understand.

When mirroring, care needs to be taken so that it comes across
in an authentic and not a patronizing way. Good reflective phrases
to use are, . .. “I hear you saying . . .,” “Let me be sure I under-
stand . ..,” “In other words . ..”

Go to lengths to understand the other party before making
yourself understood. Paraphrase back what the other person said
until he or she is satisfied that you understand his or her thoughts
and feelings. Stephen Covey (1989), put it this way: “Seek to under-
stand before being understood.”

Go to lengths to understand the other party

before making yourself understood.
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Reflective listening, like other communication techniques,
helps to establish rapport, and rapport opens the door to getting
what you want. Practice your listening skills. (A guide to effective
listening practices is included in the eXtreme Tools and Tech-
niques section at the end of this book.)

Here are some overarching communication principles that
apply in most all settings and go hand and hand with the specific
practices that comprise the rest of this chapter:

® The Relationship Consistency Principle: You cannot effectively
influence someone if your communication is out of sync with your
relationship to the person you are communicating with.

Every communication has two components: the content (the
message being delivered) and the implied relationship of the com-
municator to the other person. For instance, it’s one thing to say to
my seventeen-year-old son, “Get the car washed today.” It’s quite an-
other to say to my significant other, “Get the car washed today.” She
would likely be incensed because our implied relationship is one of
equals (called a symmetrical relationship). In contrast, my rela-
tionship with my son is by and large complementary. And as the par-
ent, I also have an implied power advantage over him as well.

Or it may be appropriate to tell one of your peers about the
wild weekend you just enjoyed, who you were with, and what you
did. The same story told to your project sponsor could make him
feel very awkward. It violates an implied relationship boundary.

In navigating the stakeholder community, it’s important that
you know the level of the person you are dealing with so that you
communicate in a responsible way. Keep your communication con-
sistent with your relationship.

® The Message Wrapper Principle: How you say it can have more
of an impact than what you say.

From time to time I receive an e-mail that is written in blue.
That tends to get my immediate attention. Since blue is now being
abused as the attention-getting color, some people I correspond
with have upgraded to red. That really grabs me. I'm just waiting
for someone to escalate to red UPPER CASE letters. I guess that
would be a cause to panic. Or it may also imply that they are shout-
ing at me and turn me away.
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Similarly, how we use our voice materially influences the result:
pace, volume, emphasis, and the confidence with which we say it—
“GET THE CAR WASHED, SON” versus, more politely, “Get the car
washed, son.”

To influence people, be aware not only of what you say but how
you say it.

e The I Am Responsible Principle: The communicator has full
responsibility to ensure the communication gets through to the
receiver.

We’ve all suffered through lectures where the speaker appears
to be speaking a foreign language, showing no sensitivity to the au-
dience. And the audience doesn’t get it. The onus is always on the
communicator to get the message across and to validate that the
message hit or missed the mark. As a professional speaker, my most
important step in preparing for a speaking engagement is to fully
understand my audience: their working environment, their chal-
lenges, issues, frustrations, level of expertise in my subject matter,
their hopes and what they want from me. When I do this well, I
have an impact. It can be a disaster to talk down to an audience or
to talk above their heads.

® The No Technobabble Principle: When speaking to a Roman,
speak like a Roman.

This principle is related to the responsibility principle. You
wouldn’t get up in front of a first-grade class and proceed to quote
from Henry Stapp’s paper, “S-Matrix Interpretation of Quantum
Theory.” Yet I have witnessed presentations by experienced project
managers in which they drag out twenty-seven overhead slides and
proceed to quote from the PMBOK® (Guide to the Project Man-
agement Body of Knowledge)to explain the intricacies of earned
value computations for the benefit of the project’s sponsor and
business team. As Wayne Dix who headed the PMO for AXA Fi-
nancial, has said, “The project sponsor doesn’t care about the
PMBOK®.”

Good communication joins; poor communication separates.
The job of the eXtreme project manager is to unify crucial stake-
holders in pursuit of a common mission that will produce a busi-
ness benefit. The project is first and foremost a business venture
that just happens to be undertaken using project management
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principles and tools. It’s not a project management venture. You
want to speak in the customer’s business terms. Speaking project
management technobabble separates the project (and the pro-
fession) from its customers, the ones paying the bills. It creates an
us-versus-them split. If you want managers, sponsors, team mem-
bers, and other stakeholders to be more inclined to embrace
project management, find ways of talking the talk in everyday lan-
guage. For starters, position project management as a “goal achieve-
ment process.”

Speaking project management technobabble separates

the project (and the profession) from its customers.

My friend Ravi tells the story of the first time he went into Star-
bucks for a cup of coffee. While he waited in line, the Starbucks
sophisticates in front of him were confidently announcing their
choices: “Venti skim late.” “Café Macchiado, Tall.” “Venti Ameri-
cano with room at the top.” (By the way, try leaving room at the
bottom of the cup.) Intimidated by the jargon of the elite coffee
clique, Ravi calmly walked out the door without his fix.

Rapport Is the Key to Communication

Almost everything in this chapter is related to establishing rapport,
which is a prerequisite to effective communication. Rapport grows
out of a mutual feeling that we are similar. Perceived differences
inhibit rapport. (People like others who are like themselves.)

If establishing rapport is important to your success, remember
to take a look at your personal appearance. What messages are
being sent out by your dress? Hair style? At one financial institu-
tion I know, the project managers who staff the project support
group all wear suits. They don’t have to, but they need to relate to
buttoned-down business executives and reinforce the point sym-
bolically that the project is a business venture. The project man-
ager’s dress code also gives them greater credibility and readier
access to managers who work in mahogany and brass settings.
Showing up wearing a well-groomed ponytail or green hair (as
might be appropriate at MTV) would be self-defeating.
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Here is a list for getting your point across in one-on-one com-
munications and small groups. It also summarizes key points made
throughout this chapter:

Know the outcome you want.

Defuse yourself first if the subject is emotionally charged.

Be authentic: speak from your heart as well as your mind.

Speak with conviction in your voice; make statements rather

than ask questions.

® Be congruent. Check to see that your verbal and nonverbals
are in sync.

* Be concrete as opposed to ambiguous and hedgy. Avoid sugar-
coating or disguising your message. Say what you mean.

® Be clear. Speak the language of your audience.

® Use a mix of visual and audio cues: words, numbers, graphics.

¢ Check to see that your intended message got across.

¢ Ifyou are not getting across, try a different approach rather

than merely repeating the original message in the same way.

How to Negotiate

Just about every influencing skill and power source I just covered
will come home to roost in negotiation. And you’ll need every edge
you can get.

You can’t be a project manager, eXtreme or any other, and not
be a decent negotiator. Negotiation is a way of project life. It comes
with the territory and is a critical skill. Yet few people are good at
it. Negotiation is one of those in-your-face opportunities typical of
eXtreme projects. It’s yet another chance for you to facilitate and
manage the flow of emotions, thoughts, and interactions, includ-
ing your own, in a way that produces a valued result.

You can’t be a project manager, eXtreme or

any other, and not be a decent negotiator.

In terms of the eXtreme project management model espoused
in this book, negotiation is the guts of Business Question 3: Can
we get what it takes?
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The Four Types of Negotiation

If there is a bible for effective negotiation, it’s the book Getting to
Yes (Fisher, Ury, and Patton, 1989). The authors provide a practi-
cal method for negotiating anything. Importantly, they make the
distinction between three types of negotiation: hard negotiation,
soft negotiation, and principled negotiation. I've added a fourth
because it’s all too common: no negotiation.

Hard Negotiation

In hard negotiation, the participants are adversaries. The goal is
victory, and the process is characterized by demanding concessions,
distrusting others, digging in to one’s position, intimidating, mak-
ing overt threats, insisting on one-sided gains, and applying
willpower and pressure. It is often long and drawn out and char-
acterized by bad feelings, no solution, and a winner and loser or
both losers.

At least in my experience, most of the negotiation situations
that project managers on eXtreme projects face fall into the hard-
ball style. It comes down to “them who’s got the gold makes the
rules,” and the them isn’t you. The deck is stacked in their favor:

® Those you are likely to have to negotiate with (department
managers, suppliers, and other stakeholders) will have little
allegiance to your project.

® Members of your project team, even those whom you outrank,
don’t report to you; you don’t hold their paycheck.

® The project sponsor outranks you and will ultimately call the
shots.

Later in this chapter, I’ll give you some strategies for when you
find yourself facing hard-core negotiation.

Soft Negotiation

This is the mirror opposite of hard negotiation. Here the partici-
pants are friends. The goal is agreement, and the process is char-
acterized by making concessions. This takes the form of easily
changing one’s position, full disclosure, focusing on what the other
party will accept, avoiding a contest of wills, yielding to pressure.
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It yields faster agreement but usually a fuzzy or sloppy agreement
and even a one-sided agreement where one party was needlessly
OVergenerous.

Both soft and hard negotiation styles are based on positional
bargaining. I run into this situation a lot when I do workshops. It’s
hard to find a room temperature that’s comfortable for everybody.
For some, the room is too warm. For others, it’s too cold. Fre-
quently one of the participants will adjust the temperature during
the break period. Then someone else will readjust it during the
next break, causing a subtle power struggle. Solving the problem
based on one’s position might yield a one-sided solution: turn the
temperature up in the morning to satisfy the people whose posi-
tion is “too cold.” Drop the temperature in the afternoon to satisfy
the “too warm” people. The impact is an unsatisfactory situation
for all.

Principled Negotiation

This form of negotiation shifts the focus from my position versus
your position to one that’s based on satisfying the interests of both
parties, that is, each party’s underlying concerns, needs, or desires.
Principled negotiation shifts the game from me versus you to one
of problem solving. It puts the emphasis on being hard on the
problem and soft on the people.

Using the example of the workshop room temperature, the so-
lution lies in getting people to recognize that the interest of each
group is to be comfortable. Sometimes this can mean that certain
people move to a warmer part of the room. But most often, it
means that we will adjust the temperature to about 68 degrees and
those who are too cold will keep their sweater or jacket on. The
point is that focusing on interests and not positions offers more
options.

No Negotiation

Here, the project manager simply accepts the project parameters
as given and doesn’t raise questions. This can happen if the project
manager by temperament is too timid to speak up or is simply
naive. Another excuse is, “It’s not part of our culture to question
management.” Or it can be that a contract has already been signed
and the project parameters are locked in, so the project manager
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feels she’s stuck with the project as spelled out. Another possibil-
ity is that the project sponsor states he will not negotiate or simply
won’t make himself available.

It’s at this point that the project joins the ranks of the walking
dead. That’s what happens when certain accelerators and shared
values are violated, namely Accelerators 2 (build on people’s de-
sire to make a difference) and 3 (create ownership for results), as
well as the Shared Values of client collaboration, honest commu-
nication, people first, and results orientation.

In a cynical sense, the no-negotiation situation arguably sup-
ports the Shared Value of fast failures in that for all intents and
purposes, the project is dead from the start. The rest of the un-
dertaking, so to speak, is merely the funeral procession disguised
as a parade being led by a project management puppet.

No matter what the excuse, there is no excuse for not insisting
on negotiating, even when a signed contract exists. If the party will
not come to the table and you have exhausted all avenues of esca-
lation, then you have a tough call to make. (See “When All Else
Fails” at the end of the chapter.)

Principled Negotiation in Action

You’re the eXtreme project manager for Project Headsup, a new
liquid formulation for curing head lice. To round out the devel-
opment team, you need to fill the key position of stability tester,
the person who will measure the ability of the formulation to stay
intact over a prolonged period before it goes out of date. It has
been determined that stability testing will be particularly chal-
lenging due to the number and nature of the formulation’s ingre-
dients and packaging material options. The best person for the job
by far is Kathy. You decide you want to get her on the team and
need to negotiate her availability with Lorenzo, her boss. You know
that Lorenzo is short-staffed and short-tempered and under pres-
sure to meet the demands of multiple projects. The last time you
needed someone, he provided you with Max, an inexperienced sta-
bility expert who did a poor job that resulted in costly problems
with the Food and Drug Administration. You are understandably
annoyed.
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What you need to do is to separate the people from the prob-
lem and establish rapport with Lorenzo. This means to stick with
attacking the problem, not the individual. It takes the form of
seeing the world from Lorenzo’s perspective, not assuming he is
out to get you and not putting him under attack because of a past
experience.

The problem you want to solve is how to get Kathy. But before
you can tackle that, you have to deal with Lorenzo as a person who
may have strong feelings, perceptions, and opinions about you,
your department or organization, and what you are asking for. If
you neglect dealing with these, they may block your ability to solve
the problem. They can also stymie a solution if the discussion gets
stuck at the personality level of exchanging wrongs with each other.

Lorenzo may unload his issues on you before you know it. Or
you may anticipate them and acknowledge that you know he is
short on staff and that you want to work toward a satisfying solution.

You can point out what'’s at stake on your project and explain
why someone more experienced than Max is required (and not
condemn Lorenzo for sending you a “loser” the last time). And
that’s why you want Kathy this time. Even so, that may not stop
Lorenzo from going into a mini-tirade: “You guys always wait until
the last minute to ask for help. And when you tell me you’ll need
them for three weeks, it turns out to be two months, and that puts
me in a bind.” At least now you know what his interests are: more
lead time and a more accurate assessment of how long you’ll need
his staff member.

It’s at this point that you want to remember to practice emo-
tional intelligence as well as the applicable communication judo
skills I covered earlier. In this situation, the Feelings > Facts >
Solutions model is your friend. First, acknowledge your own feel-
ings (anger, fear) to yourself and then deal with Lorenzo’s through
reflective listening. Be sure to focus on interests and not on positions.

Your position is that you want Kathy. Let’s say Lorenzo’s posi-
tion is, “No way! She’s already overbooked and can’t be reassigned
without causing major problems.” If the negotiation were to be “I
want her” versus “You can’t have her,” you would find yourselves
playing the game of hard (power struggle) negotiation instead of
principled negotiation. A more productive approach would be to
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leave your position out of the picture and examine your interests.
For instance, do you want Kathy, or do you really want what Kathy
brings to the table: her skills and expertise? The answer is the latter.
What you want from a stability expert is experience with complex
formulations, proven experience in meeting FDA requirements,
reputation for meeting tight deadlines, and the ability to work well
in a team setting. This allows you to reframe the game and provide
more latitude for you and Lorenzo to get to a mutually satisfactory
solution. It moves the negotiation from a battle to be won (a con-
test of wills) to a problem to be solved.

Now that you've reframed the game, you can move on to in-
venting options for mutual gain—for example:

® Lorenzo might have other people with the qualifications
you want.

* Bring in a freelance expert. Lorenzo could screen the
individual.

* Outsource stability testing to a qualified lab.

At this point, you need to insist on using objective criteria. You
need to define what you mean by "experience with complex for-
mulations and in meeting FDA requirements.” How many years?
On what types of stability projects and under what time constraints?
Granted, you may have to negotiate these with Lorenzo, but with
an open mind, he may convince you that someone with two years
of successful experience, not five, will fill the bill. In this way, you
both get what you need: Lorenzo gets to keep Kathy, and your re-
lationship with Lorenzo is preserved.

Learning how to create winning value propositions can help
boost your success in tough negotiations. (For a practical, step-by-
step approach to crafting value propositions that will appeal to the
person across the table, see the eXtreme Tools and Techniques sec-
tion at the end of the book.)

Devious Negotiation Games

In hard-core negotiation, the deck is stacked against you by virtue
of your position as project manager. And the participants are ad-
visories or will soon be when pressed. There are no happy solutions
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for this situation. There are some strategies that you can use to try
to mitigate the situation. You will still likely lose, but now it’s a case
of by how much.

This is especially true when you’ve been given a “death march
project,” a term that forms the title of Edward Yourdon’s outstand-
ing book, Death March (1997). Although it was written for software
developers, the book has applicability to any project that qualifies
as a death march. Not all eXtreme projects are death march
projects, but some are. A death march project is one whose project
parameters exceed the norm by at least 50 percent. The schedule,
the budget, or staff is less than half of what would objectively be con-
sidered normal; the functionality, features, and performance re-
quirements are twice what would be considered normal.

What can you do to maximize your minimized position? A start-
ing point is to recognize the possible kinds of negotiating games
that you are likely to encounter (Yourdon, 1997). These have been
beautifully articulated by Rob Thomsett and summarized in Yourdon’s
book. Here I further summarize the more popular games that we
have all encountered:

® Reverse doubling. Management recognizes that you will likely
double your estimates. After all, they did the same thing in their
day. Therefore, no matter what number you give them, they cut it
in half. Imagine the plight of the novice project manager who pre-
sents an honest, undoubled estimate.

® Guess my number. Although the boss has an acceptable num-
ber, she doesn’t disclose it, insisting you go first. Each time you over-
shoot the secret number, you’re sent back to sharpen your pencil.
When you eventually get the magic number, it’s become your num-
ber and with that much more passion, she holds you accountable.

® Double dummy spit. This is hard-core intimidation at its best.
Dummy is an Australian term for a baby’s pacifier. You present your
first estimate, and the boss turns red in the face, chokes, and then
expels her dummy. Mortified, if not chastened, you cower off to re-
vise your estimate, only to experience yet another tantrum. (Ad-
vice: when the dummy lands on the floor, don’t pick it up and give
it back. But if you must, then don’t wipe it off.)

® Spanish Inquisition. I can remember being grilled at 1:00 A.M.
as other business managers and I would line up one by one to
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present our quarterly forecasts to the top brass of IDG Corpora-
tion. If they didn’t like the forecast, they’d grill us relentlessly on
our assumptions and expect a revised number on the spot. Asking
for twenty-four hours to reforecast and come up with a realistic es-
timate only underlined our incompetence.

® Low bidder. The pressure’s on: a competitor’s bid to win the
contract is more favorable than yours. Desperate to get the business,
you become a writer of project planning and estimating fiction.

® Cat and mouse. A third party has been brought in to audit the
project and check estimates based on their proprietary model. You
don’t have a clue and a chance, especially if the reason behind
bringing in the cat is politically motivated.

With all of these games, you lose every time.
Project sponsors aren’t the only ones who play devious games.
Here are some that project managers play:

® Doubling and then some. This is the most common tactic for
scheduling. After you use your own estimating technique, you at
least double it. Many eXtreme projects and most death march ver-
sions are deadline constrained (not negotiable) in the first place,
so doubling a drop-dead deadline is to no avail.

® Goltcha. You know it can’t be done and also recognize you
can’t beat the system, so you don’t even waste your energy. Instead,
you realize that by the time they learn that the project can’t be
done within the mandated time frame or budget, it will be beyond
the point of no return. Remember the new Denver airport? It was
billions over budget and months behind schedule, but who was
going to pull the plug? Government contract projects also fall into
this strategy. Other examples are projects that must meet federal
compliance requirements: if you don’t comply, you are out of busi-
ness. The upshot of the gotcha strategy is that the project manager
becomes the sacrificial lamb. Somebody has to go.

® Chinese water torture. This is a popular ploy on short-duration
projects (three to six months), but I've seen it used on longer
projects. The idea is to dispense bad news in small doses. You do
this by chopping the project into a series of small deliverables
spaced a week or so apart (the requirements document, the design
document, the first prototype). Then when these deadlines are
missed, you ask for an extension. If you get it, great, but chances
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are that management won’t allow the slippage. At any one time, a
day or two slippage appears to be no big deal, until the cumulative
impact takes its toll at the end and the deliverable is nowhere in
sight. (The Chinese water torture and gotcha strategies are good
examples of malicious compliance.)

* Covert trade-offs. Another form of malicious compliance, the
covert trade-off is, in my experience, the most widely used strategy,
sometimes by design and sometimes by default. You go ahead with
the project knowing that it can’t be done. The team also knows it’s
insurmountable, so they are forced by the system to cut corners be-
hind the scenes. They do anything to get something out there as
long as they won’t go to jail for it. The rationale is, “We’ll fix it
later.” I call this the kiss-and-make-up strategy. This can be expen-
sive because the longer one postpones correcting errors, the more
costly it is. Think of the cost to recall 1.2 million cars to fix a mal-
functioning brake master cylinder. A very old saying is still true: A
stitch in time saves nine.

That being said, those saddled with the inevitable postpartum
headaches are typically not the ones who created the problem in
the first place. So the project manager and team are off the hook
because accountability for poor performance is handed off to the
next in line. Moreover, organizational practices go a long way to
perpetuate the kiss-and-make-up strategy: business owners are
rarely held accountable for the realization of the project’s business
benefits after delivery. The buck stops nowhere except, that is, at
the shareholders’ wallet.

Above-Board Negotiation Strategies

Hope springs eternal, if not futile. Keep in mind that hard-core ne-
gotiation really means that you lose; nonetheless, your sense of in-
tegrity might compel you to negotiate in good faith. At best, you
will be less worse off. You also honor the Shared Values of client
collaboration, honest communication, and people first (you don’t
want to send your team on a suicide mission). And you take re-
sponsibility for Business Question 3 (Can we get what it takes?).
And even if you lose big time, at least you can say you tried. If
this were baseball, would you rather be batting 0 for 3 or 0 for 07
By being proactive, you can at least light the candle and avoid curs-
ing the darkness. After all, you have to live with yourself. Here are
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some strategies. They all involve making trade-offs. Recognize that
these are all rational approaches but the people you will be facing
are not likely to be rational at all, especially if this is a true death
march project to meet a do-or-die business objective or is politically
motivated:

® Exposing the folly. This involves letting them see just how
ridiculous their demands are. It can be as simple as referring to
the old project management saw by saying to your sponsor, “Every-
body knows that you can have it better, faster, or cheaper, but not
all three. Pick two. And if we find we can’t make all two, which one
is the top priority?” A tool that I provide eXtreme project managers
for the purpose of exposing the folly is called the project uncer-
tainty profile. It enables the manager to quickly assess the level of
uncertainty associated with the project and demonstrate the im-
possibility of predicting the amount of scope that can be delivered
and at what cost given the deadline. The project uncertainty pro-
file is covered in Part Three.

* Questioning the end date. This is one strategy that I've seen
work. You ask, “What is it about the date of May 1 that is key? What
would be the consequences of delivering the goods a week later?
Two weeks later? What opportunities would be missed? What costs
would be incurred?” Often you’ll find that there s flexibility. This
strategy is useless for true drop-dead dates like Y2K, submitting a
government bid, or if the deliverable is needed for demo purposes
at the consumer electronics show.

® Scope bleep. In this classic approach, you press hard to uncover
the absolute minimum acceptable product that you can deliver—in
other words, finding Pareto’s 20 percent that will give 80 percent of
the bang. “If we did nothing else, what must we absolutely deliver?”
This is another example of pressing for the worst-case scenario.

® Buying time. The guiding principle is never to give an esti-
mate on the spot. Ask for time, even if it’s for one hour. Your ra-
tionale, you proclaim, is, “If I gave you an estimate out of the blue,
it might turn out to be too high and you’d decide not to go for-
ward and possibly miss an opportunity. Or if I am too low due to
all the unknowns, you’ll have an unpleasant surprise at the end.”
Be prepared to rattle off a list of unknowns. Memorize a few stan-
dard ones so that you always have them ready. You could also ex-
ercise self-disclosure power and say something like, “To be honest
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with you, I have no idea. I've never seen one like this before. Give
me twenty-four hours.”

Try it, but don’t count on them buying it. Being rational may
have nothing to do with it. Moreover, your situation might be so
pressure packed that you have to come up with a number on the
spot to support the big decision being made at that meeting.

® Making time. You may be able to get people to work overtime
and get out of the jam that way. Chances are, though, that people
are already working ungodly hours and have no slack. And if you
are on death march project by Yourdon’s definition, it’s already as-
sumed that people will be putting in eighteen-hour days and work-
ing around the clock. Effectively, you don’t have overtime as an
option.

® Hedging your bet. Here, the principle is to never give a point
estimate. Use a plus-or-minus range: “Based on what we know now,
I’d say twelve weeks plus or minus four.” Always include the range
in all forms of communication. The reality is that they will likely
take the midpoint or earlier date and hold you to it.

® I’m the expert. This is an application of expert power. You're
the project manager. You own Business Question 2: What will it
take to get it? So you are given a dictated budget, a time line, and
three people to get the job done. You tell them point-blank, “I'm
the project manager. That’s what you hired me for. I'll come up
with the estimate and rationale.”

This is where bedfellows of guts power and the Shared Value of
courage come together. You demand respect. But this is hard to do
if you don’t respect yourself as the expert, or at least believe that you
are smarter than they are when it comes to project management.

® More people. You can ask for more people, but recognize that
it’s one thing to cut in half the time it takes to build a wall by
adding twice as many bricklayers to the project. For projects in-
volving complex systems, the linear approach can be fallacious.
Frederick Brooks, in his famous book The Mythical Man Month
(1995), demonstrated that adding more people to an already late
software project can make it later. More people means more vari-
ables, which means more interactions, greater complexity, more
control policies, and this means greater overhead and more peo-
ple. And this is compounded by the nature of the beast itself. In
software development, R&D projects, and others that involve high
levels of intellectual capital and many unknowns, we are dealing
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with a lot of complexity to begin with. More people compounds
complexity with more complexity. The solution is to take the ad-
ditional people and partition the project. This involves lopping off
a discrete chunk of work and assigning it to a dedicated subteam.
This minimizes or eliminates the number of cross-project interac-
tions and can avoid escalating communications complexity.

® Break the rules. This has to do with policies, approval processes,
and proscribed methodologies you are saddled with. Here, you ask
your sponsor to give you permission to circumvent the bureaucracy.
If you can’t get relief, you simply bypass the system. The nice thing
about some bureaucracies is that they trip over themselves, to your
advantage. By the time they find out what you’ve been up to and
then get you to mend your ways, you are way ahead of the game.

I remember working with one team that was saddled with a
cumbersome project management scheduling and communication
system mandated by the project office. The team decided to go to
a third-party vendor of collaboration software services. For a few
thousand bucks in subscription fees, they were up and running and
collaborating. The money was a drop in the bucket and easily hid-
den in the project budget. The project office never found out.

Recognize that all of these strategies have consequences. You
might make a few enemies along the way, maybe even get fired. But
this is eXtreme project management, and you’re in the game.

How to Resolve Conflict

Conflict of ideas is to be encouraged if we want the best thinking
to come forward. Conflict is the womb of innovation, giving birth
to a solution or concept that no one individual alone might have
contemplated. Conflict can be the lifeblood of a team when the
conflict revolves around differing viewpoints on how to solve a
problem or how to proceed on the project. But as James Lewis
points out his book Team-Based Project Management (1997), “Con-
flict of ideas may lead to interpersonal conflict, and when this hap-
pens, it must be resolved, or damage to the effective functioning
of the organization [or team] will result” (p. 193).

When conflicts go unresolved, people hold on to bad feelings,
which contaminate the project’s energy field casting a negative
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spell over the endeavor and resulting in low morale, low produc-
tivity, and high stress.

An assertive approach to conflict resolution that I use with
good results is the DDEENT model. Before using the model, you
should establish the appropriate context. First, choose a neutral
setting in which to discuss the problem. Going into the meeting,
do not assume you know the other persons intentions, thoughts,
or feelings.

These are the six steps of the DDEENT model (the first letter
of each step forms the acronym):

1. Diffuse yourself first. This is the Feelings > Facts > Solutions
sequence applied to you. Unless you calm yourself down before en-
gaging the other person, you’re likely to go into the meeting hot
under the collar and enflame the situation.

When you find yourself in the midst of an interpersonal con-
flict, say to yourself, “I can picture myself doing [or saying] the
same thing that he/she just did [said].” This will help you get to a
position of tolerance for, if not acceptance of, the individual. If that
doesn’t work, I highly recommend you apply Byron Katie’s four
questions and the turnaround that are covered in the eXtreme
Tools and Techniques section at the back of this book.

2. Describe the conflict. Be clear why you called this meeting, and
state the problem as you see it. Deal with the issues, not the char-
acter of the other person. State your sincere desire to resolve the
conflict to the satisfaction of both parties. Where value differences
have caused the conflict, deal with the tangible effects of the dif-
ference, not the values themselves.

3. Explore causes. Build rapport and trust by applying active
listening. Keep in mind that the other person is not bad, mad, or
crazy just because you have differences. Try to work on one issue
at a time when several exist. As part of this exploratory component,
briefly state your needs, views, and feelings. A good way to do this
is to say, “When this happens, I feel . . .” Always give the other per-
son a chance to save face. And don’t rush the process.

4. Elevate the energy. Refer to the higher good being served
and the importance of the individual. You might say, “Building this
ark is crucial for all mankind. And your role, Samantha, as the ar-
chitect is fundamental to our success. That’s why we need a faster
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turnaround on the blueprints.” In other words, appeal to your
project’s ultimate business purpose or some other redeeming value.
By doing this, you are also helping to unleash motivation by invok-
ing Accelerator 2: Build on people’s desire to make a difference.

5. Negotiate a solution. The guidelines and strategies on how to
negotiate discussed earlier in this chapter come into play here.
State what you want as a request, not as a demand. Brainstorm ways
in which the problem can be solved to free up Samantha from
other priorities. What’s important here is that Samantha picks the
solution that works for her. You’ll recognize this as Accelerator 3:
create ownership for results. Once an agreement is reached, ask
the other party if there is anything that might prevent his or her
complying with the agreement.

6. Take action. “I’ll talk to your boss right away and see if I can
work something out to get you more time on my project.” Don’t
make promises you can’t keep. Samantha is asked to state her ac-
tion item: “I will get you the first draft blueprint by Wednesday
noon at the latest.”

Being able to resolve conflict effectively is a prime example of
the role of the eXtreme project manager as one who facilitates and
manages the flow of emotions, thoughts, and interactions in a way
that produces a valued outcome. The overarching principle to
keep in mind is that effective conflict resolution means that one
must first deal with the feeling, starting with your own, before deal-
ing with the facts and heading for a solution. Again, Feelings >
Facts > Solutions.

When All Else Fails

What do you do when negotiation is impossible or fails and con-
flict is intractable? The short answer is: Go home. It’s also the long
answer because it requires painful soul searching. You can’t avoid
it. You can only postpone it.

You can’t avoid it because, whether invoked consciously or un-
consciously, Business Question 4 will rise to surface and whisper
in your ear day after day: Is it worth it (for me to stick with this
project)? This puts you face to face with the shared values of
courage and quality of life, along with your own personal values
and principles. What is the impact of this insanity on your health,
your family? Is it worth it? What’s at stake? This is why a solid foun-
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dation in Self-Mastery (Critical Success Factor 1), including the use
of personal power, is fundamental for quality of life.

When all else fails, the choices that are staring at you are the
following: tough it out, quit the project, or quit your job. It’s a per-
sonal decision. What is important is that you make it with your eyes
wide open, understanding the implications of each option.

If you quit the project, you run the risk of getting fired anyway
or maybe compromising your future in the organization. But, then
again, it doesn’t sound like a place you’d want to work. Yet I know
people who have become so attached to misery that it has become
their identity. They wouldn’t know who they were without it.
They’ve become so locked into themselves that short of a crisis,
they are not likely to move. Some would rather do almost anything
than give up the investment in their identity.

One sad example of this had to do with a young woman I was
coaching who was a wreck about her job. When I prompted her to
think about finding a new employer, she said. “There is only one
thing worse than working in this organization.” When I asked what
she meant, she said, “Looking for a job.” It gave new meaning to
the saying, “The devil you know is better than the devil you don’t.”

If you are dealing with corporate lunacy, the experts will tell
you that your best bargaining chip when negotiating is your sin-
cere willingness to walk away. But you have to mean it. To give you
the courage to walk, remember to keep your resumé up to date,
build your network, and stash away three to six months of money
to live on while you reboot yourself. If you have a family, it also
helps to keep their pictures visible to remind you that they need
you, all of you. Many of us, me included, have made orphans of
our children and widows and widowers of our spouses while we
were all still alive: we show up physically at home, but we are not
present. To go home means to come home to ourselves first so that
we can truly be home for our loved ones.

eXtreme projects can bring us to extreme realizations about
ourselves and what’s important in life. They can take us home.
That’s why I bless these ventures.

In this chapter, I covered the essential principles, values, and
interpersonal skills for the eXtreme project manager. In the next
chapter, I continue Critical Success Factor 2, Leadership by Com-
mitment, and place the focus on the requisite skills for leading the
eXtreme team.
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Chapter Six

Leading the eXtreme Team

Great people do not equal great teams.
ToMm PETERS

If you don’t have a viable team, you don’t have a viable project.
Period.

In the previous chapter, I focused on the principles, people val-
ues, and one-on-one skills that you need to succeed in leading in
an eXtreme environment. This chapter looks at Critical Success
Factor 2, Leadership by Commitment, by placing the spotlight on
you and the team. This includes establishing the core team as well
as putting in place an empowered environment that makes it pos-
sible for team members to succeed.

The very nature of eXtreme projects puts extraordinary de-
mands on team members compared to the relatively more stable
setting of the traditional project. Compounding the special chal-
lenges of high speed, high change, high complexity, and high
stress associated with eXtreme projects, eXtreme project managers
are typically faced with the following:

® An aggressive deadline imposed from above

® Skepticism among team members in the ability to succeed

A dislike for project management and other processes
Absentee project sponsor

Unsatisfactory working conditions

No direct authority over team members

Part-time team members already overworked and stretched thin
Turnover among team members through reassignments to
other projects or leaving the company

143
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® Multiple inputs from managers, sponsors, and customers who
have vested and often conflicting interests in the project

¢ Lack of empowerment among team members to make decisions

¢ Significant personal stress due to working long hours and
unexpected events

It’s no wonder that being an eXtreme project manager is one of
the most challenging jobs you can find.

I discussed the role of the core team in Chapter Four; here I
show you how to put it together and get it running effectively. Specif-
ically, I cover how to be the process leader of the eXtreme project
team. It requires an understanding of these key characteristics:

¢ Characteristics of teams

* (Creating the core team

Getting the right sponsor and people on the team
Becoming a high-performing project team

Ensuring productive working conditions

Managing meetings effectively

Facilitating effective decision making and problem solving
Earning the right to lead the process

By clearly focusing on your role as the process leader for your
team, you will generate greater loyalty to the project, high morale,
productive team meetings, effective and timely decision making
and problem solving, and effective project sponsorship. Being the
process leader also includes putting into practice the Flexible
Project Model, Critical Success Factor 3.

Process Values

Remember the farming metaphor from Chapter Four: as the
process leader, you are the tiller of the soil. Your job is to detoxify
the soil so that those responsible for growing the plants (doing the
work) can succeed. Process power along with your one-on-one in-
terpersonal skills keep the soil fertile. Along with process power,
you need to use process values. As I emphasized before, all ten
Shared Values apply all the time. In using process power, however,
process values come to the fore.
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In addition to these values, the 4 Business Questions raise the
critical issues you will need to address as you put together your
team. As we will see, you will use them in many ways.

Client Collaboration

In practice, client collaboration means ongoing interaction and feed-
back with the customer throughout the venture as opposed to
hand off and disengage:

* The customer has agreed to be available to make timely decisions
and give approvals throughout the project as these relate to the
business case, scope, budget, schedule, and desired quality.

¢ Listen closely to the voice of the client and not second-guess
what the client wants.

Fast Failures

In practice, fast failures means finding the quickest path to failure
by tackling the most difficult, risky, or important work very early on:

¢ Failing your way to success, which means knowing that every
failure gets you that much closer to a better answer and believ-
ing that nothing succeeds like failure

¢ Enabling a continuous stream of adjustments by providing
sample work products to the client (interactive models, vivid
mockups, simulations) versus written descriptions or slide
shows of what it will be like

* Gaining immediate feedback as to what works and doesn’t

¢ (Cultivating the practice that final specifications are a result of
trial and error; the blind conformance to initial specifications
can lead to dead-ends at a point too late to recover

¢ Knowing that getting it right the last time is more important
than getting it right the first time

Visibility
In practice, visibility means keeping everything out in the open for

all to see: plans, progress, work products, issues, who’s accountable
for what:
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® Recognizing that people are visual

¢ Doing work on white boards and flip charts and using sticky
notes

® Setting up a project war room if possible

In addition to these values, the 4 Business Questions raise the
critical issues you will need to address as you put together your
team. As we will see, you will use them in many ways.

Characteristics of Teams

There are many definitions of a team. The one I have found most
useful over the years is that by John Katzenbach and Douglas Smith
in The Wisdom of Teams (1993). I have modified it slightly so that it
reflects the nature of eXtreme projects: “A team is a small number
of people with complementary subject matter expertise who are
committed to a common purpose, set of performance goals, and
a common approach for which they hold themselves mutually ac-
countable.” As the process leader, your job, if not your mantra, is
to enable your group to approach this standard and keep them
there. Do this, and you will be successful.
This definition of a team has a number of important points:

¢ “Small number.” Keep the number of members to a maxi-
mum of nine people. I prefer between four and seven. Once you
get beyond nine, the communications and coordination processes
become enormous and unwieldy.

¢ “Complementary subject matter expertise.” Katzenbach and
Smith used the term complementary skills in their original definition,
which is usually interpreted as meaning just technical skills. In my
use of the term, “subject matter expertise” includes both business
and technical expertise.

¢ “Common purpose, performance goals, and approach.” For
a team to be committed, its members need to believe that the
project is worthwhile. They also need to have a sense of joint own-
ership as to how they will be measured and how they will get to the
goal (meaning the process and tools that will be used). Unless
there is buy-in on all three elements (purpose, performance goals,
and process), commitment will be elusive. When commitment fal-
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ters, you may find yourself trying to manage by compliance and co-
ercion instead. But since you are the project manager and have little
to no position power, compliance and coercion are not options—
unless you can get the sponsor to anoint you as Attila (or Sally) the
Project Hun.

¢ “Hold themselves mutually accountable.” In the mutual ac-
countability model, team members do their job and support oth-
ers in holding up their end of the project. The predominant
attitude is that we either all succeed or we all fail.

A group is just the opposite of a team. There is no mutual ac-
countability, just individual accountability for doing one’s job but
without feeling responsible for the whole project. In the group
model, the group leader hands out assignments, rides herd, ap-
proves, and integrates the work. The group model, then, is highly
directive and assumes the group leader has the authority, knowl-
edge, and experience to get the job done. This model can be ef-
fective on projects that are stable and enjoy few unknowns: low
complexity, familiar technology, set-in-stone requirements, and lit-
tle change. Under these circumstances, the group model also
works well when the team is inexperienced and can safely rely on
the expertise of the group leader.

Unfortunately, many eXtreme project managers are process
leaders for a group rather than a team. And because an eXtreme
project features so many variables and unknowns, coupled with a
lack of position power, the eXtreme group leader is in a low-win sit-
uation, putting the project at great risk: you can’t possibly know the
answers, and you have no power over those who do. That’s why, as
process leader, you have to win over the minds and hearts of others.

Establishing the Core Team

The sponsor is considered to be a part of the eXtreme project core
team and the single most important factor in spelling success or
failure on the project, which by definition are organizationally
complex and politically sensitive. Given that the project manager
has little direct power in the command-and-control sense, the real
power to get things done needs to come from a project sponsor,
who should be able to cut across organizational lines and influence
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people, including those not in the chain of command. (This does
not absolve you from using your power sources and influencing
skills covered in earlier chapters.) So the first and most important
element in putting together your core team is the sponsor.

The eXtreme Project Sponsor

You know you have the right eXtreme project sponsor when:

* You are viewed as the project manager and not the content
(development or technical) manager.

* You are able to get what you need to succeed on a consistent
basis (including resources, timely decisions, and conflicts re-
solved with competing projects).

* You have the power to make your own decisions within prede-
fined limits.

* You and the sponsor are both satisfied with the working
relationship.

How do you get the sponsor you need and establish a strong
working relationship with him or her? The 4 Business Questions
are a handy, easy-to-use multipurpose thinking tool. I’ll adapt them
as framework to examine what is needed in the way of a sponsor
for an eXtreme project.

What Does the Project Need and Why?

My favorite test of solid sponsorhood is the one Rob Thomsett
came up with that appears in his book Radical Project Management
(2002). It’s called “the bag of money and baseball bat test.” The
project sponsor must have enough financial clout (bag of money)
and organizational clout (baseball bat) to spend money and get
things done quickly. A complication can be when the bag of money
and baseball bat reside in the hands of two different people. This
double-headed sponsor situation slows things and makes your job
much more difficult when you need to get a quick decision or a
conflict resolved.

If you are stuck with the dreaded double-headed sponsor, you
should lobby hard that one of the heads be designated your single
point of contact and whose job is to secure timely decisions from
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his or her counterpart. Otherwise you'll be playing monkey in the
middle.

Another difficult situation occurs when you are given a spon-
sor that’s at too high a level. It may sound great to have the CEO
as your guardian angel, but unless you are heading up one of his
top three priority projects, you may be hard-pressed to get timely
decisions. Delays are killers on time-driven projects. Every day on
an eXtreme project can be the equivalent of two weeks to a month
on traditional project.

What Will It Take to Do It?

If your sponsor has the needed financial and political clout, you
are fortunate, because without these qualifications, nothing else
matters. The rest is relatively easy because you can always educate
her on her sponsorly job duties and why they are crucial for the
project’s success.

If you assess your sponsor and she comes up short in having
the necessary financial and political clout for the project to suc-
ceed, you are now in the unenviable position of having to do some-
thing about it.

Your strategy here is to make the case for why a certain level of
financial and organizational clout and swift decision making are
crucial for success, not only for the project but for the personal suc-
cess of your sponsor as well. You are in the best position to do this
once the details and politics of the project have come to the light
during scoping and planning meetings that take place during the
Visionate and Speculate cycles of the Flexible Project Model.

Your going-in attitude is that you have the interests of the busi-
ness in mind and the substantial financial investment that is being
made for this project. Your mind-set is also that you are doing your
sponsor a favor, because you in fact are. If she doesn’t have what it
takes, she and the project are at risk.

In my practice, when this situation of insufficient organiza-
tional and financial clout comes up, the solution lies in having the
existing sponsor find someone who can serve as an executive spon-
sor. I have never seen a case where the original sponsor bows out
of the project. If your sponsor goes the route of an executive spon-
sor, then they need to work out their individual roles. The job
sponsor description serves as the basis.
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Some sponsors may dismiss this entire argument because they
believe they can transfer their risk to you, or they simply reject the
idea that they might not have the requisite clout. This is a case that
if the project succeeds, you and they may get the credit, but if it
fails, you get the blame. Watch out for being set up.

Also, remember the Shared Value of courage. So much of what
it takes to move forward or stay stuck on eXtreme projects comes
down to exercising courage. Courage can’t wait for the fear to sub-
side. That’s why I say you have to “do it scared.” The other Shared
Value that is at a premium here is honest communication.

So much of what it takes to move forward or stay stuck

on eXtreme projects comes down to exercising courage.

In making your case to get the sponsor that’s best for the
project, it’s important that you also take into consideration your
sponsor’s business and personal motivators, as well as her tem-
perament style and managerial intelligences. (These are covered in
earlier chapters and in the eXtreme Tools and Techniques section.)

Can I Get What It Takes?

Having made your case for what the project needs to succeed in
the way of sponsorship, the answer will be either, “Yes, I can get it”
or “No, I can’t.”

Is It Worth It?

If the answer is no, meaning you have made your best effort, then
you are back to soul searching again because you are embarking
on a no-win project. You need to take a serious look at your options
and make an eyes-wide-open decision.

Negotiating Your Own Role

Assuming you have the right sponsor, your next biggest goal is to
be positioned as the project manager as opposed to the technical
or development manager. Most project sponsors do not make this
distinction and simply appoint the technical manager to also be
the project manager or vice versa. If this is the case, your job is to
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not let this happen and to make the case for a dedicated project
manager.

By dedicated, I don’t necessarily mean full time, although most
eXtreme projects require it. It’s quite possible that you will have
another job to do or project to run. I mean dedicated in the sense
that you are the project manager and not the technical manager
for the eXtreme project. My experience is that if you cannot secure
a position of dedicated project manager, then sooner or later, you
will be “deadicated” instead: for all practical purposes, leading a
dead-end project.

Timing is everything here. The best time to make the case for
being the dedicated project manager is once the sponsor has a first-
hand understanding of the project’s context and requirements and
risk profile, including its scope, time frame, cross-organizational dy-
namics, political sensitivity, technical complexity, degree of uncer-
tainty and change, and critical success factors. This information will
become quite evident as a result of the scoping and planning meet-
ings that take place during the Visionate and Speculate cycles of the
Flexible Project Model.

Although the project requirements and risk profile have be-
come evident, the operational implications for the role of project
manager are likely to come as a surprise to the sponsor. I have
found that it is unlikely that the sponsor will have made the mental
leap of translating project requirements and risks into what this
implies for your role and even her role. Your job is to make the
case. The eXtreme Tools and Techniques section contains a step-
by-step process for creating a compelling value proposition to
make the case for being a dedicated project manager.

Position Power

If you can get it, the ideal situation for the eXtreme project man-
ager is to be granted position power by the sponsor, but run the
project using process power wherever practical. In effect, this
would make you the CEO of the project, with the clout to hold at
least some team members accountable (peers and below) and to
make certain decisions that don’t require consensus or majority
approval. Holding people accountable means that you have the
power to influence their bonus or paycheck. Furthermore, to be
credible in the role of project CEO, in some organizations you
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have to look and act the part: you need an office and salary on a
par with the management level of those you will have to influence
in order to get what you need. Few eXtreme project managers have
the internal clout, preparation, and experience to pull this off.

A Partnering Agreement with Your Sponsor

When a consultant takes on an engagement, an important step is
to agree on expectations, that is, what the client or sponsor can ex-
pect from the consultant, and what the consultant can expect from
the sponsor. A project is an engagement. The same principle ap-
plies. The sponsor s your client, the one who must be satisfied with
the end product.

Set the standard. Go over your job description as project man-
ager as you see it and gain agreement as to what your job entails.
Next, set expectations for communications. Find out what infor-
mation your sponsor expects about project status, how often, and
in what form. Then identify obstacles you anticipate where you will
need your sponsor’s support (for example, team members being
pulled away, stakeholders likely to delay or undermine the project,
delays in projects likely to have an impact on yours).

Recognize that one of your sponsor’s most powerful motivators
is likely to be that of keeping her boss happy. I remember Mike, a
project sponsor I was consulting with. Mike had a penchant for
adding more scope to the project, which was pushing out the
schedule. Having sat through a review meeting with Mike and his
boss, Charlie, the vice president of finance, I reminded Mike that
Charlie said that being on time with the basics was more important
than delivering all the bells and whistles. Mike quickly backed off
from adding unnecessary scope. So find out what’s important to
your sponsor’s boss. Use that as a legitimate lever to help you get
what you want.

Recognize that one of your sponsor’s most powerful

motivators is likely to be that of keeping her boss happy.

Selecting Other Members of the eXtreme Core Team

As before, the 4 Business Questions provide a useful structure for
determining your needs and those of your project.
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What Will It Take to Do It?

Without the people power to get the job done, the project is
doomed. Getting the right people and enough of their time is
among your most important tasks.

Only when you have a handle on the job to be done are you
even in a position to determine the critical subject matter exper-
tise and technical skills that the project demands. Figuring out the
job to be done is the primary purpose of project the Visionate and
Speculate cycles of Flexible Project Model.

In the best case, you’ll get to pick the people you need and get
their bosses to shake them loose for as much time as the project
requires, including full time if necessary. In the worse case, your
project sponsor will tell you who has been assigned to the project
even before the full scope of the project is determined. This shifts
all the risk to you. On eXtreme projects, either by default or by in-
tention, project risk is progressively passed down the chain until it
lands in the project manager’s lap. You have to be careful that you
are not the last dummy.

At least you have the 4 Business Questions to serve as a reminder
for you to press for what it will really take to succeed once you’ve
completed the Visionate and Speculate cycles and have data to make
your case. Data plus speak-up power fueled by the Shared Values of
courage and honest communication are at a premium here.

In getting what it will take, your options are to press hard to re-
serve the right to pick the people you need (inside or outside the
organization), and if you don’t win on that, to reserve the right to
veto anybody picked on your behalf.

If you have the opportunity to pick team members, it can be
tempting to go to the star performers inside or outside the orga-
nization. That may sound good, but in reality, the stars are often
spread too thin already. And, since they are really good, they are
likely not to be inclined to want to be part of the stress and risk as-
sociated with your eXtreme project, even if you can get the re-
sources to recruit them from the outside. You are unlikely to able
to meet their conditions. You will be stuck with whomever you are
handed unless you are very proactive. That’s why you need veto
power.

Another reality is that you are given nobody and are expected
to scrounge up a team without any formal assignment to the team
by the sponsor or even the functional managers. If that’s the case,
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your job is to identify the people you need and then obtain a for-
mal commitment from the sponsor that they will be officially as-
signed to the project.

Don’t fool yourself. You may even succeed in getting volunteers
to show up at the kick-off meeting because they think it’s their job
to be there, even though they have not been formally assigned to
your project. This is slow death because you can succumb to the il-
lusion that you have a real team to work with when you really have
a phantom team on your hands. Months later, when you are hope-
lessly lost, you come to the realization. I prefer sudden death to
slow death. At least it avoids the suffering.

Who do you want? You want competent people who have the
necessary time. But do they have the needed time to spend? Don’t
take this for granted. Here are some probing questions to ask of
would-be team members who have been formally assigned to the
team:

¢ What are you working on that has greater priority than this
project? Less priority?

* What do you foresee that could keep you from fulfilling your
role on this project?

* How likely is this to happen?

* What personal commitments might take you away from the
project? Family? Vacation?

I strongly recommend that you put together a short partner-
ing agreement with the team member’s boss so that there is no
doubt. The partnering agreement is covered in Chapter Seven.

Can You Get What It Takes?

What if, after all is said and done, you still come up short and can-
not field the right team to do the job at hand and you know you
cannot meet your sponsor’s goal? Assuming you are not allowed to
extend the schedule, increase the budget, or cut the project’s
scope, you are embarking on a death march. You may temporarily
fool yourself by thinking that once the project gets going, “I'll be
able to get more of what I need once I prove myself.” My experi-
ence shows that this is highly unlikely. If you don’t get respect at
the beginning, you won’t get it later. Besides, if you prove that you
can produce results through heroic efforts, you have proven your
sponsor correct all along: you really didn’t need more people.
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It’s not uncommon for a real team—one that has been formally
assigned to the project—to mutate into a phantom team as time
goes on and people get assigned to other work or leave the com-
pany. Are you able to compensate for team erosion? Has the
eXtreme project turned from a good chance of success into a death
march?

If you find yourself coming up with a “no” in answer to question
3, you are saying that you will fail. Proceed to Business Question 4.

Is it Worth It?

This is yet another opportunity to do some soul searching.
eXtreme projects have a way of bringing you face-to-face with your
personal set of values:

* Do I resign the project, or should I stick it out?

* What are the possible consequences of resigning? Of sticking
with it? Look at the impact on personal health, family, and
promotability.

* What other options do I have (for example, find another job)?

In addressing these questions, I have found it very useful to inves-
tigate my answers using the Byron Katie’s “The Work,” which is in-
cluded in the eXtreme Tools and Techniques section.

Creating the Conditions for Successful Teamwork

Once you have the project sponsor and your entire core team in
place, you need to establish the conditions that will enable the
team to succeed.

Let’s say that you're about to start your meeting. Look around
the room as members of the core team assemble and take their
seats. Glance at their faces, and look at the body language. What'’s
the feeling in the air? What are you picking up in your own gut?
What’s the body language telling you? Now ask yourself, Is the
project in a good mood or a sour mood? Is it energized? Do these
people even want to be in the same room together? You want peo-
ple to be saying to themselves, “I can win. We can win.” To do this,
you have to help the team move through the four stages of team
development.
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You want people to be saying to themselves,

“I can win. We can win.”

It’s well known that teams go through four stages of develop-
ment: forming, norming, storming, performing (Figure 6.1). In
the forming stage, when a team first gets together, individual team
members have some pretty basic questions on their mind: What is
the project all about? Why is it important? What’s my role? Who are
you, and what’s your role? Since the team has just gotten together,
no work is being done on the project. Once these basic questions
are answered, the next logical stage is for the team to move into
norming. This involves getting to know one another personally and
setting up ground rules for communication and coordination of
work. It also includes planning the project jointly.

What I find typically happens, especially on eXtreme projects
with tight deadlines and short time frames, is that the team quickly
gets eager to do work before the forming and norming infrastruc-
ture is in place. In other words, the team leapfrogs into the storm-
ing stage. They work hard but with little coordination and
communication. This is the domain of the cross-dysfunctional
team, where the team goes nowhere fast and keeps going and
going, picking up pace and panic and tripping over themselves.
Animosity and blame run rampant.

Figure 6.1. The Four Quadrants of Team Development
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When a team is in the performing stage, it is not only getting
work done, it is doing it in a coordinated way. When this happens,
the project goes into a good mood and becomes energized. People
know they are making progress, doing good work together, and hav-
ing a few laughs along the way. The team feels and looks successful.

To be successful, a team does not have to be a love fest where
everybody holds hands and walks into the sunset singing. They just
need to work toward a commonly understood target in a coordi-
nated way, even if several people can’t stand each other. When I
worked as a drummer in a jazz combo, I learned that what’s im-
portant is that you all play the same tune and know your part. You
don’t have to like the trumpet player’s style or personality.

Since we’re dealing with people and not machines, there are
no pat formulas and templates for moving a team from forming to
high performing. Nonetheless, as the project manager, there is a
lot you can do to vastly improve the odds of quickly moving the
team to the high-performing stage and keeping them there. In
fact, this is your job: to make it possible for people to succeed.

Finding the WOW! Factor

If the thought of “being on a project” lowers people’s energy level,
then “being on a mission” can get them excited. I’d rather sign up
for a cause than a project any day. Causes give meaning. They en-
ergize and foster motivation and innovation because they unleash
Accelerator 2: build on people’s desire to make a difference.

One of the biggest motivators for being on a team is the desire
for joint ownership: to do great work together, to be remembered
as having made a difference, to have a great story to tell. When
Steve Jobs was getting Apple Computer started, he unleashed enor-
mous energy by giving people an opportunity to “put a dent in the
universe.” When I used to visit Apple, I could feel the energy and
excitement in the air.

This is what Tom Peters (1999) is referring to when he uses the
term “WOW Project!” Peters goes so far as to say you can take any
task and redefine it into something exciting, even revolutionary,
culture changing, and job promoting:

* An assignment to clean up the compensation time policy turns
into a project to revamp the entire compensation program
and reward system.
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® A task to organize the library leads to a new companywide
knowledge management system.

* Annoyance with scraps of paper used as bookmarks is the
catalyst for the invention of sticky notes.

® Success in applying project management to several small
projects escalates into a culture change as others contract
project management envy.

Reframing a project can energize it. In 1985, I was hired by the
IDG Group, an information technology industry publishing giant,
to create and launch a new newspaper that became NetworkWorld, a
weekly tabloid for buyers and advertisers of voice and data com-
munications products and services. Giving birth to a new publica-
tion in half the usual time in a highly competitive publishing
market can be overwhelming, even if you have a unique niche, as
did our newspaper. In addition, the details and complexity of
building a publication can be a nightmare. It’s like trying to get
five thousand moving parts to work together. The problem was that
we initially saw our project as “starting a newspaper,” an endeavor
that at best had a flat energy wave associated with it. Getting up in
the morning and thinking about the project was drudgery.

Then one day in a conversation I was having with Bruce Hoard,
the editor, I realized that this was not about starting a newspaper.
It was really about leading the world into the new age of informa-
tion networking. WOW! I could get up for that. So could the rest
of the staff. That simple reframing shifted the entire energy field
of our venture. We were leading the world. How audacious. How
exhilarating. How empowering. How unstoppable we were.

If your project is suffering from so-what syndrome, find the
WOW! factor that is usually lurking under any project. Think of
the impact that the project is intended to have: the outcome, the
benefit, the change it will produce. What will be new and differ-
ent? For example, ask yourself, your sponsor, and other advocates,
“How will the project. .. shake up the competition? Redefine the
game? Flatten the hierarchy? Keep us in business? Revolutionize
our industry? Give people a better life? Make heroes out of us? Im-
prove our standing on Wall Street? Save jobs? Dramatically improve
the bottom line? Break into new markets? Deliver a blockbuster
new technology? Set a new industry standard? Increase personal
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wealth? Take early retirement? Put a competitor out of business?
Turn around a bad situation with an existing client? Liberate peo-
ple from an age old, counterproductive business process?”

Push for Co-Location

A key component in the definition of an eXtreme project is that it
is a self-correcting venture. And by now, it’s obvious that a domi-
nant theme of eXtreme project management is communications.
To get the maximum benefit out of eXtreme project management,
the core and subteams (those doing the actual work) do best when
they are co-located. Even under the best circumstances, virtual
teams that are spread across time zones are at a decided disadvan-
tage over co-located teams. They are much more difficult to man-
age and generally take more time to get up and running and get
things done. And when face-to-face communication is replaced by
documentation and time lags, misunderstandings occur and de-
lays arise. Co-location greatly speeds up the flow of communica-
tions so that problems can be resolved on the spot.

The most effective communication is face-to-face when people
can read body language, grab a marker, and do a few squiggles on a
flip chart. The greater the separation on a virtual team, the greater
is the need for meeting preparation, coordination, documentation,
and administration. Without the ability for instant feedback and
correction, the greater the chances are of misinterpretation and
going down dead-end streets.

Moreover, since product owners and product developers are
separated by time and geography on virtual teams, several essen-
tial eXtreme project management shared values are compromised.
The values of close client contact (client collaboration), the abil-
ity to discover real needs and quickly demonstrate potential solu-
tions (early value), and the benefit of getting instant feedback on
the spot (fast failures) are all sacrificed. Results orientation is an-
other Shared Value that gets compromised since dispersed team
members spend time generating documents instead of generating
working models and prototypes. These distance practices also
breed Newtonian-like fixed plans along with waterfall development
approaches that lock out the ability to be nimble, resulting in
greater risk of producing an obsolete or suboptimal end product.
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Co-location also facilitates the ability to hold daily progress
meetings that keep each subteam synchronized with itself as well
as with other teams. Co-location supports the Shared Value of vis-
ibility and Project Accelerator 4, keep it simple, because it removes
the administrative and other bureaucratic practices associated with
separation.

If you are running a high-stakes eXtreme project, then you at
least have a shot at convincing your project sponsor to pull strings
and get the team co-located and dedicated at least for critical parts
of the project (initiation, major reviews, and decision-reaching
points) and house them in a physical environment conducive for
collaboration.

If you have a deadline-driven, mission-critical project and a dis-
persed team, it will take all of your guts power to correct the prob-
lem, including breaking the rules. You will need to rely on your
influencing skills. Your goal is a controlled environment for the
eXtreme core team, one that the team can set up and call their
own (Accelerator 3: create ownership for results).

Taking these steps takes courage, one of the most challenging
Shared Values to live by. Even if you are not successful in sanitiz-
ing the working environment, you will earn the respect and loyalty
of team members because you had the emotional intelligence to
be sensitive to their needs and you had the guts to take a stand on
their behalf. Actually, I think it takes courage not to stake a stand
and not to assert yourself: by being passive, you are almost guar-
anteeing failure by tolerating intolerable working conditions.

If, despite your most strenuous efforts, virtual teams are a re-
ality, then to succeed, team members and other stakeholders will
require timely access to new and fast-changing information while
keeping project management and communications overhead ac-
tivities to a bare a minimum. This is the topic of Chapter Fifteen.
You will also need guidance on the special challenges of leading a
virtual team. See The Do’s and Don’ts of Leading the Virtual Team
in the eXtreme Tools and Techniques section.

Press for Conducive Working Conditions

An unfit working environment drains the project energy field, sti-
fling productivity: it turns emotions sour, blocks the flow of ideas,
and creates unproductive interactions, as when people continually
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barge in and interrupt your work or continually call impromptu
meetings. I was sitting with a client one time, having an intense dis-
cussion, when one of her coworkers knocked and then walked right
in without asking. No sooner had he interrupted our private meet-
ing than someone else then butted in while he was interrupting!

In a study of six hundred programmers, DeMarco and Lister
(1999) demonstrated that improving working conditions resulted
in a 2.6-fold increase in productivity. Good working conditions
translate into hard dollars.

It’s your job to put in place a fertile work environment. Go to
lengths to ensure the following conditions:

¢ Availability of refreshments

¢ Sufficient working and desk space

* Quiet

® Privacy

¢ Easy access to common supplies

* The ability for team members to choose their own work hours
as much as possible

¢ Sufficient training

¢ Fully equipped meeting facilities

* The ability for team members to deviate from prescribed
methods and policies if they can show they have a better way

* Reasonably up-to-date technology

¢ (Clean air

¢ Concentrated time (rather than fractionated time, being
pulled from one project to another)

¢ Policies that make it easy for people to take care of personal
business

Set Team Operating Agreements

If working conditions deal with the basic infrastructure to get work
done, operating agreements focus on how people will work to-
gether and behave in order to do quality work.

Team operating agreements or norms are created and agreed
to by the team. Going back to Katzenbach and Smith’s definition
of a team, these ground rules enable the team to establish and live
by “a common approach for which they hold themselves mutually
accountable.”
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Specifically, team operating agreements cover how the team will
administer its business and keep everyday communications com-
plete and timely among themselves and with external stakeholders.
The administrative component needs to reflect Project Accelerator
4: keep it simple. And the communication component puts into op-
eration the Shared Value of honest communication. Team operat-
ing agreements can cover a number of areas—for example:

¢ Update the project milestone chart every Friday.

® Give advance warning if you will not meet your deadline.

* Welcome the messenger who brings bad news.

¢ Escalate to the project manager any issue you can’t resolve in
one hour.

* Minimize interruptions.

Make Small Wins a Way of Life

On pressure-packed, high-risk eXtreme projects, people need to
experience success early and often. When working under eXtreme
conditions, it’s too easy to adopt a scarcity mentality and dwell on
negativity and what’s not working. The underlying principle here is
that what you focus on will expand, be it positive or negative.
Choose the positive. As the process leader, you have the choice at
all times to focus on what’s working and build a success mentality
and momentum. This does not mean fooling yourself and others
by neglecting problems; rather, it means making a big deal out of
successes.

Small wins also mean fast failures. To fail early and learn what
doesn’t work is success indeed. Why wait until the end of the project
and practice late failure when you discover that the system crashed
on rollout or learn that a crucial experiment was postponed to do
the easier stuff first, only to hold up the project indefinitely now
that you are nine months into the game?

Any accomplishment can be considered a small win: getting
the three new laptops that people have been crying for, running a
productive meeting, successfully completing a crucial system test,
winning over a project naysayer. Going after so-called low-hanging
fruit—those things that require little effort but will have a big
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impact—is one way of building a momentum toward success.
The question to ask is, “What can we do right away that will make
a difference?”

Celebrate, Recognize, and Reward

The greatest reward for most people is doing quality work and
being recognized for it. Even if you’re working for a start-up com-
pany and have generous stock options and will be able to retire in
seven years to southern France at the age of thirty-seven (if all goes
well), you are not likely to feel enriched if your daily work life is
miserable. Money is important, but rarely is it the number one rea-
son people stay in their jobs.

Psychologists tell us that our top fear is rejection and that our
top need is acceptance. On eXtreme projects, spare no opportu-
nity to show appreciation for people who are below you, above you,
and at your level. If your sponsor is doing a good job, create a
plaque, get a special T-shirt made, give her a knapsack for carrying
her weight on the project. Recognize people early and often. Con-
trive opportunities to do so.

Kathy, a project manager and participant in one of my eXtreme
project management workshops, related how touched she was
when she walked by the cubicle of a former project team member.
Kathy had sent her a handwritten thank-you note recognizing her
contribution to the project. That was two years ago, and the note
was still being displayed. These seemingly little things count.

When I was launching NetworkWorld, the newspaper for com-
puter network managers, I used to keep a case of champagne in my
office. When the occasion presented itself, I would call a gathering,
make a short congratulatory speech, and present the champagne.

At least half of the time when I work with a team to establish
team meeting and operating agreements, someone adds to the list,
“Have fun.” The remaining half also want to have fun. It’s just they
forgot to mention it. So establish a morale budget. Microsoft be-
lieves in morale budgets. The team or group is given a budget that
they can spend any way they want, from theater tickets to team out-
ings to popcorn makers. When the stakes are high and failure is
not an option, a thousand bucks for morale isn’t even worth quib-
bling about.
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The more demanding the eXtreme project is, the more reason
to find opportunities for group celebration: beer parties after work
or at conferences, team dinners, ski trips, bowling, and other so-
cial events that allow people to bond off the job. Such events gen-
erate stories that people tell the next day and keep retelling. They
create folklore around the project, keeping it alive in the minds
and hearts of people and making it special while extending the
spirit to others. The main thing is to have the team pick the type
of event that’s most suited for its temperament.

The “mutual accountability” principle for teams means a bal-
ance between team and individual rewards and recognition. It
might be a stretch to work out monetary rewards for your eXtreme
project team unless there is a structure in place or you can influ-
ence your sponsor; nevertheless, it’s worth a shot. But there is an
abundance of nonfinancial team rewards that you can dream up:
a long weekend after completing the first milestone, a field trip to
a best practices organization, or a party. As the process leader, you
don’t even have to burden yourself with creative ideas. The team
will support what they create.

Here are some tips for bestowing recognition and rewards:

¢ Have both team and individual rewards.

* Reward for appreciation, not as an incentive to do good work.
(The latter is a demotivator and sends the message ahead of
time that the person would not ordinarily do good work and
needs to be manipulated or patronized.)

* Beware of creating a project culture that continually rewards
heroic efforts. A culture of heroic efforts puts the project at
risk and fosters internal team competition to outdo each other.
The goal is to get people to outdo themselves, not one another.

® Let the team decide who should be recognized.

¢ Reinforce behavior, and reward results.

* Reward the right results. (Giving programmers twenty-five
dollars for each bug they detect will likely end up rewarding
the production of more bugs.)

* Recognize people in a way that creates a story to be told.

* Match rewards to individual preferences. What would be
rewarding to a business manager may not be valued by a tech-
nical manager, for example.
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® Make sure the reward is proportional to the level of achievement.
* Be timely and specific about what the reward or recognition
is for.

Dealing with Overtime

Quality of life is one of the 10 Shared Values. Overtime is a case in
point. The bottom line on working overtime, voluntary or man-
dated, is that eventually it will become counterproductive. For a
short time, it may speed things up, but it won’t over the longer haul.
No one can work twelve- to eighteen-hour days week in and week
out without adverse impacts: stress on personal life, decreased pro-
ductivity, lower morale leading to increased mistakes, costly rework,
resentment, and turnover. All put the project at increased risk.

Studies among both factory and office workers show that after
working ten to fifteen hours of overtime for several weeks in a row,
employee productivity drops to what would normally be accom-
plished in forty hours. That’s the good news. The bad news is that
error rates go up, leading to rework and costly mistakes, which
pushes out the schedule.

Building overtime into a project plan also increases risk be-
cause no slack is available for the inevitable emergencies. On
schedule-driven projects, excessive overtime is offset by reduced
quality. On quality-driven projects, excessive overtime extends the
schedule.

In the case of software developers (and undoubtedly other knowl-
edge workers) who are pushed for more overtime than they are will-
ing to work, when their motivation begins to drop, it affects not just
the extra ten to twenty overtime hours, but their forty regular hours
as well. Since motivation is the strongest influence on productivity,
as motivation drops, so does total output (McConnell, 1996).

There are no easy answers to this one, especially in certain cul-
tures that expect people to put in overtime as a badge of honor.
Here are some things you can do:

* Negotiate for the resources you need.

* Build the project plan based on forty-hour weeks.

® Make it possible for people to do good work during regular
hours by eliminating unpleasant working conditions.
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The Keys to Running Productive Meetings

Now that you have your team up and running and have established
the conditions conducive to success, you need to develop the skills
for running team meetings and managing other work of the team.
Beyond the basic interpersonal skills covered in the previous chap-
ter, you need to become skilled at meeting planning, facilitation,
and leading the team decision-making process. I think of a meet-
ing as a mini project plan. It has all the components: overall pur-
pose, specific set of deliverables, a flow of work, tasks, assignments,
schedule, costs, and risks. It also has stakeholders: those who will
be participating and may include friends as well as foes of the
project. Moreover, the meeting environment—the context—has
to be conducive. As the meeting facilitator, you're managing the
context and leading the process, a perfect parallel to your overall
role on the project.

Before the Meeting

There are some essential considerations for handling both the pre-
meeting dynamics and mechanics. Exhibit 6.1 shows the list I use
in preparing to facilitate a client meeting, that is, the mechanics.
The items on the list may seem obvious, but common sense is not
always common practice.

In planning your meetings, it is important to understand the
risks of eXtreme projects. Not everybody affected by the project
likes it. Some think it’s a waste of money that saps them and their
resources from their own pet project. Others will lose their jobs,
especially if the project involves process reengineering. Before the
meeting, ask yourself:

What’s the overall mood of the group likely to be?

What’s the chemistry between certain people?

Who's likely to be enthusiastic?

Who will be the naysayers? The disrupters? The dominators?
The peacemakers?

* How will the mix of status or rank affect the flow of ideas?

If you see risks in any of these areas, your job is to diffuse these
risks ahead of time as well as plan to address them in the meeting.
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Exhibit 6.1. Meeting Planning Checklist

Agenda draft

® Meeting purpose summarized

* Meeting work products [or deliverables or outcomes] listed
® Meeting topics timed (start and end)

* How each topic will be facilitated (for example, small group presen-
tations and recommendations followed by full group discussion and
voting; full group brainstorming session on sticky notes, followed by
categorization and prioritization within each category)

Participants identified and invited
¢ Team members

® Others who are needed to achieve the meeting’s purpose and work
products

Logistics
® Room, refreshments, equipment, enough flip charts, sticky notes,
markers, masking tape

¢ Agenda distributed before the meeting, labeled “Proposed Agenda,”
sending the signal that I am open to suggested changes

¢ Participants advised of what to bring

During the Meeting

Here are some ways to create a conducive meeting environment
from the beginning:

¢ Use a simple warm-up to get people focused. I like to use
warm-ups that produce a tangible result that will further the goals
of the meeting or detoxify the climate in the room if need be. Ask-
ing everyone what their favorite movie is may have its place as an
icebreaker, but this type of warm-up is ineffective and annoying to
some people.

¢ For meetings that are likely to be emotionally charged, I start
with a warm-up that will acknowledge people’s feelings, serving to
unblock them so that the meeting can move forward in a positive
vein. For example, if I'm working with an existing project, I go
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around the room asking each person to write down on a sticky
note one thing they feel is going well on the project. I then go
around a second time asking them to jot down one thing they are
concerned about. If by the end of the meeting, the issues haven’t
been addressed in the natural course of the agenda, then these is-
sues and concerns are addressed and turned into action items if
that is appropriate. If the group wants to modify the agenda to deal
with significant challenges, then the agenda is modified on the
spot (this is Accelerator 3: create ownership for results).

* Review the meeting purpose and proposed agenda. If you've
prepared adequately, the meeting agenda will be accepted in sub-
stance by the assembled group. At times, people will want to add
or modify topics, so I leave room on the agenda for other topics if
time permits. On occasion, someone will bring up a meeting stop-
per topic, and if it is not addressed, the meeting will not be effec-
tive. In this case, the agenda will need to be modified on the spot.

¢ Establish meeting roles. Effective teams rotate these roles
from meeting to meeting or within any one meeting: scribe (writes
on the flip charts), recorder (transcribes and distributes the flip
chart content, decisions, and action items), and timekeeper (keeps
the group posted on time remaining for each meeting segment).
At the end of the segment, the group decides if it wants to end the
segment or continue.

¢ Establish a parking lot. Topics that are off the agenda will
likely be sparked during the meeting. This is a good thing, but
avoid taking the meeting off on tangents. Set up a flip chart la-
beled “parking lot.” As topics come up, have participants name the
topic, write it on a sticky note, and place it in the parking lot. At
the end of the meeting, using the parking lot as input for deter-
mining action items.

e Agree on meeting agreements. Meeting agreements are in-
tended to level the playing field by giving each participant an op-
portunity to influence the meetings outcomes and help to ensure
that the meeting is productive. By creating the rules of acceptable
behavior, participants take on ownership for the meeting’s out-
comes as well as for establishing and maintaining the climate in
the room. Without meeting norms, you can easily lose control of
the meeting.

An excellent icebreaker is to have each participant use a sticky
note and marker to write down “one thing that would ensure a
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highly effective meeting.” Typical items are one person talks at a
time; cell phones on silent; if you disagree, give an alternative;
leave rank at the door; no side conversations, make your point suc-
cinctly; start and end on time; no personal attacks.

Attach the sticky notes on a flip chart, and ask the group to re-
duce the suggestions to a set of themes. Then write these on a flip
chart. Go around the room and ask each person if he or she can
make a full effort to support the suggestions. Make modifications
as needed, and finally post the final items for all to see.

Some agreements may not be possible for people to keep, such
as “stay for the entire meeting,” for example, because they have
made prior plans. In that case, the norm is dropped since it can’t
be fully supported. If the same group will be meeting regularly, it
may want to adopt this norm for future meetings where partici-
pants agree not to schedule themselves for other meetings.

By establishing agreements, you are transferring ownership of
the meeting from just you to the entire team. It is therefore es-
sential that you remind everyone that they are all co-facilitators and
are expected to remind others if a member violates one of the
agreements.

By establishing team meeting agreements and team operating
agreements, you are enabling the group to create its own identity
and project culture.

The Daily Huddle

Up until now, I have been referring to group settings where a for-
mal and carefully orchestrated meeting or a problem-solving ses-
sion is in order. Because eXtreme projects undergo so much
variability, there is a need for daily formal meetings among sub-
teams. These daily huddles are run by the subteam project man-
agers. (The eXtreme core team, which is made up of members of
the subteams, may not have to synchronize daily. Perhaps once or
twice a week suffices.) The daily huddle strikes at the heart of the
job for the subteam project manager: to make it possible for the
team to do good work.

The huddle is based on an excellent practice that has come out
of SCRUM, a form of agile project management used in software
development. At the same time every day, the team conducts its
huddle, a meeting of fifteen to twenty minutes in length that is led
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by the project manager. The purpose of this huddle is to focus on
accomplishments and identify barriers to progress. Each team
member answers four questions as they relate to the deliverable
they are working on and the plan they have committed to:

. What have you done since our last meeting?

. What will you do between now and our next meeting?

. What got in your way?

. If we could wave a magic wand, what would make us more
productive?
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The project manager’s job is to remove barriers. The huddle
is a powerful project accelerator. It keeps the project energy field
continuously clean by surfacing obstacles that dampen spirits and
cause quality and schedule to suffer.

The elegance of the four questions emulates Accelerator 4:
keep it simple. In fact, the huddle enables team members to live
all 4 Accelerators and each of the 10 Shared Values.

Facilitation Skills

I once saw a cartoon that showed people sitting in a meeting with a
banner hanging over the doorway that said, “You are here for no ap-
parent reason.” Most people hate meetings, and with good reason:
they are often unnecessary, poorly planned, and inadequately run.

As the process leader, your job is to accelerate progress: to fa-
cilitate and manage the flow of thoughts, emotions, and interac-
tions in a way that produces a valued outcome, and this applies to
team meetings. Most meetings are either not needed or are so
poorly run that plans are not formulated, decisions are not made,
and problems remain unsolved. People leave the room even more
frustrated than they were before the meeting began.

Facilitation brings into play Accelerators 1, 2, and 3: make
change your friend, build on people’s desire to make a difference,
and create ownership for results. Good facilitation goes a long way
in establishing trust and confidence (hence, commitment) in the
team’s ability to succeed because it puts into practice the Shared
Values of clarity of purpose (we know why we are here), results ori-
entation (we will produce specific meeting products), honest com-
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munication (it’s safe for me to speak), and visibility (the group’s ac-
complishments—are plastered all over the walls for people to see).

Good facilitation skills will earn you respect and even admira-
tion. Meetings will be more productive because people will feel
heard, and things won’t get bogged down by going off on tangents.

For those situations when a formal meeting is essential, what fol-
lows is a crash course in managing the flow of emotions, thoughts,
and interactions in a group setting. These techniques can be applied
to a wide variety of meetings you will be called on to facilitate, espe-
cially, requirements-gathering, decision-making, problem-solving,
and project coordination sessions.

The Facilitator’s Role

If innovative ideas and speed are the lifeblood of eXtreme projects,
then good facilitation makes them possible. The role of the facili-
tator is to create a collaborative setting in a way that unlocks and
harnesses the group’s collective wisdom. If the meeting environ-
ment is toxic, ideas and solutions won’t flower. But there will be
plenty of weeds in the form of bored looks, folded arms, potshots
taken at ideas, side conversations, and no dialogue.

The goal of a collaborative environment is shared discovery
and accomplishment leading to buy-in for a decision or for the so-
lution to a problem or the resolution of an issue. A collaborative
environment fosters open and honest communication of ideas
and feelings, and it builds on a powerful human need: the desire
to be heard, where each participant is given an equal opportunity
to influence the outcome of a decision to be made or a problem
to be shared.

As a facilitator, you are also a change agent, because you are
creating ownership for change. It’s not that people don’t like
change; rather, they don’t want to be changed. As the neutral ser-
vant of the group, you are allowing participants to create and own
the changes they want to see. There are a number of tools that
help you move the team ahead while allowing participants to main-
tain ownership of the process, including the Six Essential Facilita-
tion Techniques in the eXtreme Tools and Techniques section.

Here are some specific facilitator behaviors (adapted from

Kayser, 1990):
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Focus: Concentrate the group’s energies on defining and accom-
plishing common, desired outcomes.

Appropriate approach: Use group decision making when buy-in is es-
sential; allow unilateral or majority rule where this has been
preagreed to by the group.

Open environment: Ensure everyone participates and feels safe in
doing so.

Freedom from attack: Protect members and their ideas from attack so
that all alternatives can be fairly discussed.

Although you are the process leader, everyone in the meeting
is considered to be a secondary facilitator, another reason that it’s
important to establish meeting roles and meeting agreements. Be-
sides, it’s virtually impossible for a facilitator to be effective and not
get diluted if she is attempting to facilitate discussion, write on flip
charts, do the timekeeping, enforce meeting agreements, and
manage the parking lot and action items at the same time.

Feelings > Facts > Solutions All Over Again

The key to running a successful group session is to put your main
focus on managing the energy in the room and not on managing
the time. “Let’s put our feelings aside,” said one project manager
in a heated meeting. It was the wrong answer.

Having been a professional facilitator for thirteen years, I can
tell you that the most important skill I have is to be able to deal
openly with feelings in a group situation. The Feelings > Facts >
Solutions model is important to keep in mind at all times during
the meeting. If members of the group are upset, little progress will
be made until the feelings can be addressed.

1f members of the group are upset, little progress

will be made until the feelings can be addressed.

I was once brought in to help a foundering team coalesce for
their eXtreme project. The project mission was to introduce a new
snack food and gain market share by beating the competitor. The
team was expected to do the project in fifteen rather than the
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usual eighteen months. Compounding the challenge, they had lost
the first three months in continuous storming, bickering, and
blaming each other. In effect, they now had to do an eighteen-
month project in just twelve months.

If this were thirteen years ago, when I was still practicing emo-
tional ignorance, I would have walked in with my eXtreme project
management process and gotten right down to business. Instead,
we spent the first two hours getting their conflicts out in the open.
After lunch together, we got down to business. The group’s energy
had shifted enough so we could move forward. Follow-on coach-
ing was required, but the essential shift had taken place, and the
environment was no longer toxic. We could turn to the project.

The Feelings > Facts> Solutions model works every time. I'm
vigilant about what the group might be feeling. When uneasy feel-
ings prevalil, it’s fruitless, emotionally ignorant, and counterpro-
ductive to attempt to move forward and expect the group to bang
out meeting work products in the interest of keeping to task and
schedule. What’s called for is relationship management, not task
management. As a facilitator, I can manage the schedule and tasks
only after I clear the feelings.

An approach I use in dealing with a group or several members
who have moved into the feelings domain has proved effective in
bringing feelings to the surface and clearing the air. I call it the 4
A model. A practical guide to using the 4 A Model is included in
the eXtreme Tools and Techniques section.

The Power of Self-Disclosure

I've been in situations countless times when I'm completely lost in
the conversation or the meeting dynamics are such that it is not pos-
sible to move the group forward. I feel helpless and incompetent.

When I get stuck, I call on my self-disclosure power. I open my-
self up, reveal my vulnerability, and ask for help. “Folks, I have to
admit I am completely lost in these last conversations. I'm not sure
what we are trying to do at this point and can’t pick out the thread.
Can someone help me?”

By admitting my vulnerability and my feelings of frustration and
helpfulness (without blaming anyone), coupled with the Shared
Values of honest communication and courage on my part, the
group invariably bails me and themselves out of the situation. They
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support what they create. By giving group members the opportu-
nity to self-correct, it also activates Accelerator 3: build on people’s
desire to make a difference.

Decision Making and Problem Solving

As the process leader, your value-added lies in making it possible
for others to do good work, and this extends to making decisions
and problem solving. This makes you indispensable because the
only reason for establishing a team is to make decisions and solve
problems.

The only reason for establishing a team

is to make decisions and solve problems.

On eXtreme projects where we are confronted with many un-
knowns, complexities, considerations, and options, no one indi-
vidual can be smart enough to make all the decisions and solve all
the problems. This can be tough to swallow among the scientific
community. That’s because scientists and other high-intellectual-
capital and pedigreed professions are socialized to believe they are
supposed to know the answers. They are esteemed for their intel-
lectual prowess and expertise and may like to throw around their
brain power rather than delegate technical or scientific decisions
to subject matter experts on teams. This can result in bottlenecks
where decisions are constantly bucked up the hierarchy, causing
delays and often undermining the quality of the decision when the
decision maker has not been privy to all the discussion, surround-
ing considerations, and potential impacts that the team has been
immersed in. On eXtreme projects, the reality is that all of us to-
gether are smarter than any one of us. Good collaborative decision
making and problem-solving processes are a must.

Are You Making a Decision or Solving a Problem?

To make a decision is to choose among a set of predetermined op-
tions. Problems are different. They involve figuring out how to
achieve a goal where there are obstacles that need to be overcome
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and no predetermined set of solutions. Problem solving involves
decision making at the end, but before decisions can be made,
time is spent in identifying causes, postulating potential solutions
and evaluating each one, and then deciding on the best choice.

A trap that teams fall into in the press for speed is to make de-
cisions before the problem is understood. I worked with a client
who was upgrading the company Web site because they had dis-
covered that their sell-through rate had dropped from 11 to 7 per-
cent. The team was in the process of evaluating different options
for improving the site’s graphics, response speed, capacity, and
product search options. When they were asked how they knew that
these were the reasons potential buyers were turning away, there
was a stunned silence in the room. Then someone said, “That’s
what we were told to do.” As facilitator, your job is to help ensure
that the group is not making decisions without first understanding
the problem. Understanding the problem means defining the
problem, defining the goal, identifying causes, identifying likely
solutions, and deciding on the best solutions.

Reaching an Effective Decision

A decision has two major variables: the quality of the thinking that
goes into it and the level of acceptance for carrying it out. It’s pos-
sible to have a very well-thought-out decision that nobody imple-
ments or to have a poorly thought-out decision that everybody
implements. The facilitator’s job is to ensure that there is a balance
of quality thinking and level of acceptance. This idea can be sum-
marized using a simple equation:

ED= QT x BI,

where ED = effective decision, QT = quality of thinking, and Bl =
buy-in for implementing the decision.

The Challenger disaster in 1986 is a good example of not bal-
ancing the equation. Based on his analysis of the facts, one of the
engineers objected to giving clearance for takeoff because he had
reason to believe that one of the essential parts, the O-rings, might
not be able withstand the amount of anticipated cold. Under the
gun to execute the launch, management trivialized the engineer’s
concerns (poor QT on their part) and put considerable pressure
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on the engineer to give clearance. The engineer succumbed, being
coerced into (forced to buy in to) agreeing (high BI), and the de-
cision was made to launch. The engineer was correct in his assess-
ment. The entire crew died as the Challenger decomposed shortly
after blast-off.

In terms of the equation, the Challenger example works like this.
Assume we rated each of the elements on a scale of 0 to 10, where
0 is a low score and 10 is a high score. We would score Q7'a 0 and
Bl'a 10 because the decision was implemented. This would yield
an ED of 0:

QT x BI= ED
0x10=0.

This is an example of everybody moving forward with a bad idea.
It can also work the other way around, where nobody moves for-
ward with a good idea.

As facilitator, your job is to ensure an effective decision with
the appropriate level of quality thinking and buy-in. This does not
mean all decisions are made by consensus. If the decision is trivial
or in the case of an emergency, consensus is not appropriate.

Decision-Making Styles: Four Options

The goal is to maximize quality thinking and buy-in, but that
doesn’t mean consensus is always the way to go. Here are the major
options and when to use each (Table 6.1):

One person: No others are involved.

Consultative: One person decides after actively listening to the
opinions of others.

Majority rule: Fifty-one percent or more of the group is in favor.

Consensus: The group can support the decision, even though it’s
not the first choice of some.

Majority rule runs the risk of polarizing the group into winners
and losers. Majority rule works best after everybody has voiced their
opinion.
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Table 6.1. Methods for Reaching a Decision

Level of Level of Buy-In
Complexity Involved  Required to Carry Preferred
or Expertise Required  Out the Decision Decision Method

High High Consensus with subject
matter experts present

High Low Consultative

Low High Consensus

Low Low One person, majority rule

Consensus is often given a bum rap: “A camel is a horse de-
signed by committee.” Consensus does not mean compromise
where you split things down the middle and wind up with a watered-
down decision.

Consensus should not lead to groupthink. “I’ll go along with
it because I want to be a team player” can be dangerous words
when they cause people to back down from arguing their point in
the spirit of keeping things moving. This leads to false consensus.
Under eXtreme conditions, you want to encourage a conflict of
ideas so that the best solution might emerge, enabling the project
team to self-correct. Groupthink also occurs when people decline
to question authority. Groupthink was behind the Bay of Pigs fi-
asco. When President Kennedy told his assembled advisers that he
wanted to invade Cuba, they all went along in a show of support.
No serious questioning took place.

Under eXtreme conditions, you want

to encourage a conflict of ideas.

A powerful way to help avoid groupthink is for the group
leader to refrain from stating an opinion until after all others have
come forward. Once there is a set of options to work with, the con-
sensus process can be applied. Or the group leader may decide to
take a consultative approach, reserving the final decision for her-
self after hearing all viewpoints.
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Consensus involves robust debate. It doesn’t mean that every-
body has to be ecstatic with the final decision. It means that there
are no serious objections and all are willing to implement the de-
cision. Here are the steps for reaching consensus:

. Post the question or topic.

. Identity decision criteria.

. Share background information.

. Identify possible alternatives.

. Discuss the pros and cons in the light of available information
and the decision criteria.

. Have each person or group advocate a preference.

. Vote, discuss, and revote.
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When the consensus decision is expected to have a major im-
pact on the project, I recommend that the group be allowed to
sleep on the decision and convene the next day to reconfirm their
choice.

The 70 percent rule is a useful test for consensus and can save
hours of endless discussion when one or more individuals are
willing to move forward if they had only been asked. After robust
debate and discussion, ask each of those who may not be in agree-
ment the following question: “Even if this is not your first choice,
would you say that you are at least 70 percent in agreement? And
can you support it 100 percent?” If the answer is no, ask, “What
would have to happen for you to reach the 70 percent agreement
level?” Then put that up for group discussion. The goal is not to
coerce the objectors.

When Consensus Isn’t Obtainable

It’s possible after sufficient debate and negotiation that consensus
cannot be obtained. The issue becomes how important to carrying
out the decision are those who, in good conscience, feel they can-
not move forward, which means the decision will not be imple-
mented and the project is at serious risk. If postmeeting negotiations
still cannot reach consensus, then you need to take it to a higher au-
thority, the project sponsor.
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There are times when the call is up to you. You’ve done the
analysis, and the choice is still not clear. My recommendation is to
put the decision to the body test, to engage your gut and your
heart in addition to your mind. Go to a quiet place, preferably out-
doors in a natural setting, and take two to three deep cleansing
breaths. Relax your body by letting it go limp, and put your atten-
tion on your heart. Make your choice.

Then tune into your body, noticing any sensation, however
faint, of either comfort or discomfort. If you get an uncomfortable
body sensation, that’s not the right decision. In my own practice,
I always make a decision twice. If it starts out in my mind, I subject
it to the body test, and vice versa. I always go with the body.

Facilitation brings into play Accelerators 1, 2 and 3: make
change your friend, build on people’s desire to make a difference,
and create ownership for results. Good facilitation goes a long way
in establishing trust and confidence (and hence commitment to) in
the team’s ability to succeed because it puts into practice the Shared
Values of clarity of purpose (we know why we are here), results ori-
entation (we will produce specific meeting products), honest com-
munication (it’s safe for me to speak), and visibility (the group’s
accomplishments are posted all over the walls for people to see).

How to Earn the Right to Lead the Process

Just because you are the project manager doesn’t mean that the
project team and other stakeholders will want to go along with any
process you’d like to introduce. To be successful, you need to build
both your competence and self-confidence while earning the con-
fidence of those who would follow your lead. Here is a three-step
model that will earn you the right to lead the process and at the
same time accelerate you to a point of Self-Mastery: the state of
being unconsciously competent:

e Practice.
¢ Enlist their support.
¢ Go to bat for them.

These steps are not sequential as much as they are simultaneous.
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Practice

You don’t learn how to ski by reading a manual. It takes practice.
In their book Primal Leadership (2002), Goleman, Boyatzis, and
McKee cite a presentation made by Jim Loehr and Tony Schwartz
in which they point out that athletes spend a lot of time practicing
and a little time performing. But leaders spend a lot of time per-
forming and a little time practicing. Learning good process lead-
ership skills requires as much practice as learning athletic skills.
Process leadership is not an adjunct to your job. It is your job.

Process leadership is not an adjunct to your job.

1t is your job.

This is why classroom training in leadership has little impact.
Classroom training can impart new knowledge, but leadership re-
quires new behaviors and skills, and this takes practice and repetition.
To get the point of Self-Mastery, you have to close the gap between
the knowing and the doing. Make both happen simultaneously.

If you are new to facilitation, practice every chance you get.
Take advantage of nonthreatening situations. Keep a flip chart in
your office or get a white board. Put on your facilitator hat and use
techniques I described for spontaneous brainstorming during im-
promptu meetings with colleagues.

Rehearsing in your mind can be as powerful as rehearsing in
the flesh. Visualization is common practice among athletes. Mental
movies can be made anytime, anywhere. They enable you not only
to rehearse but also to preexperience success: to feel what it feels
like beforehand. You literally preprogram yourself for success by
programming both your thoughts and feelings.

Enlist Their Support

You don’t have to pretend more than you know. That can really
put you in a state of internal anxiety.

The best example of this I ever witnessed was by Kymm Bartlett,
a product manager for General Mills. She had just taken the work-
shop in project management, saw the value, and wanted to use the
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process to relaunch a snack product the company had been trying
to revive.

Until this point, her team was undisciplined in project man-
agement and tended to do projects in an ad hoc way. She wanted
to improve performance but was sensitive to the freewheeling cul-
ture. Kymm’s approach was along these lines: “I have a couple of
new techniques that I've learned. I think they can help us improve
the odds of our being successful on this project and save us time
and maybe even some frustration. I'd like to try them out with you.
If they work, great. If not, we’ll go back to what we were doing.”

Notice what Kymm did. She enlisted all 4 Project Accelerators.
She introduced change in a nonthreatening way, recognized that
people want to make a difference, gave people an opportunity to
support the process, and kept it simple. Her straightforward ap-
proach emulated the Shared Value of honest communication, and
her concern for people over the process activated the value of peo-
ple first. She also used the Shared Value of results orientation
(“save time and be more successful”) to appeal to the team’s de-
sire to get things done. And if it didn’t work (fast failures), she was
willing to drop it. She also respected their concern for quality of
life (eliminate “some frustration”). And above all, she had the
courage to take a risk. The key to Kymm’s success is that she made
her project her laboratory and the team’s as well.

Go to Bat for Them

One of the most powerful things you can do to earn your right to
be the process leader is to make it possible for the team to do good
work: to eliminate some of the everyday morale killers and poor
working conditions. The principle is fundamental, but rarely is any-
thing more than lip-service ever paid to it: stand behind them, and
they will follow you.

The huddle provides ongoing opportunities to eliminate bar-
riers. And what’s amazing here is that even if you fail in getting all
the barriers eliminated, you have the benefit of the Hawthorne ef-
fect working overtime for you. The Hawthorne effect came out of
a study conducted by Elton Mayo and associates in 1927. They were
studying the impact on productivity by changing the lighting at the
Hawthorne plant of Western Electric. They discovered that when
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they turned the lights up, productivity went up (Huse, 1979).
When they turned the lights down, productivity went up. How
could this be explained? Mayo concluded that the simple act of
conducting the experiments caused the increase in productivity.
Why? Because workers became aware that people important in
their work lives were taking care of them. This startling conclusion
has three important implications:

* People are motivated by recognition.

* You are very likely to gain the respect of others if they see that
you are actively trying to make their life better.

* Productivity will go up (at least for a while) even if you are not
successful in making the desired improvements on their behalf.

Your sincere attempt to lobby and negotiate relentlessly on be-
half of the team will carry you only so far. Unless you can win some
concessions, the environmental factors will still hamper, if not de-
feat, the project.

In this chapter, I covered what it takes to lead the eXtreme
team. In the next chapter, I'll extend Critical Success Factor 2,
Leadership by Commitment, to include that of establishing and
managing the stakeholder community.
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Chapter Seven

eXtreme Stakeholder
Management

1 keep my friends close, but I keep my enemies even closer.
ANONYMOUS

A stakeholder is anyone who can affect the success or failure of
your project either before or after the project has been completed.
Stakeholders can be internal or external to the organization and
include those who will provide inputs to your project, such as
needed products and services, funding, approvals, resources, and
other projects that you will rely on for your project.

Stakeholder management is the soft glue that holds the
eXtreme project together. Failure to manage the stakeholder com-
munity effectively is the primary reason that eXtreme projects
come unglued and go out of control. Traditional project manage-
ment focuses heavily on project mechanics: tools and templates
and the design and creation of the product or service being deliv-
ered. eXtreme project management puts the emphasis on the
human dynamics: managing relationships and facilitating interac-
tions. Effective stakeholder management is at the heart of Lead-
ership by Commitment, Critical Success Factor 2.

Failure to manage the stakeholder community
effectively is the primary reason that eXtreme

projects come unglued.
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This chapter covers the following topics:

* What makes stakeholder management so challenging
Who your stakeholders are

The benefits of good stakeholder management
Who needs to be committed to what

How to partition stakeholders

How to build the stakeholder database

How to establish stakeholder win conditions

* How to establish a partnering agreement

¢ Combating the phantom approval cycle

* Managing organizational change?

* Business Question 4: Is it worth it to you?

The Stakeholder Challenge

Not everybody will be enthusiastic about your project. In fact, my
experience has shown that for every eXtreme project team, there is
an equal and opposite project team hard at work, an antiproject
team if you will, pulling the project in a counterdirection. The an-
tiproject team is composed of individuals who feel that your project
is affecting them, or will affect them, in some negative way.

eXtreme projects often cut across organizational lines and bring
about change that disrupts entrenched systems, practices, and fief-
doms. Many of today’s eXtreme projects are launched in order to
give the organization a competitive advantage. Just like internal
projects that cross organizational boundaries, eXtreme projects
aimed at bringing innovative products to market strike at the orga-
nization’s cash register and its relationship with customers and re-
quire the coordination of many functional departments. Change
creates winners and losers. Some people may be out of a job when
the project is over. Fear of job loss or job change is a major reason
that the antiproject team is born. That’s why, as the project man-
ager, you are likely to be viewed as the enemy, even though it’s not
your project. (Remember that your project sponsor is the project
owner. It’s being undertaken to satisfy her objectives. You’ve been
assigned to make it happen.) This is kill-the-messenger syndrome
at its worst.

Not all members of the antiproject team are out to get you.
Some are merely inconvenienced because your project will cause
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more work for them or their staff. Stakeholders who feel threat-
ened by the project and cause problems drain the project of vital
energy, just like weeds sap vitality from flowers in a garden. (Of
course, there are fans of the project, although they are sometimes
harder to find.)

Here’s a partial list of what the saboteurs on the antiproject
team can do:

¢ Not providing needed input and direction, leaving you to
second-guess what is wanted

¢ Delaying approvals for needed decisions on policy and
procedures, equipment, and people

¢ Continually finding flaws in work delivered

¢ Not providing needed feedback on interim project deliver-
ables, causing delays

® Reassigning your team members to other projects

* Backroom politicking to kill the project

¢ Blatantly going on record and making a public case against
your project

¢ Having team members they assign to your project act as
unwitting spies, reporting back on project status and using
or twisting that information against the project

¢ Starting a competing project to get it done their way

Beyond the stress and negative energy that high stakes and fear
create, there are several other reasons that managing stakeholders
is so challenging.

® The sheer numbers. If the primary role of the project manager
is to manage the network of complex relationships among the
stakeholder community, the sheer number of stakeholders can
make this task overwhelming. Sara J. McKenzie, program manager
for Sepracore, a pharmaceutical company, told me that relation-
ship management can take up to 75 percent of her time. Her ex-
perience is typical. One project I worked on, installing a new
clinical information system for a hospital, would have an impact
on how two hundred stakeholders were going to have to do their
jobs. Doctors, nurses, administrators, and technicians would have
to learn new ways of working, often setting aside practices that they
were brought up on ten and even twenty or more years ago.
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As former president Richard Nixon once said, “The problem
with politics is that it involves people.” And when colleague Jim
Lewis says, “Projects are people,” I'm quick to add that the converse
is also true: “People are projects.”

* Communication requirements. Compounding the large number
of potential stakeholders is all the interpersonal communication
that that needs to take place: to resolve issues, get buy-in, get ap-
provals, get feedback, report to management, and much more.
Then there’s the management and distribution of all the associ-
ated information about the project itself: the documents people
are working on as well as information about the project itself: the
time line, the stakeholder database, the risk profile, progress re-
ports, team meeting notes and action items, templates, and more.

® Matrix organizations. Compounding stakeholder dynamics is
that most, if not all, of the stakeholders will fall outside your boss’s
chain of command. This means you have no direct, and little, if
any, indirect, authority over them.

In sum, on eXtreme Projects, you are dealing with a complex
and confusing environment. It is easy to lose sight of where you are
going. To maintain your focus, you need to rely on business values.

Business Values

Business values help you keep yourself oriented in a confusing en-
vironment and, just as important, help keep important stakehold-
ers oriented as well. Here are the three business values, which are
part of the 10 Shared Values of eXtreme project management.

Clarity of Purpose

In practice, clarity of purpose means understanding not only the
goals of the project but the bigger picture too: why it’s being done.

¢ Understanding throughout the project the intended outcome
that lies on the horizon beyond the physical deliverable

* Remembering that there is always a higher order of things: a
north star, or reference point, that will guide formal and infor-
mal decision making when you find yourselves mired in detail
and muck
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* Knowing that it is time to junk the requested deliverable when
you realize that it will not achieve the ultimate outcome

Results Orientation

In practice, results orientation means focusing on the completion of
deliverables rather than on tracking tasks:

¢ Distinguishing between activities and goals

® Recognizing that completing tasks may not be an indicator
of progress

* Giving people the latitude to deviate from prescribed check-
lists and strict procedures when these are not working

Early Value

In practice, early value means giving customers something they can
put to use as early as possible:

¢ Providing incremental delivery in small packages early and often
* Meeting minimum requirements and avoiding goldplating

Managing Relationships

Paying careful attention to managing your relationship with your
project’s stakeholders will move the project along in several ways.
Good stakeholder management:

¢ Fosters speed by keeping the project from being bogged down
in politics

¢ Fosters innovation by ensuring that the project team stays
intact long enough to collaborate and develop a sense of joint
ownership

* Keeps resources (people, dollars, equipment) flowing to the
project

® Keeps vital information and feedback flowing to the project as
people cooperate to achieve the desired outcome

¢ Vastly increases the odds that the right thing is produced and
that it will be embraced by the intended customers
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The Stakeholder Universe

The stakeholder universe was presented and discussed in detail in
Chapter Four. We looked at the role of the sponsor, the core team
and subteams, the steering committee, and the myriad other peo-
ple and units, such as the project office, resource providers, and
customers. As a refresher, here is the stakeholder universe again:

You Consumers

Your family General public

Your project Subject matter experts
The core project team Project facilitator
Other project managers Department managers
Project sponsor Resource providers
Upper management Outside suppliers
Steering committee Government agencies
Business owner Competitors

Internal customers Project office
External customers Your boss

Customer representatives

One of the biggest mistakes in project management is to limit
the identification of stakeholders to those who are affected by the
project during the planning and execution stages. What about
those who have to live with the project deliverable? These people
are also part of the project context, and their opinions, needs, and
reactions (in short, their thoughts and emotions) need to be taken
into consideration.

I was once called in by the head of a company’s project man-
agement organization (PMO) responsible for supporting software
development projects that were undertaken for the firm’s internal
and external customers. The PMO had spent in excess of $1 million
to bring in sophisticated project and portfolio management tools.
After the tools had been in service for two years, they were being de-
commissioned. The software developers and their managers all but
refused to use the project management system, and when they did
use it, the data were unreliable for project tracking purposes.

Our research revealed that crucial stakeholders—key technol-
ogy and software development managers—had not been part of
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the process to determine the requirements for the project man-
agement system and felt that the way they ran their operations was
not reflected in the new tools. In fact, they were right. The moti-
vation for bringing in the project management system was to sat-
isfy the legitimate needs of senior management, who wanted to get
a better grip on projects and how resources were being allocated.
Management needed to plan and forecast. However, in focusing
exclusively on what senior management wanted, the PMO ne-
glected to consider the legitimate needs of technical managers and
their staffs, who were already hard-pressed to keep up with their
workloads. There was nothing in it for them except added work.

This project was unwittingly set up to create winners and losers.
Gerald Weinberg sums it up wisely in his classic book, The Secrets of
Consulting (1985): he calls it the Law of the Buffalo Bridle. “You
can make buffalo go anywhere, just as long as they want to go.”
When it comes to project acceptance, people are like buffalo, not
sheep.

Not bringing in postproject stakeholders early is an example
of what happens when Accelerator 3 is forgotten: create ownership
for results. And relatedly, it also represents a failure to live by the
Shared Value of client collaboration.

The moral of the story is that those who have to live with the
baby are just as important as those who give birth to the baby, and if
you can’t create a win-win situation for all crucial stakeholders, don’t
do the project. Without the commitment of customers, functional
managers, and other stakeholders, decisions will be delayed, team
members will be reassigned to other projects, suppliers will miss
deadlines, and politics will undermine the project in subtle ways.
Commitment doesn’t mean just positive feelings for your project; it
means that each stakeholder takes responsibility for the project in
specific ways. Table 7.1 shows what each stakeholder group needs to
commit to.

Although “Other Project Managers” come last on the table,
don’t underestimate their importance. Make them your friends.
You will rely on deliverables from other projects to be used to com-
plete your project. The quality, timing, and cost of those deliver-
ables can have a significant impact on your project’s well-being.
And other project managers will likely depend on your project in
order to get their project done.
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Table 7.1. Key Stakeholder Groups and Their Commitments

Stakeholder Group

Commitment

eXtreme project manager

Steering committee

Sponsor

eXtreme core team

Resource managers

Customers

Other project managers
(internal and external)

Apply the appropriate project manage-
ment approach for the project at hand.

Fund the project based on its business
value.

Quickly resolve conflicts in project pri-
orities where a change in one project’s
priority affects another’s ability to succeed.

Ensure realization of business benefits.

Ensure funding.

Make timely decisions; make unilateral
decisions when needed.

Field the right team.

Ensure realization of business benefits.

Agree to a common purpose, set of
performance goals, and project manage-
ment approach.

Hold each other mutually accountable.

Allow each team member an equal
opportunity to influence team and
project decisions.

Populate the core team and subteams
throughout the project.

Provide sufficient staff to produce required
project deliverables.

Participate as a full-fledged team member
as required.

Provide timely feedback on work in
progress and deliverables.

Meet agreed-on handoffs: timing, budgets,
and quality expectations.




EXTREME STAKEHOLDER MANAGEMENT 193

Do not assume that just because you have a partnering agree-
ment with other project managers to deliver you the goods, this in-
terface doesn’t have to be managed. On the contrary, learn how to
inspect tactfully what you expect.

Even a project with relatively few stakeholders is rife with con-
flicting objectives because people tend to act within their own self-
interest. Th