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This is an excellent book for everyone who wants to find out more about project
management.

Written using the authors’ wide-ranging experiences solving real-life problems
and their many years training students and lecturing, this book is a well-structured
approach, complete with practical steps to facilitate all project management tasks.
Each chapter starts with a set of learning objectives and ends with a summary of
the relevant findings. In between, you find descriptions of sample problems taken
from the automotive and IT sectors as well as content illustrating typical project
phases, advice on strategies, practice examples, document templates, checklists to
work through, and many well-illustrated solutions and practical tips.

As well as providing an introductory theory on project management, the book
also offers the tools readers need to bring their own projects to a successful
conclusion. Although an introductory text, more experienced project management
practitioners can also benefit from the interesting content, templates, and checklists
which will help them to implement their project practices in even more successful
ways.

I highly recommend this interesting and neatly constructed book to all beginners
who are looking for their first introductory book on project management.

Associate Prof. in Computer Engineering Arnon Rungsawang
Kasetsart University

Bangkok, Thailand

October 2015
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viii Foreword

Project management is nothing new. One might even get the idea to ask if the world
actually needs another book on the subject of project management.

I believe that the answer to this question is: Absolutely!

Because of the increasingly tough competition and the trend of shortening prod-
uct cycles, projects in the economy have witnessed major changes. The resources
provided (time, money, capacity) have reduced, the participants and stakeholders
in a project are spread over different regions around the world, and the desired
objectives should be achieved more reliably than ever before.

It is, therefore, essential to know clearly what the expected result of the project
is and how it should be measured. A clear structuring into project phases as well
as the definition of milestones are required to control the project and its progress.
The monitoring or controlling therefore has to focus on the really relevant aspects.
The effort to control and the related reporting activities to the budget manager
and customer must be in reasonable relation to the effort spent for the functional
handling of the project. One way this can be achieved is by being efficient. Another
way, which is even more important, is by keeping the people involved in the project
motivated.

The goal-oriented monitoring of the progress of the project shows sometimes that
the approach chosen was not optimal. Then, on proceeding further, possibly even
milestones defined have to at least be questioned and often completely redefined.
Addressing and handling of failures or mistakes openly are thus of major importance
for the success of a project. The recognition of this situation allows the initiation of
steps to analyze the root cause and to modify the project.

Project management today does not only have to cover the necessity of adapting
the project to the current boundary conditions in a flexible way anytime, it
furthermore has to include measures for the successful achievement of objectives,
and all of this in a shorter period of time.

The additional benefit of this book is the practice-oriented approach which
provides the project manager flexibly applicable means to manage any project and
meet the growing demands successfully.

Director Corporate Audit, Audit Operations, Daimler AG Dr. Gritt Ahrens
Sindelfingen, Germany
March 2016



In our daily professional, as well as in our private life, we deal with projects. We
work as project managers and impart corresponding knowledge. During our project
management training and lectures, for example, at the Chamber of Industry and
Commerce Stuttgart, Pforzheim University, at Kasetsart University in Bangkok,
Thailand, we noticed that there is a need for a book related to practice that could
be used as a toolbox for project management as well.

The objective of this book is not only to introduce the topic in theory but to offer
the reader the required tools for practice.

The most important terms and phases of project management are explained
following certain standards. The book deals with cross project comprehensive topics
and specific contents related to project phases. Tips and hints, examples, templates,
and checklists as well as problems and solutions from project practice in the
automotive industry and IT complete the contents.

This should enable a good and fast approach to the project management topic,
and it should enable the successful execution of the project.

This book is intended for:

* Beginners who would like to acquire initial skills in and understanding of project
management

* Participants in further project management training looking for instructional
material

* People interested in project management who would like to prepare for their first
project in the best possible way

* Project management experts who would like to learn additional aspects and who
would like to use templates and checklists for even more successful projects

This book offers the following:

e [tis practice oriented.
This book combines practical experience in projects over many years with
relevant theories about project management. This should facilitate the proper
use of theoretical knowledge. In addition to extensive explanations concerning
relevant topics from project management, practical support is offered in terms of

examples, templates, and checklists.
ix



X Preface

* Examples for methods.
This book describes methods that could be used in different phases of the project,
depending on the prevailing conditions.

* Objectives and results.
At the beginning of each chapter, the learning targets are listed. At the end of
each chapter, the corresponding insights are summarized.

We would like to thank our families. Their support has made this book possible. We
would especially like to thank Christian Kiicherer for his painstaking examination
of this book and his excellent notes and comments. Special thanks for their support,
reviews, and constructive critique to Diana, Marina, and Nadia Alam, Clara Baker,
Micha A. Bohnet, James Brucker (Instructor at Kasetsart University), Martin Carr,
Winfried Erb (Director of the company Consens-Training Erb), Miguel Freire
Gomez, Prof. Dr.-Ing. Guido Kramann (Professor at the Brandenburg University of
Applied Sciences), Angela and Terry Lions, Nicole Merkel-Hilf, Dagmar Michels,
Ebba Rauch, and Sabine Willmann. Special thanks for the excellent support in
proofreading this book to Edward Bruce Duhigg.

Sindelfingen, Germany M. Daud Alam
Stuttgart, Germany Uwe F. Giihl
June 2016
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The significance of project management is growing. Project management activities
in the daily working life of an engineer have increased from 9 to 16 % [7, p. 27]. The
added value based on projects in small- and medium-sized businesses in Germany
is forecast to increase from 2 to 15 % from the year 2007 to 2020 [10]. A US study
“Project Manager Staffing Ratios” finds that over a 5-year-period project managers
have risen as a percentage of the IT staff. In 2011, project managers made up an
average 4.5 % of the IT staff, up from 3.4 % in 2008 [5].

To be able to discuss project management, a common understanding of the basic
project management terms is required.

1.1 Definitions

There are diverse project management definitions of different organizations and
boards, for example, by the Project Management Institute (PMI) [13], the Interna-
tional Project Management Association (IPMA) [11] with national associations like
GPM Deutsche Gesellschaft fiir Projektmanagement e. V. (GPM) [8], or Deutsches
Institut fiir Normung (DIN) [6].

Additionally, some companies define their own project management standards
with a specific project structure and accurately defined project stage names. The
terms have been inspected, brought together for easy understanding, and are
explained in context, following standards.

Often projects use a special language making the use of a glossary helpful. More
information can be found in Sect. 2.3.5. The glossary of this book starts on p. 159.

The basic question to ask is: What is a project?

© Springer-Verlag GmbH Germany 2016 1
M.D. Alam, U.F. Giihl, Project-Management in Practice,
DOI 10.1007/978-3-662-52944-7_1



2 1 Introduction

Project
Following DIN 69901-5 a project is an “intent, characterized by uniqueness
of conditions in their totality.” A project is distinguished by an aim with
temporal, financial, and personnel restrictions [1].

Typically, it is novel and unique and complex and requires a project-
specific organization.

Characteristics of a project are:

* Temporal limitation
There is a beginning and an end.
* Uniqueness
Typically it is something new.
* Defined objective
Result could be, for example, a product, a system, or a process.
* Adequate complexity
* Interdivisional
This is valid for big organizations.
* Limited resources

A project can also be defined as:

* A unique, transient endeavor undertaken to achieve planned objectives [2]

* A temporary endeavor undertaken to create a unique product, service, or result
[22]

* An undertaking requiring concerted effort [3]

So, execution of regular work is not a project. Operation of software (and mainte-
nance) is an ongoing task. But if there are releases to be delivered at specific dates,
every release, including release planning, preparation, execution, and delivery, could
be understood as a project.

The next question to ask is the basic question of this book: What is project
management?

Project Management
DIN 69901-5 says: “Project management is the totality of managerial
functions, organization, techniques, and instruments to initiate, define, plan,
control, and close projects” [1].

Project management covers the coordination of people and the optimal
resource management to achieve project objectives.
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There are more definitions for “project management” available:

e The planning, delegating, monitoring, and control of all aspects of the project,
and the motivation of those involved, to achieve the project objectives within the
expected performance targets for time, cost, quality, scope, benefits, and risks [3]

* The complete set of tasks, techniques, and tools applied during project execution
[22]

* The application of processes, methods, knowledge, skills, and experience to
achieve the project objectives [2]

* The application of knowledge, skills, tools, and techniques to project activities to
meet the project requirements [14]

Dr. Martin Barnes, President of the British Association for Project Management
(APM) from 2003 to 2012, summarized: “At its most fundamental, project manage-
ment is about people getting things done.”

1.2 Successful Projects

Studies confirm that many IT projects fail and many others exceed time and costs.
As shown in Fig. 1.1, the number of successful projects increases from 1994 to 2012
continuously.

But in 2011 the Standish Group changed the definition of “successful.” The
reason was that even when a project was “on time, on budget, and on target
(e.g., scope),” the customer was not always satisfied. So, Standish changed the

21.:

2% “%8 | « Failed
Challenged
| =™ Successful

700 30%

1994 1996 1998 2000 2002 2004 2006 2008 2010 2012

Fig. 1.1 Standish Group—Chaos Report 2013
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« Failed
Challenged

= Successful

Fig. 1.2 Standish Group—Chaos Report 2015 (following an updated definition of “successful”’)

definition of “successful” into “on time, on budget with a satisfactory result” to
consider customer value [9,21].

This new definition of successful downgraded the successful rate as shown in
Fig.1.2. In 2012, with the new definition, 27 % of the projects were successful,
compared to 39 % following the classic definition. In 2015 there was the following
situation [9]:

* Failed
About 19 % of all projects started in 2015 failed completely.
* Challenged (exceeded time and cost frame)
Following the Chaos Report, 52 % of the projects in 2015 did at least partially
not fulfill the customers’ options and requirements.
» Successful (satisfactory result)
29 % of the projects in 2015 were on time, on budget with a satisfactory result.

Every project manager would like to achieve successful projects. Why are some
projects successful, and why do others fail? Success factors in project management
are listed in Table 1.1 [20].

These days projects are characterized by focusing on defined target groups,
increasing complexity as well as growing expectations, for example, concerning
mobile communication and claimed cost-efficiency. Challenging is an increas-
ing international collaboration including onshore, offshore, and nearshore pa.rts,1
increasing requirements concerning the environment as well as ascending cost and
time pressure.

!Onshore = outsourcing in your own country; offshore = any form of services outsourced from one
country to another, mainly because of costs; nearshore = like offshore, but relocation within one’s
own region like Mexico for the USA, and the Eastern part of Europe for European countries.
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Table 1.1 Success factors in project management

No. Success factor Percent (%) Link, see
1. User involvement 15.9 Sect.2.2
2. Executive management support 13.9 Sect. 3.1.3, Fig. 2.5
3. Clear statement of requirements 13.0 Sects.2.1,2.3
4. Proper planning 9.6 Sect. 3.2
5. Realistic expectations 8.2 Sects. 2.2, 3.1.6,3.2.8
6. Smaller project milestones 7.7 Sects.3.2.4,3.3.3
7. Competent staff 7.2 Sects. 2.2, 3.2.6
8. Ownership 5.3 Sects.3.1.3, 3.1.6, 3.2.6
9. Clear vision and objectives 2.9 Sects.3.1.4,3.1.6
10. Hardworking, focused staff 2.4 Sect. 2.2
Other 13.9

This book is designed to help complete projects successful. Table 1.1 contains
links to sections in this book where the listed success factors are explained.

1.3 Process Models

Different parties developed standards and processes for project management. Below
is a selection:

* International standards

— Guide to the Project Management Body of Knowledge (PMBOK-Guide)
The PMBOK® is a standard and central reference of the American Project
Management Institute (PMI) [13]. Together with the IPMA Competence
Baseline and PRINCE2 (see below), it is the leading project management
standard in the world.

— IPMA Competence Baseline (ICB)
In 2016 the International Project Management Association (IPMA®),
located in the Netherlands, has more than 60 national member associations.
For example, the USA are represented by PMA® UsA [12], Germany is
represented by the GPM Deutsche Gesellschaft fiir Projektmanagement e. V.
(GPM) [8]. The IPMA develops and promotes project management and has
defined an international project management standard named ICB [11].

— PRINCE2
Originally, PRINCE (Projects in Controlled Environments) was the British
Government standard for IT project management. The advanced PRINCE2
has evolved as a de facto standard for project management in Great Britain
but is widespread internationally [23]. PRINCE?2 defines a project frame that
is permanently enhanced using best practice techniques.
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National standards

As an example for national standards, German project management standards are

presented here:

— Deutsche NCB—National Competence Baseline [15]
The German translation of the ICB (see above) was released in 2008 and
updated in 2009. The current version 3.0 is the NCB of the IPMA and central
reference of the GPM.

— DIN 69900-1 and 69900-2, DIN 69901-1 to 69901-5 [4]
The project management standard DIN 69900 and DIN 69901 covers funda-
mentals, descriptions, and terms from the areas of project management and
network technique.

— V Model XT [26]
The V Model XT (German: V-Modell XT) is a project management standard
concerning the development of IT systems that is mandatory in the public
sector in Germany. It covers the areas of project management, quality
assurance, configuration management, system development, and requirements
concerning the announcement and placing of projects.

Company-specific standards

Especially major companies define company-specific project management pro-

cess models based on standards. Therefore, it should be ensured that company

projects define coherent boards, use similar processes, and report in a standard-

ized way. Additionally, projects should be supported efficiently with guidance

and templates. Examples of company-specific project management process

models are:

— ITPM at the BMW Group [16]

— Houston at the Daimler AG [17]

— Project Management Excellence at the Siemens AG [19]

Domain-specific standards

In IT there are several process models defined for software development, for

example:

— Waterfall model
This is a classic sequential process model that is used in software develop-
ment even today. Typical phases are analysis, development, implementation,
testing, and maintenance. Output values of one phase are input values for the
following phase.

— V-Model [25]
This is a project management process for development projects from IT.
The waterfall model is extended with testing levels. For every development
activity, there is a corresponding testing activity.

— Rational Unified Process (RUP) [24]
The RUP is on the one hand a process model concerning software develop-
ment, while on the other hand it is a tool of the IBM company. The RUP
defines four project life cycle phases:
- Inception
- Elaboration
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Construction
Transition
Project execution is organized in workflows, business modeling, require-
ments engineering, analysis and design, implementation, testing, deployment,
configuration and change management, project management, and environ-
ment.
— Scrum [18]
Scrum is a framework for an iterative and incremental product development.
It is a simple process model with few rules and is based on agile software
development. A basic rule is that everything is time boxed. There are three
roles defined in Scrum:
Product owner who focuses on the business goals and who is responsible
for the product backlog, especially for prioritization of user stories to be
implemented
Scrum master who is responsible for the processes and who is guiding the
team
- Team member who works on the topics to be implemented
Three artifacts are defined:
Product backlog, containing user stories to be implemented
Sprint backlog, containing user stories to be implemented during a sprint
Burndown chart, a graphical representation of the implementation progress
of a sprint
Additionally, five activities are the core of Scrum:
Sprint is the most essential part of Scrum. It is a time box about 2—6 weeks.
Goal is to implement a new increment of a product that could be delivered.
Sprint planning is a meeting at the beginning of a sprint to get an agreement
what user stories out of the product backlog should be implemented in the
next sprint.
Daily scrum is a short daily meeting where the team informs about issues
and about tasks achieved and planned.
Sprint review is a meeting where the results of a sprint are presented to the
product owner.
Sprint retrospective is a meeting to learn and to improve future sprints.

These standards help to ensure that projects are executed with a certain quality
standard, using a defined process and homogenous documentation. It should be
considered that projects are very different in terms of objectives, size, time frame,
and scope. Tailoring helps to adapt project process models to specific project needs.
Project process models should be helpful for any kind of project.

Indeed, practice shows that defined standards could not be used anytime. For
example, in international cooperation projects, different partners could use different
project process models, so that it has to be decided which project process model to
use or if a compromise needs to be found.
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Based on the project experience of the authors, this book identifies comprehen-
sive topics and four project phases. The contents have been aligned with given
project management standards.

1.4 Overview

The next two chapters discuss comprehensive topics and project phases.

Chapter 2 explains general topics of the project work. Cross-cutting themes
like requirements, project culture, communication, documentation, quality, risk
management, and methods are comprehensive. They are related to the entire project
life cycle, and not to specific project phases. Project culture may serve as an
example: it is important during the complete project duration from the strategy phase
to the closure phase.

Chapter 3 refers to the particular project phases, starting with the strategy phase,
followed by the planning and implementation phase, and concluding with the
closure phase.

Chapter 4 completes the book with an outlook.

In Chap. 5 there are templates that could be used as a project resource.

1.5 Summary

Project management is becoming more and more important in business life. A large
number of projects fail, so it makes sense to deal with the topic of project man-
agement. Definitions explain the project and project management terms in detail.
National and international organizations define project management standards like
the PMBOK-Guide or the IPMA Competence Baseline. Beyond that there are
company-specific process models and others related to domains.

Problems

1.1 Project

(a) What is a project?
(b) What are the characteristics of a project?

1.2 Success Factors
Name at least three success factors for projects.
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The objective of this chapter is to give an overview of the crossover topics in project
management, independent of project phases.

The following sections discuss requirements, project culture, communication,
documentation, quality, risk management, and methods. At the end of this chapter,
the reader will have learned about the topics related to all project phases.

2.1 Requirements

If you desire a wise answer, you must ask a reasonable question.
Johann Wolfgang von Goethe (1749-1832)

This section provides an overview of the relationship between projects and
requirements. Requirements engineering covers the identification and the manage-
ment of requirements. Experts who train and certify in this area have contributed to
this section [9], and after reading it you should be able to identify requirements and
understand how they are managed.

2.1.1 Objective of Requirements Engineering

The aim of requirements engineering is to achieve a common understanding
between a principal and a contractor concerning a product or system to be developed
[20]. For this purpose the requirements of the rightful stakeholders! are identified,
analyzed, documented, and validated, preferably to the stage of completion and to a
standard of high quality. The goal is to detect and to fix issues as early as possible.

'A stakeholder is everyone who could influence a project and is concerned by a project or is
interested in a project.

© Springer-Verlag GmbH Germany 2016 11
M.D. Alam, U.F. Giihl, Project-Management in Practice,
DOI 10.1007/978-3-662-52944-7_2



12 2 Comprehensive Topics

2.1.2 Projects and Requirements

Requirements are the basis of expected project results. At the start of a project,
it is crucial to identify all requirements concerning the product or system to be
developed. Then these requirements have to be aligned with the principal and the
stakeholders. Thus, frequently occurring discussions and discrepancies of how to
interpret verbalized requirements that are too general can be avoided. Additionally,
conflicts and contradictions between several requirements should be identified, and
the requests of stakeholders should be clarified. The aim is to achieve unambiguous,
solution-independent requirements.

During the course of a project, requirements once registered could change or may
be omitted; other requirements may be added. So there is a need, to regularly revise
the requirements, to reduce or to extend them on request. They have to be consistent
all the time.

Requirements Engineering
Requirements engineering covers: [14]

* Requirements definition
The requirements of the stakeholders have to be identified, documented,
and aligned.

* Requirements management
The documented requirements have to be managed and changed in a
consistent way if required.

In small projects about 25 % of the requirements change, in large projects up to
50 % [19]. The average rate of change of requirements in software projects is about
2 % per month. Depending on the product context, there is a variance from about
1-4% [11, p. 372].

Requirements engineering helps to deal with requirements and changes of
requirements in a professional way.

2.1.3 Identification of Requirements
To record the requirements, an initial query to get most information from the

principal is reasonable. There should be a project order including a project objective;
the requests and expectations of the principal should be known.
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Fig. 2.1 Sources for requirements

Secondary objectives

In addition to the requirements specified by the project principal, other possible
sources should be considered for project requirements (Fig.2.1):

* Company-specific provisions
Interdepartmental process instructions
— Work instructions
— Company standards
Business strategies
Style guides
* Comparable undertakings
— Similar projects
— Functionality of legacy systems
— Functionality of competition systems
e Agreements
— Workshops
— Coordination
* Project
— Project objectives
— Secondary objectives
* Customer
— Request for quotation
— Contract specifications
Contracts
Tender specification”

2See Sect. 3.1.7.
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If the aim of the project is the development of a product or a service, the Kano model
as shown in Fig. 2.2 might help in recording requirements.

The Kano model measures customer satisfaction by classifying product features
into:

* Basic features
Implicit expectations of the customer are often not mentioned but taken for
granted (e.g., air conditioning in new cars).

* Performance features
These could be specified and are often distinctive features, if products are
comparable (e.g., screen size, resolution, and energy consumption for TVs).

* Delight features
The “wow effect” is something a customer does not expect and that might
contribute to a high customer satisfaction (e.g., user interaction with swipe
gestures when introducing smartphones).

Delight features change to basic features in the course of time. For example, in
1978 the highly innovative antilock braking system ABS was deliverable for the
Mercedes-Benz S class (type W116), but now ABS is a basic feature of a car. The
Kano model teaches that basic features may not be disregarded. Furthermore, it is
possible to achieve purposeful delight features, if the particular customer demands
are known.
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Users or potential customers should always be considered when products
or services are being developed. This could be done with surveys, workshops,
allocation of prototypes, or participation in testing. Your goal should be to make
a person concerned become a person involved. When the project requirements are
collected, the documentation of the requirements is needed. This could be done by
using natural language or based on a model. At the conclusion the requirements are
investigated and synchronized with the stakeholder.

A template to collect requirements can be found on p. 131 of Chap. 5.

2.1.4 Management of Requirements

The management of requirements? is a continuous process over the complete project
duration. It comprises the following activities:

* Documentation
Requirements acquire attributes like a name, description, author, criticality, or
priority.
 Prioritization
Prioritization determines the importance and the processing sequence of the
requirements. The responsibility of who is prioritizing the requirements depends
on the role allocation in the project. Usually, it is the principal but could be
delegated to a Change Control Board (CCB) or the project manager.
* Change log
During the project life cycle, new requirements could be added, and existing
requirements could be changed or omitted. The corresponding changes have to
be recorded to ensure that all the requirement changes during the course of the
project can be understood.
Then the sources of requirements are known, which stakeholder placed which
requirement, and which events or reasons resulted in requirement changes.
e Transparency
The status of the requirements must be clear for the stakeholders in the project.
The stakeholders should have easy access to the requirements.
* Handling changes of requirements
— Proposals
In principle, every stakeholder may submit a change request. These should be
documented.
— Analysis
To be able to evaluate the effort and consequences of a change request, an
analysis is required. For this purpose it is recommended that an estimate be
made of the expected effort and the opinions of related experts be obtained.

3Tn the literature occasionally requirements management is used synonymously with requirements
engineering.
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— Consulting and approval
A Change Control Board (CCB) as a modification board is responsible for
deciding, if change requests are to be accepted, and if so in which priority
they should be implemented. The characteristic members of the CCB are the
principal, the project manager, the representatives of the client or of the end
user, the change manager, and other important stakeholders.

2.2  Project Culture

If you want to build a ship, don’t drum up people to gather wood, divide the work, and give
orders. Instead, teach them to yearn for the vast and endless sea.
Antoine de Saint-Exupery (1900—1944)

This section shows the correlation of successful projects with a good project
culture. Additionally, it informs how a good working atmosphere can be achieved.
There is a close relationship with the domain communication (see Sect.2.3) and
social skills.

Every project develops an individual project culture. It is represented by how
the people cooperate in the project, if there is a common understanding concerning
project roles, how people deal with failures, which process model is used, and which
rules are valid.

Because of globalization the number of international projects is increasing.
In international projects, cultural differences should be considered. People from
different societies may have different values or religions which have to be respected.
A common language should be defined and used.

2.2.1 Objectives of the Project Culture

A good project culture should be achieved, where all team members can strive
toward a mutual goal with the best possible conditions. The most important part
of the project culture is the respectful and loyal personal interaction in the project.

Project Culture

Following DIN 69901-5 project culture is the “totality of the behavior of the
people involved in a project, affected by knowledge, experience, and tradition,
and how it is appraised by the project environment.” The project culture covers
the soft skills in a project, for example:

(continued)
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* Identification with the project

* Cooperation within the project and outward
* Fairness and respect

* Ability to communicate

* Ability to manage conflict

» Activity level for the project

* Openness

2.2.2 Outward Effect of a Project

Nothing good happens unless you do it.
Erich Kdstner (1899-1974)

A project does not only work for itself. For example, there is a public view
for infrastructure projects. For projects in companies, there are departments that
are not considered. Often the environment has an influence on a project (compare
Sect. 3.1.3); for that reason, a good presentation of the project is recommended.

Below are some tips:

* Look for allies, for instance, inside the organization where the project takes place,
who could support the project, for example, as sponsor.

* Make people concerned become people involved. The upcoming tasks could
better be solved together.

— If an end user can participate in a project, it will be easier for that person to
accept future changes in the work flow.

— If the operation is integrated in the development of a software, there will be
higher motivation to operate the finished IT product.

So a selective cooperation is possible.

» Identify possible potentials for conflict or need for action and take corresponding
measures.

* Involve the stakeholders in your project, at least with regular information.

* Present results of the project in time and show highlights to interested people
who could support your project, e.g., in bilateral conversations.

* Conduct regular events, like a road show or a forum, where exhaustive informa-
tion about the project is provided. Collect feedback, criticism, or queries, and use
them as input.

* Campaign for your project.
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The following topics not only help to present a project to the environment but also
facilitate the identification of project members with the project:

* Project vision

* Descriptive project name

* Good atmosphere among project members

* Project glossary

* Project logo

* Pair principle
A project member forms a pair with a person outside the project. For example,
with an end user to record requirements and to ask for specialist advice (compare
Fig.2.4).

2.2.3 Inwards Effect of a Project

It is worthier to always be respected by the people than to be admired occasionally.
Jean-Jacques Rousseau (1712—-1778)

Something like the most important topic in a project is the responsible and
respectful interaction with each other. We work with humans in the project! Good
cooperation in the team is the basis for project success.

All project members should be fully in favor of the project and be convinced
about the sense of the project. It is a permanent task of the project manager to
motivate and to persuade. A good moment to involve all project members is the
project kickoff (see Sect. 3.2.9).

An important part of a successful project culture is the responsibility of the
individual project members. If the project staff identify themselves with the tasks
which they have to solve on their own initiative, then they identify more easily with
the overall project. Hence, the project members should be given distinct tasks with
measurable goals which should be done independently. In a review working results
could be assessed and ideas for future improvement could be developed.

How could project staff be motivated to do good work?

* Define measurable goals to be able to decide when a task is done.
 Prioritize tasks.
* Respect the interests of people when distributing tasks.
Consider that what a person likes to do is what he will do well.
* Assign well-defined tasks with clear responsibilities.
» Support self-dependent work.
Do not ask when the task will be done.
Ask what will be done by a specific date.
* Conflict management.
Take care that there is a good conflict management. Avoid unnecessary conflicts.
Assuming, for example, a project member does not want to take on a specific
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task. Then it would be better to ask somebody else if they would like to take it
on instead of forcing the project member to accept it.

* Ensure the project staff are able to work.
Unburden the project staff from all efforts that are hindering them, such as
avoidable administrative tasks or bureaucratic controls.

 Efficient project meetings.
Make sure that there are enough but not too many project meetings. Every
meeting should have a clear objective that is addressed at the beginning. Only
those who can actively contribute should participate.

* Ensure that the given tasks are ambitious.

* Highlight professional perspectives to the project members.

* Inform about the project on a regular basis.

» Eating your own dog food.
Use programs or tools that have been developed for customers in the project or
in the company as well.

Present information about the project and the current status in a prominent way, for
example, as a poster with project objectives or project results.

Visualize project rules in meeting rooms on a flip chart. Make sure that there are
good working conditions and a good working atmosphere, so that your project staff
can work in an optimal way. Examples are:

* Definition of common rules

* Bringing small snacks or buttered pretzel (specialty in Swabia, southwest part of
Germany) to meetings

» Offering a fruit bowl
Here the project members could eat healthy products and discuss and exchange
information.

* Project activities like the visit to a cultural event or collective sport activities

* Project breakfast together

2.2.4 Decision Culture

But at some point you’ve got to take that leap of faith. First, because even the right decision
is wrong if it’s made too late. Second, because in most cases there’s no such thing as
certainty.

Lee lacocca (*1924)

A project manager has constantly to make decisions. As a rule decisive project
managers are successful. But a project manager does not always decide in person;
there are dependencies in particular to the principal and to the steering committee.
In special situations sometimes a stakeholder will have a wide influence on the
project. In addition, the form of the organization (see Sect.3.2.6) plays a major
role concerning the authority of a project manager to decide.
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Decisions to be taken because of dependencies are a problem if they are not taken.
This situation could disable a project or in the worst case it comes to a standstill, for
example, if the budget for a wanted program change has not yet been released. The
tests should start, as soon as the program is done—with or without the implemented
program change. On the one hand the project manager does not want to take the
risk to authorize the changes without a budget acceptance, but on the other hand he
does not want to disclaim the program changes. So, he simply waits and the tests
are blocked.

Here is a relevant thought concerning a project philosophy: There should be no
fear about wrong decisions. It is better to offer an apology than to ask for permission.
So, establish a decision culture in your project. This could be achieved with the
following measures:

¢ Empowerment.
The power of decision-making is delegated to subprojects and work package
of responsible persons concerning the area of work. They should act on their
own initiative and decide for themselves within their area of responsibility. These
work options stimulate the personal responsibility, strengthen the self-confidence
of the project members, and make efficient working in the project possible.

*  What has been decided will not be discussed again.
The exception is when new facts become known that have not been considered
to date.

e Automatic approval.
Often important decisions are required but the corresponding people are not
available or boards who have the authority to decide do not meet in time.

In this case—when previously agreed—it could be declared that until the
expiration of a deadline, an objection against a decision request is possible. If
there is no objection, then a decision is taken even without a separate resolution.
This approach ensures that a project is not blocked for days or even weeks
because of a missing decision (e.g., the introduction of a specific software tool).

* Decisions taken are documented and are made transparent for all people involved
in the project.

2.2.5 Learningin the Project

Two things are necessary for our work: Relentless perseverance and the willingness to throw
away something, in which one has invested a lot of time and effort.
Albert Einstein (1879-1955)

Use the capacities in your team to improve in the project; learn all the time on
the project! Ensure that knowledge gets shared in your project and that the project
members can substitute one another. Avoid an overdependence on several members
of the project team. There should not be a bottleneck focused on one person, so that
the project fails if this specific person is missing.
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Support an open atmosphere where mistakes can be made. Treat mistakes
positively:

* Mistakes are legitimate.
Those who work make mistakes.

* Known mistakes are good—unknown mistakes are not good.
Known mistakes can be corrected and it is possible to learn from them. It is also
possible to take precautions to avoid them occurring again in the future.

* Every mistake that can be fixed now saves subsequent costs and ensures the
project’s success.

e There should be no blaming, rather working in a solution-oriented manner: How
can the mistake be fixed working together?

Establish regular dates to pause for a moment and to discuss with the project staff:

¢ Where do we stand?

¢  What went well?

*  What could be improved?
¢ What could we do?

This corresponds to the PDCA cycle with the steps Plan, Do, Control, Act (see
Sect.2.5).

The software development framework Scrum provides retrospectives, where
topics are addressed and discussed as to what should be kept or improved. The
goal is to establish a culture of continuous improvement and to work better on the
project with the implementation of ideas for improvement.

If the project grows dynamically, it is recommended that you introduce a mentor
principle, meaning that experienced project members take care of newcomers and
accompany them for their first time on the project.

2.2.6 International Projects

As globalization progresses, the cultural aspect in international projects becomes
more and more important. If people with different cultural background work
together on a project corresponding differences, for instance, concerning values
have to be considered. Additionally, linguistic differences are not negligible. The
dominant language in international projects is English, but not all members of the
project have the same English language level. So, the risk of misunderstanding
arises.
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In this case it makes sense to execute an intercultural training program to learn
about aspects of foreign cultures in an international project and to avoid misunder-
standings. Language courses could help to improve communication. Independent
from that, respectful treatment is always the right choice.

The internationalization of a project leads naturally to an additional level of
complexity because of different languages, cultures, project sizes, and possibly time
differences.

2.2.7 Failure

Ever tried. Ever failed. No matter. Try again. Fail again. Fail better.
Samuel Beckett (1906—1989)

A difficult question is how to deal with bad news. If a project fails or is
threatening to fail, there is no easy answer that fits any situation. When in doubt,
the following rule should apply: Be authentic and frank and accept one’s own
weaknesses. Never blandish your own project. A failure should also be admitted
in time.

A responsible management has to be able to understand the current project
situation and to take the required decisions. So, in this case one has to talk to the
principal or decision-maker. The reasons for why a project is going off the rails have
to be named. This offers opportunities for changes or possible improvements to be
made.

Instead of criticism and contradiction, one surprisingly often gets help and
support. As a matter of principle, an early failure is less expensive than a failure
at a later stage.

In this context the corporate culture plays a major role. The more a project
environment takes a critical look at failure, i.e., that team members lose reputation,
the more stable and self-confident a project manager has to be to admit failure. In
the worst case, it leads to very high avoidable costs if a project does not get stopped
in time.

2.2.8 Checklist

Figure 2.3 presents a checklist for the project culture.
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Checklist project culture

Project name ‘ Project No. |

Responsible

Version / Date ‘ Status |

Question Result

1. Is it assured that the project culture will continuously be adapted and improved as

and when required?

2. Is clear, which decisions are taken by the project manager, and which by the

project members?

3. Is it assured that the project members could work on their own responsibility?

IS

. Do the project members jointly accept decisions, even if there are single

opinions?

. Are issues raised and promptly discussed and solved?

. Are rules of the game defined, and do all project members follow them?

. Is positive or negative criticism jointly accepted to improve?

| N| O o

. Is clear, who is supporting whom and who should be asked in case of issues?

Fig. 2.3 Checklist project culture

2.3 Communication

One cannot not communicate.
Paul Watzlawick (1921-2007)

Communication means the exchange or transfer of information and is essential
for projects. That is why only target-oriented cooperation is possible.

It is necessary that information reaches the people involved. So, the key of
communication is in its effect, not in its purpose.

2.3.1 Objectives of Communication

The objectives of communication are:

* Coherent transfer of content and ideas, to be able to understand even complex
circumstances

* Exchange of different views
* Clarification of interpersonal and objective differences
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Good communication in a project leads to the following results (compare to Sect. 2.2
as well):

* Treating others with respect

Project members listen to each other and let each other speak out.
* Common understanding leading to common action
* Exposing and solving conflicts

Communication in the Project

Communication in a project stands for information exchange between people
involved in a project, especially within the project team, and is a crucial
success factor. A communication plan describes who should communicate
with whom and how frequently. To be differentiated are verbal and nonverbal
communication. Communication difficulties are particularly found in interna-
tional projects possibly because of cultural differences.

2.3.2 Aspects of Communication

For as long as humans have communicated with each other, they have wanted to be
understood. Communication consists of:

* Verbal elements
This is the linguistic content.
* Nonverbal elements
This covers facial expressions, body language, and tone of voice.

The nonverbal part of communication extends the language content, for instance, by
emotional states as well as by requests and expectations to the conversation partner.
The credibility of a statement is mainly indicated by body language and facial
expression. Mehrabian and Ferris published in a study concerning presentations in
front of groups [13]:

* 55 % of the effects are because of body language like body posture, gesture, and
eye contact.

* 38 % of the effects are caused by acoustic impressions like voice and tone.

* 7% of the effects are because of the content of the presentation.

Concerning communication one must distinguish between:

* Congruent behavior
Verbal and nonverbal content conform.
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* Incongruent behavior
Verbal and nonverbal content do not conform.
For example, a project collaborator asserts that he “enjoys” writing the minutes,
but his face and gestures show defense and unwillingness. Statement and external
behavior do not comply.

The nonverbal part is the much greater portion of the information. A possible
conclusion from this fact is if a nonverbal part is felt to be true, the overall
information is interpreted as true.

It should be recognized that communication is error-prone. Information could be
passed simplified, incomplete, or even incorrectly, which might lead to misunder-
standings or rumors. This has to be considered in planning.

Especially challenging in international projects is the consequent use of a
common language.

2.3.3 Good Communication

Below are statements about how good communication can be achieved in a
project:

* Respect and appreciation
Respect your dialogue partner and let him achieve.

* Listen actively
Repeat what you have heard in your own words. Ask when you do not understand
something. Ask your dialogue partner to repeat what he has understood.

* Ask open-ended questions
Open-ended questions show interest in your dialogue partner and make it easy
for him to engage in a specific topic.
For example, “How can we optimize the print?”

e Compliment
Praising is a particular level of respect: Praise what is concrete and well-founded,
for instance, when a project member is strongly involved and has achieved a very
good result.

e I-messages
Reflect clearly your own thoughts and opinions, for example: ”I am rather
confused by the version you sent.” Instead of “You sent the wrong version.”

* Address concrete situations/concrete behavior
No general statements like “You are doing everything wrong,” but statements
concerning concrete specific facts like “The document you delivered to the
customer was empty.” Address topics directly and as close in time as possible.

» Stay within the given subject
Do not digress; try to finalize a discussion on a subject.
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2.3.4 Communication as a Task for the Project Manager

This is the reason why we have two ears and only one mouth, that we may hear more and
speak less.
Zenon, Greek philosopher (about 490—430 BC)

From the comments above arises the importance of communication. Efficient
information exchange by everyone involved in the project is a significant success
factor of the project.

The project manager spends about 90 % of the time in a project in communication
[17]. Due to ineffective communication about one-fifth of projects are unsuccessful
[16, p. 4].

Tom DeMarco, established project management author and developer of the
“structured analysis”, wrote: “The business we are in is more sociological than
technological, more dependent on workers’ abilities to communicate with each other
than their abilities to communicate with machines” [5].

Michael Campbell interviewed about 500 project managers. The most important
success factor mentioned was communication. Concerning failed projects, poor
communication was always identified as a critical factor [3].

So, communication is a (if not the) key to project success. A project manager
needs to stay on the ball. He has to have an overview of his project. He has always
to know what is going on. To make this happen, a good project culture and good
communication are required:

* Be open minded.
You should always have an open ear for your project staff. Hold personal talks,
ask about progress and problems in the project, but ask about their personal
situation as well: “How are you?”

* Always be approachable.
Make sure that people can get in contact with you easily. Offer dates when you
are reachable by all means. If the locality permits, the place of work should be
chosen directly in the project team, right in the center of the workplace so that
you are not left out.

* Set a good example.
Understand that your behavior as a project manager serves as a role model for
the project staff and is a major part in the visibility of the project to the outside
world.

* Promote team building with the pair principle.
Create pairs in your teams. For example, one person is working while another
person is reviewing. Mentors take care of new project members. This makes
sense as well in communicating to the outside of a project, such as pairing
of project members with technical experts or end users. Do regularly combine
different pairs. Figure 2.4 presents schematically the pair principle.

* Create a calm atmosphere as well.
Excessive or permanent communication is not always good. About 15 minutes
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User
Project

Fig. 2.4 Pair principle

are required to delve into a complex subject. Disruptions at quarter-hourly
intervals ensure that there is no productivity. Separate workrooms and measures
like working days without meetings or allowing people to work at home might
help.

» Take an active part in improving communication.
It is possible to improve communication through a positive attitude toward the
project and empathy and appreciation for all project participants. Increasing the
quality of communication means increasing the quality of collaboration in the
project. Set rules if required.

* Create a positive mood in the project.
Good manners, consequent behavior, and open, transparent communication make
for a comfortable, productive atmosphere.

» Talk directly to people.
Engage in a personal conversation instead of doing a status check by e-mail or
using written status reports only. Use tools like e-mail consciously. Prevent “mail
ping pong” in sending e-mails with endless back-and-forth replies. Generally
such mails consume a lot of time and are not really contributing to finding a
solution.
Try to streamline things. Thus, an e-mail with “Could we meet at 10:00 a.m.?”
should be changed into “Could we meet at 10:00 a.m.? If not, please suggest two
alternative times that would be fine for you.” In more complicated cases, pick
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up the phone or even better meet the person at his desk. If something has been
discussed personally, the results could be summarized separately in an e-mail.

* Conduct regular meetings.
Use meetings so that project members can be heard. Important topics are the
current status and risks to the project. Send out an agenda in advance including a
time schedule and keep to it during the meeting. Offer the opportunity to discuss
additional points only at the end of a meeting.

¢ Communicate in a clear way.
If there are tasks, they should be rightly assigned. Who is doing what until when?
Choose a project member who is qualified and address the topic directly to him
and do not say: “Somebody should . ..”
As this behavior would keep tasks open, demonstrate decision problems, delay
problem-solving, and make work discouraging.

Successful projects characteristically offer many opportunities for the project team
to communicate and to become informed. Sometimes it makes sense to not always
use the hierarchy but to also use direct contacts via cross connections.

Bring people together and pass on information effectively. Get project members
to talk to each other. Provide opportunities to communicate, such as a snack corner
or coffee machine in a social room. Knowledge grows when it is shared!

On the one hand, it should be assured that the project manager specifically
informs (see Sect.2.3.6). On the other hand, various means of communication
within the team should be enabled.

Based on the comments above, it is clear that it makes sense for a project team
to work together in one place. There should be no spatial separation.

If the project is distributed over different sites, a temporary solution with regular
meetings might help. For example, the project team meets one week at one location
every two weeks.

2.3.5 Glossary

Differences in understanding of terms can generate conflict in a project. Specific
glossaries are available for organizations and domains to facilitate communication
and collaboration. For instance, the IEEE publishes a glossary of standard terms in
software development [8], and ISTQB publishes one for software testing terms [10].
Also for projects it is recommended to introduce a glossary that defines all
project-related terms. There should be only one glossary and a clear responsibility.
It should be updated frequently and be accessible for all project members (see
also [14]). A glossary additionally helps in handling the requirements (Sect. 2.1).
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2.3.6 Communication Plan

Synonym for a communication plan is communication model. The internal and
external communication of a project should be planned and arranged. Therefore,
it serves as the communication plan. The communication plan specifies who should
receive which kind of information and when as well as how information is to be
made accessible to the project staff. Moreover, it defines the escalation process that
takes effect in case of conflicts in the project.

Example: communication of decisions of the steering committee with publication
of the minutes at a specific location, best with a search option.

The communication plan should be written as early as possible in the project
and should cover the planned communication with every stakeholder. Figure 2.5
presents a communication plan with hints. The corresponding template is available
in Chap.5 on p. 134.

The communication plan is based on the environmental analysis (see Sect. 3.1.3)
and related to the project organization (see Sect. 3.2.6). Transparency in the project
is a success factor, if every project member can access fast and easily the relevant
information he requires. Ideally the access to this information is documented in the
project handbook (see Sect. 2.4.6).

The following are some thoughts concerning the communication plan:

* Meetings with the principal
Arrange with the principal routine discussions.

» Steering committee meetings
There should be regular steering committee meetings. A rule of thumb is an
interval of 2 months but this depends on the size and duration of the project.

* Project meetings
Consider in your communication plan regular communication with your project
team, typically at least once a week. For larger projects there should be separate
meetings of the core team and the project team, where the project team meets
less.

* Bidirectional communication
Try to talk regularly and personally with every project member.

e Other meetings
Depending on the nature of the project, there might be regular thematic meetings
required.

» External communication
Depending on the project, “external” may be different meanings. It could mean
the organization around the project in a large company. In a public project it
could refer to the population. Options for a communication strategy are:
— Frequent communication with sponsors.
— Project forum: topics from the project will be presented to interested col-

leagues in the company once a month.
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Communication plan

Project name <Name of project> Project No. | <Number of project>
Project manager <Name of project manager>
Version / Date <0.1/Day.Month.Year> Status <initiated, in progress,
done, cancelled>
Author <Name of author>
Kind of Who/ Purpose Frequency | Comments
communication | With whom
<Principal <Principal> <Update, <Biweekly, | <Comments>
meetings> critical issues, | on
approval request>
requests>
<Project board <Project <Status, <Every two | <Comments>
meetings> board> approval months>
requests>
<Project <Project <Status, <Weekly> <Comments>
meetings> members> critical issues,
risks>
<Core project <Core project | <Status, next | <Daily> <Comments>
meetings> members> steps, issues>
<Status report> | <Principal, <General <Monthly> | <Comments>
project board, | information>
project
members>

Fig. 2.5 Template communication plan with hints
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Furthermore, informal communication should not be underestimated. Project criti-
cal communication is not necessarily made in corresponding planned meetings.

2.3.7 Project Meetings

Project meetings offer opportunities, but risks as well. The chances are to inform and
to motivate participants, to collect good ideas, and to work productively, to advance
the project. The risks are that there is a loss of valuable time because of inefficient
meetings and that clear results are missing and not claimed.

The following points should be considered concerning the planning and execu-
tion of meetings:

* Definition of the right participants

* Planning an agenda with items including specific times
Distinguish between:
— Information
— Discussion
— Decision requests/decisions
Discuss the items of the agenda with the corresponding people in advance.
Consider the time difference for international meetings.

* Sending out the invitation in time including the agenda
Depending on the topic and attendees ,*“in time” could be several weeks or some
days. The more important the topic and the more extensive the preparatory tasks
of the participants, the earlier the invitation should be sent out. It is possible to
send out a placeholder invitation first and to deliver details later. The agenda
should be part of the invitation so the invitees can decide if they will participate
and prepare if necessary.

* Definition of a moderator
Meetings with a big number of participants should be moderated. This is the
more appropriate the more complex the topic and the more different the interests
of the participants are.

* Definition of a minutes taker
A minutes taker takes some of the load off the project manager, especially in
larger meetings. The role could be assigned at the beginning of the meeting. It is
possible to assign the role to a different person every meeting.

* Keeping the timetable
During the meeting the specified times should be kept. This is one of the
responsibilities of the moderator. In exceptional cases topics could be moved
or extended at the expense of other topics. This should be decided purposefully
and not happen at random.

* Documentation of decisions and tasks
Consider: Without minutes a meeting did not take place. The minutes taker
should record already during the meeting. If possible, the last activity of the
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meeting should be to jointly go through the minutes. This saves time and effort
for subsequent corrections because of misunderstandings or forgotten points.

* Definition of rules
In general it makes sense to define rules for project meetings, especially when
there are issues already, such as participants coming late.

Best practice in taking minutes is the use of a task list. Results of project meetings
are information, decisions, and typically different tasks. Note these tasks in a task
list, each task with the person responsible and due date, by when the task should be
done. If carefully maintained and regularly updated, the task list gives an overview
of all the outstanding topics in the project. Such a task list could be used as the basis
for project meetings to discuss the current status, to check results, and to approve
them. Chapter 5 offers templates for a task list (p. 130) and for minutes (p. 135).

Figure 2.6 displays a minutes template with hints. Tip: If there is a discussion at
a meeting about complex topics, different alternative solutions, etc., it is advisable
to attach corresponding documents with the minutes.

2.3.8 Means of Communication

Utilize unusual communication tools to promote your project. Use marketing
techniques to convince people about your project and remember there are never
enough supporters of your project. There should be no limit to your fantasy.
Examples:

+ Conferences,* specialist meetings, support of technical groups

* Flyer

* Poster

* Advertising media like cups, pens, bottle opener, writing pads, t-shirts
* Performances

24 Documentation

What you have in black and white, you can take home with confidence.
Johann Wolfgang von Goethe (1749-1832)

This section discusses documentation during the course of a project. Not
considered is the documentation of the project results, such as a user manual for
a software product.

4Consider that sensitive contents may not be published in general. Often corresponding written
authorizations are required.
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Minutes
Project name <Name of project> Project No. | <Number of project>
Location <Location of meeting> Date <Day.Month.Year>
Minute taker <Name of minute taker> Version <0.1>
Topic <Topic of meeting>
Attendees <Att1 Name, department, mail, phone>
<Att2 Name, department, mail, phone>
<Attn Name, department, mail, phone>
Distribution list | <Dis1 Name, department, mail, phone>
<Dis2 Name, department, mail, phone>
<Disn Name, department, mail, phone>
No. | (A)ction ltem | Description Responsible Due date
(D)ecision
()nformation
<1> | <A> <Description of action item> <Name> <dd.mm.yy>
<2> | <D> <Decision taken concerning specific topic> <Name> <dd.mm.yy>
<3> [ <I> <Description of topic to inform about> <Name> <dd.mm.yy>

Fig. 2.6 Template minutes with hints
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2.4.1 Objectives of Documentation
The objectives of documentation are:

* Presentation of project results
... namely, for the principal as well as for the project team.
* Presentation of the current status of the project
... with ongoing documentation of the status of all work packages and tasks.
* Traceability and measurability
... to be able to answer questions like:
— What has been decided, approved, and discussed?
— How much budget has been expended for which tasks?
— What has been achieved with what effort?
* Increasing the quality
When documenting the facts of a case, one looks deep into the subject and as a
result the quality improves automatically.

Non-goals of the documentation are:

* Documentation as an end in itself
Something should not be documented without reason because then documen-
tation becomes too expensive. It is important to document only what is really
needed. Who is the audience for which document? Costs and benefits have to be
balanced.

¢ Only formal completion of documentation criteria
One should not be satisfied only because specific documents are present. The
presence of a document is not sufficient as a criterion for success; more important
is the corresponding content. It is wrong to assume that a degree of quality has
been achieved simply because all related documents have been created.

Project Documentation

Following DIN 69901 the project documentation covers the “compilation of
selected substantial data concerning configuration, organization, resources,
approaches, schedule, and aims achieved of the project.”

Parts of project documentation include:

* Initial situation and problem description
* Exposure of the course of the project (e.g., project reports)
» Description of the solution approach being applied

(continued)
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* Project costs
* Realized benefits
* Project closure report (PCR)

The project documentation is often managed with a digital project handbook.

2.4.2 Reasons

Why is project documentation important?

Documented decisions prevent repetitive discussions and give much more relia-
bility to the project.

Prompt documentation saves a lot of trouble. Discussions and contradictions can
be prevented if tasks are explicitly assigned or approved, responsibility for the
tasks assigned, the conditions that apply, and so forth.

Documentation is required in some projects because of statutory liability and/or
warranty obligations.

Quality management norms like the ISO 9000 standard series require corre-
sponding documentation.

The project documentation is the basis for the following topics:

Openness

A general accessible documentation results in transparency for all project

participants and facilitates traceability, for example, concerning decisions taken

in the project. Openness leads to:

— Better communication among the team

— An improved general atmosphere in the project (which avoids the formation
of small groups)

— Better party presentation

Hint: Some access restrictions for specific documents are well justified. Financial

aspects should not be known by every project member. In general, restricted

access should prevent unauthorized copies from being made and passed on to

third parties. This applies, for instance, to military projects and strategic projects

of importance for security and the future.

Learning organization

Documentation can support the idea of a learning organization:

— Building on strengths

— Learning from criticism

Note, however, documentation of a lessons-learned workshop does not automat-

ically mean that the identified measures are being implemented and acted upon.
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* Plan optimization
— Plan optimization for current project
Well-grounded actual values could be used to adapt the plan. In addition, they
facilitate additional estimation for new scope.
— Plan optimization for follow-up projects in the company
The experience base in the organization for future projects broadens with
actual values.

2.4.3 Requirements
Requirements for documentation are:

* Everybody in the project has an overview of the documentation.

» Standards are set or offered, for instance, in the form of templates.

» Tasks, ideas, decisions, and minutes of working sessions/regular communication
are accessible at a certain place.

* A person is responsible to take care of the documentation or, preferably, take care
of the quality of documentation.

* Company-wide standards are considered, such as corporate identity, style guides,
particular fonts, or templates specific to the company.

The project documentation should be centrally accessible. In an IT infrastructure,
this could be:

e Common project drive

e Common internet or intranet presence
* Content management system

* Document management system

244 Scope

The scope of documentation depends on t