A near record turn-out gathered for the Annual May panel meeting at Buffalo’s downtown Chef’s restaurant on May 13th.  The panel took on the topic of “Project Recovery – How to Fix a Project Gone Wrong”.  The panelists included guest speakers Ashok Gupta, PMP Senior Project Manager for Shell Oil Company, Jeffrey Manhardt, PMP Senior Project Manager for M & T Bank and local PMI Chapter Board Member, and Sherry B. Miller, PMP Program Manager for HSBC Technology & Services and Buffalo Chapter member. 
Questions and Answers:

1. What are the steps you take to identify what is wrong with a Project in serious trouble?

Summary Responses: 
· A runaway project is out of control, exceeds allocated time/budget or both. These are measures easy to determine. 

· Talk to team members, the most likely people to know what went wrong.

· Analyze vital signs – vital signs /threshold levels to grade a project such as 1) schedule delay, 2) milestone delay, 3) deliverable delay, 4) unresolved issues, 5) cost over-budget, 6) resources shortages, 7) high probability, high-impact risk events, 8) disposition of the team and 9) sponsor’s / stakeholders commitment and time
· Use a health check review (HCR) or a value assurance review (VAR) to identify projects before they get in trouble using a defined methodology. (Shell Oil uses TECOPP) which is looking at a project from Technical, Economic, Commercial, Organizational, Political, Project) perspective.
2. What are the triage steps you recommend that would stabilize a project?

Summary Responses: 
· Admit you have a problem.

· Pause the project.

· Conduct a project audit.

· Determine if the project is salvageable – top management support, organization structure, functional managers support, project champion, adequate resource allocations.

· Eliminate the obvious problems.

i. Root Cause analysis – fishbone diagram

ii. Take Action to eliminate issues/risks - Freeze the requirements; Identify and neutralize goldplating; People, Process, Project Product

· Establish structured decision making, iron discipline and communications – need to demonstrate control to build confidence the project can be saved. Daily communications to key stakeholders demonstrating progress.

· Develop a Requirements Traceability Matix – this tool assess what the deliverables are, what their status maybe, priorities, and stakeholders.  It allows you to triage scope if the for benefit of the all an iterative build an release plan means de-scoping parts of the project which jeopardizes the benefits and delivery of all.
· If you are successful and achieving these three steps the main problems and clear understanding of the project status are under control. The job isn’t done.
3. After you have stabilized a project, what next?

Summary Responses: 
· Reduce the scope of the project – the best way to squeeze the development schedule is to reduce scope. - Make recommendations and justify by getting the project back on schedule to deliver some tangible return on investment even though less than planned. Use the 80/20 rule that 80% of the benefit can be achieved with 20% of the effort.

· Establish new project milestones – binary either achieved or not complete, be aggressive, celebrate small victories and have passion which is contagious.
4. What are some classic mistakes to avoid when the plan is to recover a project instead of killing it?

Summary Responses: 
· Avoid Blame - Foster an atmosphere of openness and “mistakes are OK”. People who solve problems usually make mistakes as well, and it is vital to create an environment which encourages them not to be afraid of the risks involved in identifying and fixing problems. The resulting openness will allow problems to be swiftly identified and creatively resolved.

· Avoid Reactionary Decisions - Allow enough time to analyze the root causes and options and only when everyone is ready to move on the best course do so. If one solution is found give time for a choice. Example reference is the Titanic was not immediately fatally damaged when striking the iceberg.  It was the reactions of the recovery team that resulted in the ship sinking.
· Have the courage to abandon the project if this is the only way out.

· Don’t conceal the difficulties from Stakeholders - Give proper time to stakeholder management and make the risks clearly visible to the stakeholders. 

· Don’t underestimate the need to motivate the team – create win opportunities and build a culture of successes even if minor to start.
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