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Transforming Project Monitors Into
Project Leaders

by Steven Ricks, PMP, Vice Chair Membership

Management, the lucky ones chosen to be the first Project Managers

usually have other jobs in the company. In addition, because of the current
“get it done” culture, the Project Managers are only allowed to be Project
Monitors. What are Project Monitors? You know, the folks who hold status
meetings to find out that the project is behind schedule and over budget. Then
they are sent into the lion’s den to tell Management the good news. Of course,
they take all of the head shots even though they were given no direct influence
over the project. Does this sound familiar to anyone?

In most small companies or companies that are just starting Project

The common belief is that the Project Manager being treated like a Project
Monitor is the result of how Management views the position. Management
didn’t give the Project Manager the authority. Management didn’t back up the
Project Manager. Although in some cases this may actually be true, in many
cases it is the way that the Project Manager takes the authority that is really the
issue. Let’s face it; a Manager is not going to hand you a card to carry around
that says “This card gives the carrier the authority to run the project.” I believe
that the Project Manager can turn the situation around on his or her own.

Why? Because I believe that authority isn’t given, it is taken.

This does not give you a license to be a jerk. Actually, it means just the
opposite. If you can get the respect of both Management and the team, then
you will have all the authority you need. Of course there are many ways to get
people's respect and most of the time you have to do more than one thing.
This article would be several volumes long if I tried to cover all of them, so
here is what I feel is the most important thing to do in order to change a
Project Monitor into a Project Leader: Manage Expectations! If you are really
managing expectations, it is forcing you to be a leader. To truly manage
expectations you have to communicate. You have to find a vision, and you
have to motivate others to meet that vision.

Continued on page 2



A Letter from the Chair

by Alex Walton, PMP, NPD SIG Chair

I want to thank the Board members for 2004. Their kind-
ness and follow through helped me and collectively
contributed to the current year’s experience as a NPD SIG
member. I also want to thank each NPD SIG member that
contributed to the newsletter, web site content and the
Yahoo!® Groups dialog.

We have an unique forum from which each member has
the ability to communicate directly or as a whole with over
1100 other PMI members that have selected New Product
Development (NPD) as a Specific Interest Group.

In the past month the Board sent a survey soliciting what
are the desires of our current members. To-date (15 Nov.)
we have received 147 responses! The summary of
response (no individual responses are recorded) are
provided on our web site. In the December Board meeting
we will review the results and then begin to take actions in
line with your requests and suggestions.

Kim Johnson will become the NPD SIG Chair for 2005.
Jan Wells will continue to lead our highly rated newsletter.
New members are seeing, thanks to the efforts of our
continuing VC of Membership Steven Ricks, a quicker
response to the Yahoo!® Groups setup and automated
information introducing benefits and services of the SIG.
Fred Abrams is providing Survey resources like the one
you received in November. Brian Piper will continue as
the VC of Finance taking care of budget, bills and taxes;
and Curt Raschke will continue on with Special Projects
like the forthcoming track at the Management Roundtable
annual Portfolio and Pipeline Management Conference and
the establishment of NPD SIG Local Affiliate Groups.
Dennis Chang is taking on leadership roles in a local
chapter and is being replaced by myself (Alex Walton) as
the Yahoo!® Groups moderator. Olaf Diegel will continue
in the role as Webmaster.

In the past we have relied primarily on our consulting
segment and a few Board members to provide most of the
newsletter articles and the generation of other NPD SIG
activities. What we desire for 2005 is a more active role
and visibility from the majority of members that are “day
to day” New Product Development (NPD) project
managers.

Continued on page 4

Transforming Project Monitors continued

If you are managing expectations you first have to deter-
mine what they are. This forces a lot of communication
because you have to talk to Management to find out what
they are expecting. This can’t be at a superficial level.
You have to dig deep, ask questions, and talk to everyone
involved in Management. You need to know their full
expectation. Then you have to do the same thing with the
team. Once you have an understanding of everyone’s
expectations you have to determine where they differ and
negotiate a vision that everyone can agree on.

Let’s take a simple one as an example: the term release
date. To the VP of Sales the release date is the date he can
start selling the product. To the VP of Manufacturing the
release date is the date he can start shipping the product
and to the VP of R&D the release date is the date they
release the product to manufacturing. To the Project Team
the release date is an unobtainable goal that they will not
hit until months after “Management” wants it. A Project
Monitor would either not recognize the discrepancy in
expectations or would just let it go saying that is just the
way life is. A Project Leader would get to the bottom of it
and determine when did the market really need the product
and when R&D could really develop the product. Then he
would work with all parties to work out an understanding
and agreement that everyone could live with. This agree-
ment now becomes the vision and the plan. Since everyone
agreed on the plan it is easier to motivate the team. They
feel like they are more in control, because it wasn’t
management handing down a date. They feel like they
have some ownership and they understand what
management is looking for.

As the Project Leader, your job is not over. You have to
continually check up on the expectations because they will
change. You will have to re-negotiate and you will have to
re-motivate. It is a continuous cycle, but by keeping your
eye on and managing expectations you will be taking a big
step to becoming a Project Leader.
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Draft Agenda Topics

Project Prioritization and
Portfolio Balancing

* How to stay focused on (and
properly resource) priority projects

= Rationalizing the portfolio -
knowing when (and how) to pull
the plug? How and when do you
replace projects you've pulled?

» Techniques for portfolio balancing -
weighing level of complexity with
resource availability

* How do you get emerging products
into the pipeline? How to put
metrics around the process?

= Strategies, techniques and
approaches to dynamically
"offload" and "onload" the pipeline

= How to get the right balance of
current products, product line
extensions and new market
opportunities into the pipeline

* Current tools available for
prioritizing projects in the portfolio -
maturity of tools

Linking Pipeline and Portfolio
Management to Strategic
Roadmaps

* How to manage the interface
between product/technology
roadmaps and pipeline/portfolio
management

* How to align the strategic direction
of the portfolio with product and
technology roadmaps

* How to coordinate and map across
multiple roadmaps (product,
technology, market)

Resource Capacity
Management/Effective
Resource Allocation

* Tools and strategies to effectively
measure and manage resource
capacity - how to get an accurate
account of available resources

* How to link resource planning to
strategic portfolio management

= Qutsourcing for capacity - does the
time required to manage out-
sourced relationships outweigh the
additional resources gained?

* How to determine the best data
points for making good decisions -
simplify, simplify, simplify

* How to manage resources across
multiple, geographically dispersed
sites?

Organizational Alignment

» Organization & team structures for
successful Pipeline and Portfolio
Management

* How to get the most from a matrix
organization - how to deal with
limitations and inherent problems -
how to better manage project
versus functional loyalties

* How to manage expectations
around the portfolio

* What types of people/skill sets
needed to effectively manage PPM

Mark Your Calendars

NPD Portfolio and Pipeline
Management Conference
April 25-27, 2005 - Chicago, IL

Portfolio and Program / Pipeline
Management has always been a key
differentiator of sustainable NPD
success and the release of OPM3®
has introduced the importance of this
subject to the broader PM community.
The release has also re-energized the
discussion within the NPD community
as to what modifications/enhancements
to PM tools and techniques are most
useful for managing the increased
scope of Portfolio and Program
management as well what areas are
in need of new and innovative
approaches.

To stimulate some fresh thinking on
NPD Portfolio and Program/Pipeline
Management, the NPD SIG has
partnered with the Management
Roundtable (MRT) to sponsor a
presentation track at the MRT annual
Portfolio and Pipeline Management
Conference on April 25-27, 2005 in
Chicago, IL (www.management
roundtable.com). Our goal is to provide
a forum devoted to one of the key
interests of the NPD SIG membership
and an unparalleled opportunity to net-
work with like-minded NPD profession-
als. Highlights of the conference will be
published in this newsletter for the
benefit of members who could not
attend.

Some of the topics that are being
considered for the conference are list-
ed in the Draft Agenda Topics. More
details will follow as the planning pro-
ceeds and the actual speakers are
selected. If you have any comments,
questions or suggestions concerning
the conference and the SIG track,
please do not hesitate to contact either
Curt Raschke, craschke2000@
yahoo.com or Steve Ricks, SRicks@
etcconnect.com, the NPD SIG Board
members who are serving as SIG
Track co-chairs.




PMI Global Congress 2004 - North America

by Brian Piper, PMP, Vice-Chair Finance

The following is a summary of the recent PMI Leadership
Conference and Global Congress held October 21-28, 2004 in
Anaheim, California.

This is Brian
Piper, Vice-Chair
Finance, reporting
on the annual

New Product

PMI Global

Congress 2004 - Development SIG
North America as

a first time oo

attendee. My roject Management Institute

thoughts follow.

The first few days were dedicated to PMI Leadership
meetings which meant I had the opportunity to represent
the NPD SIG. I saw this as a great opportunity to not only
learn what other SIG’s were all about, but also to bring
back some new levels of expectations for the Board and a
renewed approach to bringing value to our membership.

Following a grand orientation to first time Leadership
Meeting attendees which included some insight from
PMI’s CEO Greg Balestrero, we got right into some lively
discussion with all the SIGs on some hot topics such as
webinars, representative voices of the SIGs with the PMI
Board (sunset of the LDEC), the strategic plan, SIG Local
Affiliate Groups, and monthly SIG leadership conference
calls. All in all a very dedicated, passionate group of
project managers volunteering their time towards an
interest in growing the profession.

Mr. Balestrero addressed the entire leadership team, which
consisted of all SIG's, Chapters and Colleges about a lead-
ership initiative geared for all 3500 PMI leaders. The
proof of concept of the Leadership Development

Initiative Program has been completed and soon we will
see an opportunity to grow our leadership skills from the
learning volunteer level to the top leadership. There were
approximately 465 attendees at this leadership session
with 145 first time attendees. Of the total approximately
147,000 PMI global members, approximately 48,000 are
SIG members.

The leadership program wrapped up with the Chairman of
the PMI Board of Directors, Ken Hartley, speaking to the
organization’s envisioned goals including a ‘“Balanced
Scorecard” approach to strategic planning, eminent
influence as the source of project management information

throughout the world, collaborations with worldwide
businesses and most important our agenda for change.
Making leadership excellence a strategic competency in
PMI will facilitate this change.

Following the three days of leadership meetings, the
official Congress opened beginning with an awards
program that rivaled any other prominent award program
and certainly stimulated the non-award winners to aspire
to higher levels. I personally attended a working session
on Standards for Portfolio and Program Managers. Our
group had a chance to influence the direction of this
initiative by working through some key parameters of the
Standard.

There were then two full days of Area of Focus programs
for professional development that ranged from beginner to
advanced levels of subjects such as risk management, team
motivation and leadership with a specific area for PMP’s
with more advanced presentations on subjects such as
project failures and strategic project decision making.

Great networking, a great opportunity to talk about the
state of project management, a chance to get out of the
day-to-day content we all face and think about how we can
help influence the value that project management has on
our business, and to meet with some key contributors to
our profession. The exhibits were a great way to discuss
some of the daily issues we face and how they might get
solved.

Finally, thanks to Andrx Corporation for supporting me on
this program as they certainly will gain from the value I
gained.

A Letter from the Chair continued

If there are ways to make it easier for you to participate in
addition to what you provided with the survey - please
write to the NPD SIG Yahoo!® Groups email account
pminpdsig@yahoo.com or directly to myself at
pmguru@yahoo.com.

Olaf Diegel as Webmaster and I as the Yahoo!® Groups
moderator are impatiently waiting for your content
additions. For the general public we will continue to place
items of interest on our web site. Specific value added
content and SIG sensitive information will begin to reside
within our members-only Yahoo!® Groups area.

A happy and prosperous new year to everyone!



Demystifying Six-Sigma - Using for NPD
Efforts

by Olaf Diegel, NPD SIG Webmaster and
Alex Walton, PMP. Past NPD SIG Chair

Previous articles of this series examined why we use Six-
Sigma, how we measure it, and the main aspects of the
Six-Sigma methodology.

The fundamental objective of the Six Sigma methodology
is to implement a measurement-based strategy that focuses
on process improvement and variation reduction through
the application of Six Sigma improvement projects. The
two Six Sigma sub-methodologies: DMAIC for improving
existing products and processes and DMADYV for new
products and processes were presented in the third
installment of this series. The first, DMAIC is a classical
operations improvement methodology while the second,
DMADYV, is utilized with projects that include New
Product Development (NPD) projects.

DMAIC

Define |-+ Measure |~| Analyze |- Improve
DMADV

Define |-| Measure |- Analyze |-| Design

1. Define the goals of the design activity. Questions
include what is being designed and why. Some will
use QFD or Analytic Hierarchical Process to assure that
the goals are consistent with customer demands and
enterprise strategy.

2. Measure by first determining “Critical to Stakeholder”
metrics. The team translates customer requirements into
project goals.

3. Analyze the options available for meeting the goals.
Determine the performance of similar best-in-class
designs.

4. Design the new product, service or process. Use
predictive models, simulation, prototypes, pilot runs,
etc. to validate the design concept’s effectiveness in
meeting goals.

5. Verify the design’s effectiveness in the real-world.

This final section explores the implementation of Six-
Sigma, specifically DMADYV for NPD projects.

It is challenging for companies to base their growth and
competitive advantage on innovation and the development
of new products. Research clearly shows the two biggest
issues as being:

* 80% of the product costs come from the engineering and
design cycle;

* 70% of the defects in production come from the design
and development phase;

Some organizations improve their Product Development
strategies, minimize error rates and shorten time-to-market
by “learning” to develop products “Right from the Start.”
Organizations applying Six Sigma to improve their product
designs, manufacturing and service processes quickly
recognize that many of the production and services
problems they face can be directly traced back to the initial
design of the product. Design for Six Sigma (DFSS)
addresses this need by applying Six Sigma tools to the
new product development process.

A familiar dilemma is how to implement Six Sigma in all
organizations involved in the product development process
- large, small and medium-sized organizations. Larger
organizations are beginning to mandate Six Sigma to their
supply base as a condition of doing future business. Small
and mid-sized organizations solicit deployment proposals
from consulting companies only to find that the “tradition-
al” Six Sigma implementation approach can require
millions of dollars in investment, dedication of their best
full time resources, and involves training the masses. This
approach is often unrealistic for these smaller and mid-
sized organizations. So, there exists a need to bring smaller
and mid-sized companies into the Six Sigma mindset and
process management, because collectively they represent
as much as 75%-80% of the total value stream activity
during a NPD. But a simpler more cost effective approach
is required.

Tailoring “Traditional” Six Sigma

Below is a sample 8-step process overview of a Six Sigma

implementation and execution process that can work

successfully for smaller and mid-sized organizations:

1. Get clear on what your Six Sigma strategy is. What do
you want and then break it into manageable pieces
(processes and projects) - like a WBS for a project.
These projects should clearly align to your
organization’s strategic plan and your customer
requirements. Over communicate and develop a
common vocabulary for your Six Sigma activities.

2. Generate a simple business plan (objectives, scope,
goals, priorities and expected performance/financial
improvements) and an associated project plan (work
plans, deliverables, and baseline performance) for the
WRITTEN, PRIORITIZED and RESOURCED list of
your Six Sigma new product development projects.

Continued on page 6



Demystifying Six-Sigma Continued

3. Have an education plan that is initiated at the same time
that teams are formed. The Six Sigma strategy plan
provides background and focus for these teams, and
helps prevent wasted time and resources debating over
what needs to be done (they can focus on HOW). The
educational component should be customized to
business specific needs that include sample issues, data,
and examples from current actual processes - templates.

4. Managing a small effort in many ways is the same as
managing the larger versions. Managers are trained to
be Project Champions (sponsors) where they learn the
Six Sigma processes, methodology, and tools. Their
focus is on the emotional aspects of leading, structuring,
and mentoring. At the end, the managers must both
believe, and instill that belief in others, or
you are better off not starting the process.

5. Some individual(s) should complete Green and Yellow
Belt certification. The Green belts are trained in Six
Sigma and integrating Kaizen and Lean manufacturing
if appropriate for your organization.

6. Yellow Belts are trained on the basic “blocking and
tackling” tools of Six Sigma, with a little Kaizen and
Lean Manufacturing.

7. Later in your organization's transition to Six Sigma some
Green Belts develop into Black Belts, and some Yellow
Belts develop into Green Belts. Initially Six Sigma
implementation costs money (don’t they all!), but an
effective program recovers and then profits from the
implementation.

8. The current thinking in certification training is that a
certification is received once behaviours are observed,
as opposed to the end of the initial training.

This “building-block™ approach is similar to any change
management approach to improve the organizations
behaviours and the associated results. Be clear with your
objectives, focus on those tools that are more important to
your organization and run the transition as a good project
to promote your chance of success. We recommend that
pilot projects and the pace of education occur in a realistic,
measurable pace; with a constant understandable and
communicated link to your organization's strategy for all
participants.

The Tools

Some of the basic tools and skills that are not Six Sigma

specific, which greatly help in the implementation of the

DMAIC and DMADYV method include:

* Process Mapping which helps to identify the order of
events in producing a product or service and compares
the ideal work flow to what actually happens.

* Failure Mode and Effect Analysis which helps to identify
likely process failures, quantifies them and minimizes
their frequency.

* Measurement System Evaluation which helps in the
assessment of measurement instruments to better enable
the separation of important process variations from
measurement “noise.”

« Statistical tests which assist in the separation of
significant effects of variable from random variation.

* Design of Experiments which is used to identify and
confirm cause and effect relationships.

* Control plans which allow for the monitoring and
controlling of processes to maintain the gains that have
been made.

* Quality Function Deployment which is a tool for
defining what is important to customers; it translates
customer needs into engineering requirements.

* Activity Based Management to look at product and
process costs in a comprehensive and realistic way by
examining the activities that create the costs in the first
place and hence allowing for better subsequent
management.

* Enterprise Resource Planning which uses special
computer software to integrate, accelerate and sustain
seamless process improvements throughout an
organization.

» Lean Enterprise with skills to enhance the understanding
of actions essential to achieving customer satisfaction.
These skills simplify and improve work flow, help
eliminate unnecessary tasks and reduce waste throughout
a process.

A simple, scaleable approach to Six Sigma enables smaller
and mid-sized organizations to achieve results at a
manageable pace, while still achieving desired results. The
“one size fits all” Six Sigma implementation model just
won’t work for every company or organization, and
alternate deployment models should be explored whenever
desired results are not being achieved - do what works.

We would like to hear from you on what has worked for
your organizations and which of the tools listed above you
are most interested in. This will help guide our web site
content population for the coming year.
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- THE BEST-R BUSINESSES RUN SAP

You don’t have to be big to think big. Or to run SAP® With a variety of solutions for small and midsize businesses,
SAP is an affordable choice for growing companies. Working with partners experienced in your industry, SAP can
deliver scalable solutions to make your business run more efficiently. And do it faster than you ever thought

possible. Visit sap.com/value or call 800 880 1727 to see big ideas for your company.



How are We Doing?

Send a note to the Vice Chair Communications.
Does Project Management Innovations provide
value to you? What do you like or dislike? How
can we better serve your needs? Send email to
jwells@gmpcompanies.com.

Advertising Space Available

We plan to offer advertising in the next year to help
cover the growing expenses of publishing Project
Management Innovations, and to serve membership
by letting then know of products and services
available. If you are interested, please contact the
Vice Chair Communications.

2004 Rate List (per issue):
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Quarter Page: $85
Half Page: $170
Full Page $340
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NPD SIG 2004 Board of Directors

Here are your NPD SIG officers for 2004 and their email
addresses. As your representatives, they need and welcome your
insight. They are a great way to start networking in the NPD SIG.

Chair
Alex Walton, PMP, pmguru@yahoo.com

Vice-Chair Communications
Jan Wells, PM P, jwells@gmpcompani es.com

Vice Chair Technical
Kim Johnson, PMP, NPDP, kimjnpd@visi.com

Vice-Chair Finance & Administration
Brian Piper, PMP, brian.piper@andrx.com

Vice Chair M ember ship
Steven Ricks, PMP, sricks@etcconnect.com

Vice Chair Special Projects
Curt Raschke, PhD, craschke2000@yahoo.com

Web Master
Olaf Diegel, olaf @cds.co.nz

News Group M anager
Dennis Chang, dchang@sonomadesign.com

Survey M anager
Fred Abrams, PMP, CPL, fredabrams@aol.com

Teleconfer ences M anager
Philip Schmitt, PMP, philip.schmitt@mksinst.com
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