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The evolution of technology and IT
projects

1 1st Generation Technologies

— Automation of Manual Processes (paper)
— OLTP

— Current Metaphors (physical) were transferred into the new
system (paper, batch, etc...)

1 2"d Generation Technologies
— Additional Processing Channels
— OLAP
— Internet Store-fronts (Web 1.0)
1 3'd Generation Technologies
— Commercial Off-The-Shelf (COTS) Software solutions
— BPR to drive out efficiencies not realized in previous Generations
— Internet Real-time Transactions (Web 2.0)
— Business Transformation



The technology landscape is filled with
many Successes...

1 Why are some technology projects successful?
— Business and technology are working together
— Scope and schedule are well planned
— Project is organized into manageable chunks/phases
— Business case is well-defined
— Downstream impacts of technology are understood

— Impacts on business are incremental vs.
transformational

— Organization had an “adaptable” culture
— Adequate project resources are assigned



Facilitated Discussion:

What are other reasons that some
project are successful?



...and some pretty spectacular failures!

1 Why do some technology projects fail?

Under scoped and/or over scoped
Poor project management and oversight

Lack of executive sponsorship to drive what’s best for
the project

Impact was transformational vs. incremental
Unprepared stakeholders

Inadequate number of one-time resources assigned to
the project

Organizational culture is rigid

Technology selected did not fit the business problem
1 “A solution in search of a problem”



Facilitated Discussion:

What are other reasons that some
project fail?



Technology has tremendous power
and iImpact across an organization

i How do you harness the real power of technology?

— Rather than a “spot” solution, new technology can have an
enterprise impact (new face to customer, integrated
databases, etc...)

— Systems are more sweeping in scope and cross “silos”

1 Front end process and back end process are typically impacted

— Integration is the name of the game

1 Decision making needs to include multiple stakeholders
1 Executive sponsors must be change agents and drive the
organization to revolution
i Technology is seen as the way to “fix” broken business
processes or poor customer service
— If the underlying business process and structure can’t support

the business at hand, new technology (and the expectations
that come with it) may only exacerbate the problem



COTS packages are emerging as
popular enterprise solutions

1 Packages (COTS) are viewed as a plug and play
way to address business issues

— While the benefits of a COTS approach may be
significant for IT professionals, the business owners will
be required to change their business processes.

— COTS projects...

1 Need to include time and business resources to understand
the new processes and the changes to current operations



Staffing requirements must be well-
understood

Traditional planning for IT project staffing relied on a bell curve distribution of
resources
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Resource requirements - continued

Projects with significant business impacts may have a resource plan that is
skewed towards “ramping up” prior to implementation
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Resource commitments throughout a
Project

Typical
Project TDeS;f_ and
Phases cHver

Technical » Gather » Facilitate JAD -+« Build Screens <« Perform System < Roll out system
Staff Requirements Sessions Test :
Activities : > PO .
e Perform Unit Implementation
Test support
» Perform
Integration
Testing
Business
Staff » Conduct  Participate » Create training * Conduct User * Ensure
Activities Feasibility in JAD Acceptance Operational
, : * Document : .
Study/Business  Sessions . Testing CEGIESS
Case business _ -
process/ * Deliver Staff * Provide
« Communicate procedure Training Implementation
Requirements changes support
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Facilitated Discussion:

What impediments to success have
you seen with 3rd Generation IT
projects?



What can you do to increase the
likelihood of project success?

1 We’ve all heard the basics — (Project
Management 101):
— Create a well-defined scope
— Use proven technology
— Document the business case
— Align the technology with the needs of the business
— Hire a vendor partner with a successful track record

— Secure adequate one-time and on-going project staff
(both technical and business resources)

But things still go wrong...



Addressing people issues is critical to
project success

1 Studies have shown that the top reasons 3™
Generation projects fail all have to do with
“people” and the failure to consider the impact of
the technology on operations, staff, and external
stakeholders

1 As discussed, technology has a wide range of
Impacts on an organizations

— New procedures
— New “face” to the customer
— New skills required of staff
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Surveys have shown that Change
Management is the top issue facing
organizations during implementation

change Management | 1 6%
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Project Team _7%
Training || G 7.
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Top Management Support _6%
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ownership (of benefits to others) ||| GGG 4%
Discipline -20/0

Program Managerent | N ¢

Process Reengineering [N 47
Stage/Transition -2%
Benefit Realization - 1%
software Functionality |G
Application Portfolio Management _3%
Enhancements/Upgrades -2%
pata [J2%

Reporting - 1%
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People / Change : 62%
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Technology / SW : 9%

Knowledge Assets 3%
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Effective executive sponsorship drives
success

To help the project manager and the IT staff
manage all aspects of the project, a strong
executive sponsor Is necessary

— Deliver consistent motivational speeches to the change
constituency

— Impress upon staff that project failure is “not an option
(“Burn the Boats™)

— Show willingness to partner with the vendor/supplier to
achieve a Win/Win outcome
— Actively manage the project throughout the life-cycle
I Add resources, if necessary
1 Negotiate issue resolution
1 Sponsor Change Leadership efforts and resources
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Facilitated Discussion:

In what other ways would a strong
executive sponsor help projects?



Another key to success is understanding the
Impact of change

1 Any time a change occurs there is a natural change
acceptance cycle that people experience

1 Managing the highs and lows is critical to project success

The Change Curve - change is difficult, but it can be managed

Organizational
Performance

Commitment

Adaptation Baseline

Uncertainty

Withdrawal
>

Resistance
Bail Out?
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Strategic change initiatives require a

methodological approach

Implementing and
sustaining

. 8. Making it last
transformation

7. Consolidating gains and
building on successes

Engaging and 6. Generating and celebrating
enabling the whole short-term wins

organization 5. Enabling employees to make the change

4. Communicating the change vision
and mobilizing commitment

Creating a climate 3. Developing a vision and strategy
for change

2. Creating and being part of a guiding coalition

1. Creating a sense of shared need and urgency

CalPERS_OD-119a
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Heart of Change: Actions for creating a
climate for change

» Highlight performance
gaps

» Olotaiin customer and
shareholder testimonies

» Set stretch goals

- Bomibard with future
opportunities and

rewards

/

» Find tihe rigit people

» Clarifly program goals
and critiicall success
flactors

» Define measurements
for key milestones
and progress

» Integrate with other
teams and| initiatives

/

» Paint 3 clear picture
of the future state

» Appeal to long-term)
interests of all
stakeholders

» Eliminate out of
scope possibilities
for the organization

» Poiint to specific
areas that need to
change

/




Heart of Change: Actions for engaging &
enabling the whole organization

Cornllceia
for Byl

» Cascade messages

» Link all messages to
the vision,

» Use metaphors &
analogies to descriloe
strategic direction

« Align leadership
8Ctions to
communications

EINPOWEN

Acilof)

» Remove bartiers
that make it difficult
for people to act

» Define & train
stakeholders for
new skills

» Change systems
that contradict new
vision

» Confiont individual

» Plan for visible
performance
improvements

» Solve small
problems dear to tine
neart of people to
lboost morale

» Seek consistent
iesults (every few
months)

» Communicate Wins
visilly

/

/ resistance
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Heart of Change: Actions for
Implementing and sustaining change

VISHKEN IS TICK

DONIAEERT » Achieve tangible
results quickly

» Tackle additional and * Tie results to new

bigger changes behaviors

. Create the » Support sustained
supporting performance of
organizational Systems,
infrastructure infrastructures, and

informal processes
» Transition resources LT [FTEEEES

A : . * |nitiate turnover of
» Sustain leadership o aﬁam?r@u;s 0
involvement / program roles
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Organization Readiness - Overview

Implementing
and Sustaining

New Ways

Activities:
= Sustained Commitment
= Frontline Change Leadership

= New Workplace and Job Skills
Implementation

= Organizational Infrastructure
Implementation

Outcomes:

» Leaders provide consistent and
committed action

= Ownership of project transferred
to CareFirst team

= Individuals trained

= New roles filled
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Facilitated Discussion:

How would knowledge of the change
cycle help your project?



Technology Impact Checklist

1 Who’s your executive sponsor? Technology sponsor?
Business sponsor?
— How often will you meet?
— How will you ensure counterparts from vendor community to
work with you?
— How will decisions be made?
— Are Executives willing to “burn the boats”?

i What is the degree of change that the new technology is
going to introduce?
— How dramatic is the change going to be on the business
process?
— What is the culture of the business staff?
— How receptive are they going to be for that change?

— Is your staffing (both technical and business resources)
commensurate with the change impact?

— Are you going to add one-time staff to deal with the change
and the interruption?



Technology Impact Checklist

1 How big Is your Project Management Office?
— Can your PMO pitch in to support project activities?
— Do you have an enterprise architecture? Is the
proposed solution consistent with the EA?

1 What solution are you looking for? An integrated suite?
Point product? What integration are you willing to provide?
Do the integration business units agree/are they on board
— How good are you at developing requirements, RFP’s,
and working with the vendor community (vendor
management) to make it a win-win for both sides?
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Facilitated Discussion:

What else would you add to the
checklist?



Open Discussion
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