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PROJECT MANAGEMENT IN ACTION
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Showcase Project

IMPLEMENTING PROJECT MANAGEMENT IN
AT&T’S BUSINESS COMMUNICATIONS SYSTEM

Dan Ono, PMP, National Project Management Director
Business Communications Systems, AT&T

Editor’s Note: This is truly an exciting and ground-breaking article. AT&T has
explicitly adopted project management as an essential strategic philosophy
for managing change. For the first time ever, to this observer’'s knowledge,
a complete and detailed discussion is provided for the institutionalizing of
project management as a way of life, complete with a career ladder. The
thinking that went into this effort, as well as the considerable executive and
resource commitment, provides a blueprint for other organizations to follow
when developing their plans for implementing project management.

The theme of the recent INTERNET conference, MANAGEMENT BY PRO-
JECTS, is clearly illustrated in this story. We believe it is one of the major
trends to watch in the 1990s. It also portends a growing need for sophistica-
tion in systems as the knowledge and skills of the cadres of project managers
being trained now become comfortable with existing systems and look for
even better ones to aid them in decision making, managing and administrat-
ing in the future. It promises to be an exciting decade in management.

Thanks to Dan Ono and the other authors for presenting this story and to

AT&T for taking the decisive action that made it possible.

BUSINESS COMMUNICATIONS
SYSTEMS DIVISION

Strategic Business Units
within AT&T

In 1988, AT&T announced that it
was going to split the Company into
Strategic Business Units (SBU). AT&T
had decided that this was the best
configuration for the Company to use
in continuing the transition from a
heavily regulated environment to a
fully competitive and open market
environment. Each business unit is
viewed as an individual profit center
and is responsible for contribution
objectives to the Corporation’s bot-
tom line.

Currently, there are some 19 SBUs
and operating divisions within AT&T.
Among these SBUs is Business Com-
munications Systems. This business

unit has the responsibility for a line of
business that is primarily focused on
the customer premise PBX market.
The responsibilities of the business
unit include:

.Product Research and Development
. Product Manufacturing
.Product Management
.Product Servicing/Operations
- Implementation
- Maintenance
- Day-to-day Moves and Rearrange-
ments

Each of the major areas defined
above is headed by a vice president, all
reporting to the president of the busi-
ness unit. The vice president of opera-
tions has five service vice presidents
reporting to him, geographically dis-
persed across the nation, as well as a

staff director who heads up the staff
organization, and a number of nation-
ally deployed support organizations.

THE ENVIRONMENT

Pre-1984 Regulated Environment

Although competition in the network
and customer premise equipment mar-
kets had begun, the Bell System and its
operating companies were essentially
the only game in town for most telecom-
munication needs. This position allowed
the Bell System to establish and create
the accepted methods for installation
of major telecommunications systems,
i.e., the “Phone Company” way. Most
of these methods were based on a
cost intensive, maximum duration,
maximum risk reduction approach.
Service, at any cost, was the overarch-
ing mentality.
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During this period of a monopoly
environment, most client telecommu-
nications managers (TCMs) were eval-
uated on how well they got the “Phone
Company” to do their bidding. Be-
cause of this orientation, most prob-
lems were usually blamed upon the
“Phone Company” and the TCMs were
exonerated from much of the respon-
sibility.

Many of the Bell System’s clients
viewed the Company much like a gov-
ernment service, since it was publicly
regulated and was so massive in size.
To the Bell System’s credit, its perfor-
mance was viewed as significantly bet-
ter than most government agencies.
Generally, there were not many com-
parisons of Bell System performance
with companies in highly competitive
markets.

The Bell System companies were
generally well protected by tariffs gen-
erated by local Public Utility Service
Commissions, which meant that penal-
ties their clients could extract were also
limited.

These same tariffs also controlled the
rate of return that the Bell System com-
panies were allowed to produce.
These margins were established by de-
fining prices that would produce the
desired margin level by taking the costs
associated with the particular product
or service and adding the approved
rate of return. Generally, the local com-
missions would spend considerable
auditing time reviewing the validity of
cost data provided by the Bell Compa-
nies, which in turn developed cost jus-
tification expertise within the Bell
System. This process provided an es-
sentially guaranteed positive margin
environment for the Bell Companies.

This environment also produced
some very costly methods of opera-
tions, since service protection was the
objective and not necessarily profit.
Profit was generally taken care of by
the cost-plus relationship with the
local commissions. Adding resources
was the primary problem solving ap-
proach in the cost-plus environment.
One of the typical examples of the
costly methods, was that development
time, manufacturing time, and imple-
mentation intervals for major PBX im-
plementations were extremely long.
These long intervals were a form of risk
reduction, since they allowed for costly

testing and retesting, and retesting, at
every phase of the provisioning pro-
cess. As an example of the order of
magnitude of these durations, manu-
facturing intervals that used to be as
long as 52 weeks are now down to less
than 12 weeks and still getting shorter.

The Bell System Practices (BSPs)
were the documented standards with
which just about everything was done
within the Bell System. Some were
good, some were not so good. These
practices covered topics from installing
major switches to sweeping the floor.
Although practices helped with reduc-
ing risks on just about anything that
needed to be done within the Bell Sys-
tem, they sometimes would become
pervasive by limiting creativity to find
better methods for accomplishing
goals.

The interface relationships
between ...(organizational
elements) . . . were not optimal
in terms of communications,
trust, and cooperativeness.

For 100 years the Bell System had
been in existence. This time frame cov-
ered world wars, depressions, reces-
sions, good times and bad times. In all
100 years, the Bell System had only laid
off workers a handful of times. With
this history, the Bell System employees
had developed a lifetime employment
expectation. It was not uncommon for
many generations of a family to work
within the Bell System.

Going hand in hand with the lifetime
employment expectancy, the Bell Sys-
tem had become famous for its ability
to pull off miracles in times of natural
disasters such as earthquakes, floods,
etc.; the perpetrator of these rescues
were often treated as heroes. This men-
tality was carried over into the more
mundane problem areas such as a
botched up PBX implementation. Em-
ployees who could go in and rescue a
botched up implementation were
often commended, rewarded, and pro-
moted. This spawned an employee
work attitude of “working my 40 hours
and | can be counted on in times of
emergencies.”

The Bell System also supported a
mentality that people should move
around within the various functions
and organizations of the company. For
instance, those managers who were
identified as having potential for up-
ward mobility were career counseled
to spend about one or two years in a
job and then move onto another job in
another department. The rationale for
this career counseling was that the
employees could gain a greater under-
standing of how the whole company
worked. Although in a Company the
size of AT&T, this could become a life-
time undertaking, this job hopping was
generally successful in achieving its
objective. The downside to this men-
tality was that, except in the most tech-
nical positions, the Company generally
was creating jacks-of-all-trades but
masters of none in a large portion of its
lower level positions.

During these pre-divestiture years,
Project Management within the Bell
System was more a project coordina-
tion responsibility. Intervals and dura-
tions were defined by the various
systems and internal Bell System pro-
cesses. Resource allocation and cost
management in a project management
environment were generally ap-
proached in an immature fashion, and
scope was defined by the Bell System’s
standard product offerings with very
little customization. In this type of con-
trolled environment a task list mental-
ity developed and could be reasonably
successful.

The project management organiza-
tions were also susceptible to the two-
to-three-years-in-a-job mentality and,
as a consequence, typically did not
have any project management experts.

One final characteristic of the old
Bell System that deserves mentioning
in the context of this article is that the
operating departments within the Bell
System companies had developed
long-standing differences. These dif-
ferences had been created over a long
period of time and had become pretty
ingrained in the employees of each
department. For instance, the interface
relationships between Marketing, Out-
side Plant Construction, PBX Installa-
tion and Maintenance, and
Manufacturing were not optimal in
terms of communications, trust, and
cooperativeness.



Post-Divestiture

At divestiture, the split up of the Bell
System caused many problems relative
to separating the people into the Re-
gional Bell Operating Companies
(RBOCs) and the new AT&T. For those
of us who chose to leave the RBOC and
become employees of the new AT&T,
it offered an opportunity to participate
in a competitive marketplace.

Going into the new competitive en-
vironment, we decided that many of
the old Bell System’s ways of doing
business were not adequate or appro-
priate for the new environment. Con-
sequently, we threw out many of the
old standardized methods. Unfortu-
nately we threw some of the good ones
out with the bad. Additionally, the tim-
ing of some of the replacement meth-
ods for the ones that were thrown out
was not totally in synchronization. This
caused many employees to develop
their own methods for accomplishing
their work. Process became a bad
word and, since project management
is very much process-oriented, it be-
came a lost art.

Individual success received recogni-
tion and reward. Although, this type of
creativity was refreshing, many times
these local processes would not meld
well with their interfaces into other
departments and processes.

Project Management attempted to
use the old methods of coordination
that had worked with some degree of
success in the Bell System days, but
these methods relied on significant lev-
els of discipline relative to methods
within each of functional entities,
which in the Bell System days were
defined in the BSPs. This level of disci-
pline was not present any longer; con-
sequently, these early attempts at
project management using coordina-
tion methodology did not generate
consistently successful results.

The various SBUs began creating
project management organizations to
meet the ever increasing delivery re-
quirements of AT&T's client commu-
nity. As these groups began maturing
in the project management discipline,
it became apparent that many of the
old ways of doing project management
would not be sufficient in the new
competitive environment. This recog-
nition began taking place within many
of the SBUs coincidentally.
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With the injection of AT&T’s premise
organization into a highly competitive
marketplace, the PBX market, as AT&T
knew it, began to change in many char-
acteristics.

Client expectations continued to rise
as the competitive environment pushed
the PBX vendor market into looking at
every aspect of the provisioning process
for points of differentiation.

Client decision-making criteria
began to include greater weighting on
the PBX vendors’ implementation ca-
pability and past record. This was pri-
marily due to the fact that the TCMs and
their superiors in the new competitive
environment now had a choice among
which vendor they would select. The
“Phone Company” was no longer the
only game in town, Along with this
new level of choice comes the respon-

Process became a bad word
and since project manage-
ment is very much process
oriented, it became a lost art.

sibility for making the right choice and
the liability of making the wrong
choice. Consequently, the decision
makers and their TCMs could no
longer blame the “Phone Company” if
something went wrong. This meant
that the decision makers were making
a commitment that often related to
continued employment when they se-
lected a telecommunications vendor.

Price cutting was prevalent in the
industry. The various vendors were
going for market share at the expense
of profit. This also meant that very few
of the major PBX vendors were making
money in the industry. With each of the
major PBX vendor companies cost
cutting was the objective and downsiz-
ing was the trend. AT&T followed
these same directions.

The Bell System family mentality had
disappeared with the loss of 100,000
employees within the six years follow-
ing divestiture.

Most of the old ways were gone and
could not be successful in the new envi-
ronment. Some of the old ways were
modified and worked well in the new

environment. The difficulty was being
able to ascertain which of the old ways
would work in the new environment.

Within the BCS organization, it was |
determined that a major re-engineer- |
ing of the whole provisioning process |

would be needed.

THE CHALLENGE

The changes that were caused by

divestiture and the competitive world
that it brought along with it offered
many challenges for creating an effec-
tive differentiating project manage-
ment organization. Project Management
capability had become an area in
which a vendor could differentiate it-
self in the marketplace and AT&T
wanted to be the leader in project man-
agement in the industry.

Personnel

As in any re-engineering effort, the
first consideration is the employee or
people resource requirements. It had
become apparent that within AT&T
we needed to develop professional
Project Managers, with a support sys-
tem to maintain their ability to stay
current on new developments and
findings in the profession.

With the acknowledgment of the
need to develop professional Project
Managers, it was apparent that many
cultural and attitudinal changes had to
be instilled in existing AT&T employ-
ees that would be recruited for the
Project Manager position. These
changes included:

. The mentality of two-or-three-years-
in-a-job and then moving on to an-
other type of job needed to be
changed to staying for the remainder
of their careers in the project man-
agement field. A person does not be-
come a professional within a two or
three year term.

.No more 40-hours-a-week-and-
available-for-emergencies attitude.
The project management profes-
sional does not distinguish work time
from personal time when it comes to
his/her professional stature. Any op-
portunity to improve a professional’s
project management skills, resume,
or qualifications is looked at with in-
terest and willingness to participate
regardless of the imagined work-ver-
sus-personal-time barriers.

ACTION
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« AT&T not only needed to develop
the project management procedures
that they wanted to be used on its
projects, it also needed to identify the
number and types of positions on its
project teams as well as the overall
head count requirement. Addition-
ally, AT&T had to determine the ed-
ucation and training requirements
and the proper amount and types of
experiences required to develop
their project managers.

Ultimately, a Project Manager Quali-
fication Matrix would need to be de-
veloped that would numerically
place each Project Manager into a
qualification level. This matrix would
be used to match Project Manager
qualification with complexity of proj-
ect when determining Project Man-
ager assignments.

Once the above had been accom-
plished, a tandem of networks
needed to be established among the
Project Managers and the other proj-
ect management personnel. These
networks would have two objectives
in mind.

The first objective was to provide
a peer level support network
among AT&T's project managers.
This was necessary in order for
them to keep current on successful
new methods, pitfalls and pro-
cesses that need to be immediately
applied on our AT&T projects. They
needed to understand that they can
always get help from multiple
sources within their own organiza-
tion.

The second objective of the net-
work was to meet the need to re-
main current within the general
profession of project management
so that state-of-the-art improve-
ments could be applied immedi-
ately into the AT&T project
management process.

Education

Within AT&T, we define education
and training differently. Education re-
lates to methods and principles that ad-
dress the general topic and are not
specifically related to an AT&T applica-
tion. Training is taking those general
methods and principles and putting
them into an AT&T specific application.

The existing AT&T internal training
courses were of a general nature and

PTrn@twork

were not founded on any particular
body of knowledge. Additionally, they
did not appear to have any overarching
objective in mind other than to provide
some non-specific bits and pieces of
project management training.

The challenge was to develop an
education track that would not only
teach the general methods and princi-
ples of project management, but also
be recognized by the outside world as
a valid credential for a Project Manager.
This curriculum would need to be eval-
uated and, if necessary, modified.

The challenge was to sur-
vive the years that it would
take to gain experience, . . .
education and training
while evolving into a profes-
sional project management
unit and at the same time
maintaining a successful
project delivery record.

Training

In addition to the education pro-
gram, we needed a comprehensive
training curriculum that would compli-
ment the educational curriculum as
well as present the AT&T specific ap-
plications. This curriculum would
need to take the methods and princi-
ples learned in the education courses
and present direct AT&T applications.

Compensation

AT&T’s long-term compensation
philosophy relied on a fairly common
bonus plan as well as a company re-
sults-based team award program and a
salary structure that was essentially the
same throughout AT&T. The unfortu-

nate aspect of standardized commonly

used compensation programs is that
the project management organization
was not able to effectively compete for
the best quality employees, for the fol-
lowing reasons:

. The risk for the employee associated
with the project management posi-
tion was considered to be signifi-
cantly higher because of the high
visibility and the significant political
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ramifications of these large imple-
mentations, which involved AT&T’s
largest customers.

. The Project Manager position as it
was being used in these early stages
after divestiture was clearly a burnout
position. Consequently, an em-
ployee would do one project and
look to get out of project manage-
ment because they needed relief
from the stress. Although, compensa-
tion was not viewed as being the
single panacea for this burnout as-
pect of the position, it was thought
that compensation could play a part
in neutralizing the impact of burnout.

. The amount of time that would be

required to be in a subordinate posi-

tion to compete for a Project Manager
position was extraordinarily long,

when compared to other comparably
paid positions within AT&T.

Many Project Managers were unable to

remain within the project management

ranks because of the requirement to be
mobile to project sites for up to a year
on expenses. Although, AT&T would
concentrate these people in the metro-
politan areas where the majority of our
projects would occur, there would be
times when the Project Managers
would have to go to locations that were
not commutable, such as Hawaii,

Lemoore (near Lemoore Naval Air Sta-

tion in California), and other remote

locations.
This mobility requirement created

a distinct disadvantage for the Proj-

ect Manager position. Most em-

ployees within AT&T would prefer
not to have to be away from home
for extended periods of time. Given
this reality and the fact that most
other equally paid positions within
AT&T did not have this type of re-
quirement, it was anticipated that
unless some solution could be
found this would cause a signifi-
cantly reduced potential for profes-
sional Project Managers to remain
in the group for an extended period

of time. This factor, indeed, did

cause the loss of several of the ini-

tial project management group’s
personnel.

. The extensive education and training
requirements needing to be com-
pleted while successfully fulfilling
the responsibilities associated with
project management positions added
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to the expected amount of business and
personal time that these employees
would have to dedicate to their work.

. Finally, the requirement to partici-
pate in the service aspects of the Proj-
ect Management Institute, such as
attending after hours and weekend
functions and pursuing certification
in the Project Management Profes-
sional program, also differentiated
the Project Manager position from
other AT&T positions.

Another concern that was recog-
nized at the problem identification
stage was that given our objective of
creating a group of professional Project
Managers that would be the best in the
telecommunications industry, we
would need to evaluate the potential of
losing these people to some other
company. Consequently, our new
compensation plan would have to ad-
dress this issue in some manner.

Experience

One of the most easily recognized
and most critical problems was the fact
that we were not able to retain people
in project management so that they
would do one project after another.
Consequently, the experience level
within the project management group
was very low. This in turn meant that
we were not able to get the value of
their experience into our future imple-
mentations nor our methods.

The following is an identification of
a few of the many reasons for this
inability to build an experience level
within the Project Managers:

. The burnout factor mentioned above.
- Very often, a lack of organizational
funding hampered the retention of
Project Managers at the completion
of their projects if they could not go
on to a new project immediately. In
the cases where the project managers
did get a new project immediately it
exacerbated the burnout problem,
since they would not be allowed any
“Rest and Recuperation” period. In
those cases where a new project was
not available, these Project Managers
would become ex-Project Managers

and do something else within AT&T.

. The issue of a non-differentiating sal-
ary and bonus structure as men-
tioned above.

. Naturally, another reason for people
leaving was a lack of acceptable per-
formance.

. The above mentioned mobility re-
quirement was a large deterrent to
retaining experienced Project Man--
agers. Although the reality of the re-
quirement was well understood and
acknowledged as being valid, this re-
quirement distinguished the Project
Manager position in a less than posi-
tive manner from the majority of the
other positions available within
AT&T. Consequently, many Project
Managers would opt for one of the
more traditional positions at the con-
clusion of their project.

The Project Manager has
the responsibility to watch
out for the corporate/owner
bottom line.

Career Path

Another key to creating a successful
project management organization was
the ability to allow future Project Man-
agers to grow into their positions
through a succession of subordinate
positions on project teams such as the
Cost Analysis/Schedule Engineer posi-
tion, the Site Manager position, and
managing small projects. This planned
development experience path would
need standards to judge successful per-
formance at each subordinate position.
This screening process would allow an
objective assessment of the potential of
all Project Manager hopefuls before we
placed a large, high risk, high visibility
project into their hands.

Additionally, the people would be
able to make choices of their own
throughout this process. It was viewed
as being conceivable that any one of
the subordinate positions could be-
come a career position in itself; conse-
quently, a number of these future
Project Managers would probably de-
cide on their own to remain in one of
the subordinate positions.

This process would obviously take
time and the state of project manage-
ment dictated that we have Project
Managers, immediately. The challenge
was for the project management orga-

nization to survive the years that it
would take to gain experience as well
as receive its education and training
while evolving into a professional proj-
ect management unit and at the same
time maintaining a successful project
delivery record.

This need for time to gain experi-
ence would have to be sold to upper
management, who would have to-in-
vest patience as well as money into the
creation of this professional group of
Project Managers.

Organizational Placement

Another consideration that needed
to be addressed was the proper organ-
izational placement of the project man-
agement organization. A unit like the
project management organization
should, as much as possible, be placed
in a position which would provide
some benefit to the work that the proj-
ect management organization was de-
signed to perform.

This position would best be where
its goals would not conflict with over-
all project goals. Inherently this
would mean that the project manage-
ment organization should not be
placed in any functional organiza-
tion. Placement in a functional orga-
nization would potentially place
undue pressure upon the project
management organization. There
would be a tendency to have the proj-
ect management organization man-
age its projects with the functional
organization’s objectives in mind,
often at the expense of some of the
other functional units involved with
the project. Whether or not this
turned into a reality on a project, the
other functional units would always
have this as a concern when it related
to any resource consuming decision
the Project Manager made.

Ideally, the project management or-
ganization would be placed in an orga-
nization that would represent the
entire corporation, which would be
consistent with its position on a proj-
ect.

The Project Manager has the respon-
sibility to watch out for the corpo-
rate/owner bottom line. Sometimes
this means directing some functional
units to consume resources that would
save another unit’s resources at a ben-
eficial payback ratio.
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One company has placed the proj-
ect management organization within
their corporate financial organization.
This may seem strange on the surface,
but upon deeper reflection, it actually
makes a good deal of sense. The finan-
cial group has the responsibility to
manage the corporate bottom line just
as the project management group’s re-
sponsibility on a project. The problems
of having an operations group placed
within a financial organization have
yet to be assessed; but, in principle, the
placement into a corporate organiza-
tion does make simplistic sense.

Additionally, the authority structure
that is required for the Project Manager
to run the project could come from a
corporate organization as well as a
high level within one of the functional
entities. For the normally required es-
calation procedures to work within the
functional entities without consuming
the project management organization,
the escalation process within the func-
tional entities must be able to proceed
to a high level within the functional
unit without the direct involvement of
the project management resources.
The project management resource
should be in a position to monitor the
escalation, but not be directly in-
volved. Should this high level escala-
tion not be effective within the
functional entity, then the project man-
agement resource must enter the esca-
lation process at a level higher than the
escalation went within the functional
entity. This is the only way that escala-
tions can work effectively and in a
timely manner without excessive in-
volvement from the project manage-
ment organization.

The Project Manager is obviously
susceptible to being involved in multi-
ple escalations atone time. If they have
to be involved in each and every situ-
ation requiring escalation within a
functional unit, this would consume
disproportionate amounts of the Proj-
ect Manager’s time; generally at the
expense of some other project man-
agement responsibility.

Since the project management force
was mobile to the project sites, it was
anticipated that many of the normal
geographically-oriented working rela-
tionships that were available to a local
manager would not be available to the
Project Manager. Consequently, a sub-
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stitute for these valuable relationships
would have to be found and imple-
mented.

Standardized Methods/Tools

One of the most important opera-
tional objectives for AT&T project man-
agement efforts was to achieve
consistency in the delivery of high
quality projects. This challenge was
pervasive in that when a project was
delivered with high quality, many of
the techniques and processes were not
documented, Consequently, many of
the successful techniques and pro-
cesses were not retained for other Proj-
ect Managers to learn. Conversely,
when a project was delivered that was
not up to the desired standard, this lack
of documentation prevented planning
that would avoid the pitfalls that led to
the less than desirable results.

The carryover Bell System
mentality of admiring heroic
rescues of projects bad to be
replaced with admiration for
doing a competent job time
and time again.

The common requirement for stan-
dardized project management deliver-
ables across the nation also posed a
problem with the currently in place
regionally managed project manage-
ment groups. Although, many meth-
ods and principles were shared in
common among the nationally dis-
persed regionally managed groups,
there were considerable differences in
the application of the processes that
were derived from these principles.

The carryover Bell System mentality
of admiring heroic rescues of projects
had to be replaced with admiration for
doing a competent job time and time
again. Although not as glamorous as
heroic rescues, it was in fact what our
Corporation needed, both financially
and operationally. This was in tune
with throwing out the being-available-
for-40-hours-a-week-and-emergencies
mentality and taking whatever time it
takes to follow the prescribed methods
to produce a competent job.
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Another challenge that would have
to be resolved was the fact that the
AT&T project management process
was almost entirely dependent upon
the individuals involved with the proj-
ect. Reliance on an encompassing pro-
cess or set of processes was almost
non-existent, since many of the pro-
cesses had to be developed on the
individual projects. With the develop-
ment of each of these new processes
an added risk to the project was intro-
duced, since each of these newly de-
veloped processes would be untried
and unproven.

The various AT&T project manage-
ment groups across the nation were
using a wide variety of different tools
in managing their projects. Unfortu-
nately, this non-standard environment
caused many typical problems with
standardization of project manage-
ment deliverables. Among the prob-
lems were the following:

. Although, many of the project man-
agement software packages offered a
great deal of flexibility in reporting
and graphics, creating identical out-
puts from each of the packages was
an impossibility.

. When any new report was required
or made standard across the nation,
it would consume our project man-
agement resources because each
owner of a non-standard project
management software package or
word processing package would
have to develop their own method-
ology for each of their packages.
When this kind of activity was re-
peated by the nearly 100 project
managers across the nation for each
standard report, it became very ex-
pensive. Additionally, in some in-
stances, the Project Manager would
not be able to define the process for
the particular software used and
would have to ask for help from yet
another resource, usually within the
project management organization or,
worse yet, not produce the report at
all or do it manually.

Standardized Methods
for the Functional Entities

We have already mentioned an early
identification of need for standardiza-
tion in project management methods.
This need was for identification of the
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proper methods to be used on AT&T
projects for not only the project man-
agement resource, but also the func-
tional entities as well. These methods
would need to be documented, dis-
seminated, and presented for them to
become effective. Additionally, these
same methods would have to be sold
to upper management before any of
the working level management team
would begin incorporating them into
their everyday work routines.

These new methods would require a
discipline throughout all of the func-
tional entities as well as the project
management unit. This discipline to
adhere to standardized methods
would be a challenge, since many of
the employees had become used to
doing their tasks in their own way
consequently, it was critical to have the
support of the functional unit’s upper
management. Unfortunately, it was an-
ticipated that it would be the norm
rather than the rule to have the meth-
ods followed because of executive de-
cree rather than cooperation.

The standardization process would
extend into even the more mundane
areas of administrative office proce-
dures and guidelines. This was an area
that was consuming a disproportionate
amount of the Project Managers’ time.
Consequently, it was viewed as being
a way of providing the Project Manag-
ers more time to do their work, while
these administrative items were taken
care of by established processes and
clerical staff.

Standardized
Performance Reporting

The regionally deployed project
management groups did not have a
standardized performance evaluation
process. Each entity pretty much did
their own thing relative to Project Man-
ager performance criteria, project suc-
cess measurements, and financial
performance criteria. This made it very
difficult to truly differentiate perfor-
mance and their related successful
methods and processes from other
project control activity.

Historical data was not consistently
available nor was it in similar formats,
which made it almost impossible to
track progress relative to the overall
effectiveness of the national project
management group as a whole. Most

of the regionally deployed organiza-
tions would not freely publish much
detail regarding their project perfor-
mances; consequently, many difficul-
ties were encountered repeatedly
across the country. There was no
mechanism in place to prevent AT&T’s
Project Managers from making the
same mistakes from one area of the
country to another.

Managing for Profitability

A cultural change would be neces-
sary to get our Project Managers to
manage for profitability at a priority
equal to service. The Bell System cul-
ture dictated service at any cost be-
cause of the cost-plus revenue process

Yet, another challenge was
presented by the need to es-
tablish clear criteria for de-
termining under what
conditions formal dedicated
project management would
be applied.

that was prevalent during the pre-di-
vestiture days. During the Bell System
days budgets had been developed for
the entire project, but these budgets
were of no real assistance in day-to-
day decision making nor were they of
any use in monitoring the project from
a budgeting-versus-actuals point of
view. This change would become one
of the most difficult to implement,
since budget production and tracking
is one of the most tedious tasks for the
Project Manager. It also is full of oppor-
tunities for a confrontational situation
wit h the functional team leaders.

Another area that had changed at
divestiture and related to budgeting
and profitability was the requirement
to implement our projects in a manner
that would be legally consistent with
the contract in order to avoid costly
penalties for loss of schedules or law
suits for inadequate delivery of scope
to our clients. No longer were we pro-
tected from these types of cost genera-
tors by PUC/PSC tariffs.

Revenue generation from projects
was somewhat new with the advent of
a deregulated environment. Although

the Bell System expressed an interest
in the revenue opportunities that were
present on major project implementa-
tions, there was not a concerted effort
to manage, track, and reward for max-
imization of these revenue opportuni-
ties. This attitude was perhaps justified
in a regulated environment because
the "Phone Company” would get the

revenue eventually, since they were
the only ones that were allowed to
work on the leased phone equipment.

In the deregulated environment,
there was no guarantee that AT&T
would get the work after the imple-
mentation was completed. Conse-
quently, the revenue opportunities on
a project could very well be available
to AT&T only in a window of time.

One of the most drastic changes in
approach that AT&T would have to
make as a result of the above was the
management of change requests dur-
ing an implementation. The Bell Sys-
tem companies had traditionally
attempted to put “freeze dates” on their
clients’ end user community during the
phases of a project prior to cutover.
These “freeze dates” would require the
client end user community to hold all
changes for periods of up to several
months. This was done primarily to
assist in an effort to avoid complicating
the switch from the old phone system
to the new system, often at the dismay
of the clients’ end user community.

In the deregulated environment, we
wanted to solicit these changes so that
we could, among other things, ensure
that we were the ones that got the
revenue.

Another primary reason for wanting
to handle all the changes in advance of
the cutover to the new system was
because that is what the clients’ end
user community wanted. This position
would also allow AT&T to establish
another point of differentiation from
our ever present competition.

Project Determination Criteria

Yet, another challenge was presented
by the need to establish clear criteria for
determining under what conditions for-
mal dedicated project management
would be applied. The criteria would
have to be a combination of different
qualifiers. The following is a listing of
some of those qualifiers that were
identified as being relevant:
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ALL YOU EVER WANTED TO KNOW ABOUT PM,
BUT WERE AFRAID TO ASK”

Noel W. Ross, PMP, AT&T
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WBS, PERT, Gantt—at first it seemed
like I was learning a foreign language.
What did they mean and why did |
have to learn this new way of doing
things? As Dan Ono, AT&T Projects
Director, told me more about his sys-
tematic and methodical approach to
projects, | bought into the program-
hook, line and sinker. A group was
being formed that would be breaking
new ground and | was extremely hon-
ored and excited to be asked to be-
come a part of this challenging new
venture.

In August 1987, | was promoted
from a sales position into AT&T’s Los
Angeles project management group.
Although I joined the group with nine
years experience selling AT&T tele-
communications services/equipment
(plus an MBA), I did not fully realize
the intensity it would require to be-
come a true Project Manager. In many
industries, it takes 15-20 years to be-
come a PM. Dan’s goal was to develop
our team so that we would be truly
proficient within two years. | was as-
sured that this was possible because
we possessed the skills that were re-
quired: verbal and written personal
interface skills, leadership, assertive-
ness, some computer literacy and,
most of all, tenacity. Our entire team
had been high achievers in their pre-
vious positions and we were commit-
ted to knock down any barriers
standing in the way of our success.

Not only were we required to read PM
material, attend Russ Archibald and PMI
seminars, watch PM videotapes, and
learn PM software, we were gaining on-
the-job training by managing multiple
projects (on time, within budget, and
with the highest quality, of course).

My first Project Kickoff Workshop
was conducted within one month of
joining the group and | was off and
running. By following the outline de-
veloped by Russ Archibald and Dan
Ono, | was able to produce a work
breakdown structure, responsibility
matrix, master implementation sched-
ule and PERT network for presenta-
tion to my client within one week of
that first workshop. These deliver-
ables were unheard of within AT&T’s
premise system installation group and
were especially amazing because of
the short turnaround time.

It was a very painful and frustrating
process which took many long days.
I’ll admit that at the time | hated Mr.
Ono for putting me through the pain
of trial by fire. At one point | remember
approaching him with the analogy that
| felt like I was trying to drink from a
fire hose. The learning curve seemed
so steep, it was almost insurmountable
(magnified by my slowness in becom-
ing computer literate). If it hadn’t been
for a taskmaster with a strict schedule,
I don’t think | would have pushed
myself as hard as | did.

However, with each new project,
our team became more professional
(and successful). We learned that the
PM process was a building block ap-
proach and, once we had the basics
down, Dan wanted us to add more
layers (i.e., quality assurance pro-
grams, budgets). | believe the key to
this program’s success has been that it
follows industry standard PM methods
and principles (primarily PMI). Dan
continually reinforced his position
that in order for us to differentiate
AT&T as system implementation ex-
perts, we needed to be true Project
Managers and, not just meet, but ex-
ceed AT&T project standards.

By the summer of 1989, our team felt
we were ready to face another giant

challenge—attempting to achieve Proj-
ect Management Professional status.

After several months of intensive

study, the certification examination

was taken and four of AT&T’s project
managers were certified as PMPs. An-
other remarkable accomplishment
and what a relief for those of us who

passed on the first try.

My 2.5 years working for Mr. Ono have
been the most challenging, yet reward-
ing, in my AT&T career. Now | under-
stand the meaning of critical path
management, fail-safe contingency plan-
ning, monitoring and control, proactive
management, risk reduction, quality as-
surance, staff development, communica-
tion, and accountability. Not only that,
but WBS, PERT and Gantt no longer seem
like a foreign language! The process con-
tinues, as new PMs join the group and are
put through the same regimen of trial by
fire. However, now the new members
have some role models and additional
PM mentors (other than Mr. Ono).

I will always look back on these
times with great pride and | know that
I would not have stretched to reach
those goals without the drive of our
leader, Dan Ono.

Noel W. Ross is the AT&Tfield ser-
vices manager for Orange, Riverside, and
San Bernardino counties, responsible for
the installation and maintenance of
AT&T Business Communications Sys-
tems products. He received a bachelor-
of business administration degree from
Loyola University of Los Angeles in 1972,
and an MBA from Loyola Marymount
University in June 1980.

After five years with Bank of America,
Mr. Ross joined AT&T marketing in Jan-
uary 1979 as a communications con-
sultant for banking institutions and
became certified as a financial services
industry consultant in April 1982. Mr.
Ross was promoted to project manager
in AT&T"s Services organization in Au-
gust 1987. During his two year project
management assignment, Noel success-
fully completed several mega-projects
and was certified as a Project Manage-
ment Professional by the Project Man-
agement Institute.
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Revenue - The amount of revenue
would have to be sufficient to justify
the assignment of a Project Manager
and/or additional project management
resources.

Complexity - The complexity of
the project in terms of technical as-

INTRODUCTION

Within a company the size and scope
of AT&T, with annual sales of $34 bil-
lion of diverse products and services,
there is a wide variety of projects of all
sizes, degrees of risk, complexity, and
character of the end result. This article
deals with projects in which AT&T has
agreed under freed-price contract with
companies, institutions and agencies
that it will design, manufacture hard-
ware, develop software, install, test and
cutover into operation complex, high-
technology voice/data telecommuni-
cations and related systems. Such
projects usually must be completed
within a few months to perhaps a year,
although some multi-project contracts
cover several years.

Such projects must be executed so
that the new facilities are in place and
tested to enable a rapid cutover from
the old to the new, usually over a
weekend, with minimum disruption
to the on-going operations of AT&T'’s
customer.

PROJECT MANAGEMENT
IN AT&T

A dedicated—full-time—project
manager is assigned to a project when
its value exceeds $3 million. In some
cases a project manager is assigned
for smaller contracts if the project is
unusually complex, either technically
or organizationally. Other exceptions
are made for smaller projects which
are parts of a larger program.

The AT&T project manager oper-
ates within a classic matrix organiza-
tion, usually as a one- or two-person
project office, but using specialized
staff support as required. In very large
projects, the project manager will
have several people on his or her
direct staff. Many different parts of

pects, as well as the number of inter-
faces, that would need to be involved
would also play an important role in
the criteria for a dedicated project man-
agement resource. The following is an
example of a technically complex im-
plementation in an AT&T environ-
ment:

AT&T would typically implement a
new product offering with what we
call a “ClI” or Controlled Introduc-
tion. These CIS often required a
dedicated Project Manager in order
to minimize the risk involved with
introducing one of these new prod-

ucts or services.

PROJECT KICKOFF WORKSHOPS:

Dan Ono, AT&T, and Russ Archibald, Archibald Associates

AT&T must contribute to each of
these projects: several engineering
and technical disciplines, purchasing,
manufacturing, field installation and
test, provisioning and logistic sup-
port, software development, training,
and various other services and oper-
ations departments. For instance, key
persons contributing to a project in
Southern California may be located in
Denver, Oakland, New Jersey, and
elsewhere in the country.

IDENTIFICATION OF THE NEED
FOR START-UP IMPROVEMENT
The Director of Projects for South-
ern California and Hawaii identified a
need for ways to accelerate the plan-
ning, learning and team-building pro-
cesses which take place on every
project. He saw this need within his
own project managers as well as the
functional managers who carried out
the specific tasks on each project.
Very importantly, he also saw the
need within the customer’s people
who were involved with the project.
Typically, after a new project had
been under way for a few months,
good teamwork emerged. The Director
of Projects wanted to achieve that team-
work in a few days or weeks, due to the
short duration of many of his projects.

SATISFYING THE NEED WITH
PROJECT START-UP WORK-
SHOPS

In mid-1987 the Projects Director
decided to initiate project kickoff
workshops on his new projects to see
whether these needs could be met in
this manner.

APPROACH
A three-day start-up workshop format
was designed. The first two days, spaced

at least a week apart, involve only
AT&T people. The third day, follow-
ing the second day by at least a week,
includes the customer people who
are involved directly in the project
and also senior customer managers

WORKSHOP OBJECTIVES
The kickoff workshop objectives are:

- To apply proven project manage-
ment methods to the project, and
develop-as a team-jointly agreed
project plans, schedules and control
procedures.

=To assure good understanding of the
roles and responsibilities of all AT&T
and customer project team members,
thereby enhancing effective team-
work.

= To identify additional steps needed
to assure project success.

While team building is not stated
specifically as an objective, it obvi-
ously is one of the most important
results to be achieved.

KICKOFF

WORKSHOP DELIVERABLES
Emphasis throughout the work-

shop sessions is on the deliverables to

be produced by the team. These are:

« List of key concerns and major open
issues.

= A well-defined project/work break-
down structure (PBS).

= A task/responsibility matrix, based
on the PBS.

= A list of key project interface events,
linked to the PBS and showing the
initiator and receiver(s).

= A project master schedule, based
on the PBS, reflecting the key proj-
ect interface events, and based on
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Political Ramifications - On a
number of occasions, it would be
very prudent for AT&T to place a
dedicated project management re-
source on a project because of what
could be classified as a political re-
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ments were made in high visibility cli-
ent groups such as the media, i.e.,
radio, TV, and motion picture studios,
major newspapers, etc.

National Defense - Dedicated Proj-
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for projects involving the military,
which in some cases included ramifi-
cations related to national defense.

Future Business Opportunities -
Marketing would identify projects that

quirement. These types of place- ect Managers would often be requested could have a potential bearing or

GATEWAY TO PROJECT SUCCESS-1987

the consensus of the project
team on the overall allocation of
time.

. Agreed procedures for project mon-
itoring and control, including dates
for periodic project review meet-
ings.

.Action items resulting from the kick-
off workshop discussions, with as-
signed responsibility and agreed
due date for each.

WORKSHOP CONDUCT

The workshop sessions are the re-
sponsibility of the assigned project
manager. The PM plans and prepares
for the sessions, with the assistance of
an outside consultant or the appropri-
ate project management staff. Most of
the kickoff workshops held to date
have been with the assistance of an
outside consultant.

For each topic listed in the agenda,
the consultant briefly presents the un-
derlying concept to be applied. Then
the project team members roll up
their sleeves and create the deliver-
able items for the project the PBS,
task/responsibility matrix, key proj-
ect interface event list, and project
master schedule.

Some of these items, especially the
PBS, matrix and interface event list,
are usually developed by breaking
into five or six person teams, with
each team covering assigned parts of
the project. These small teams then
report their results back to the full
project team (usually 15 to 20 peo-
ple), to assure total team buy-in of the
plans.

In this process, the consultant acts
as a facilitator, assures that the overall
process is adhered to, and is a source
of industry-proven project manage-
ment knowledge.

One of the overall objectives of the
kickoff workshop is to position the
project manager properly in the eyes
of the other AT&T team members,
and also of the client team members.
The project manager thus must be
seen as basically running the kickoff
workshop sessions, with the assis-
tance of the consultant or staff facili-
tator.

RESULTS ACHIEVED

The most direct indication of the
overall benefits of using a well-organ-
ized process for starting up projects is
that the system cutovers-project com-
pletion—-have been on schedule and
with better quality on projects using
this approach compared to the pro-
jects that did not.

BETTER PROJECT AND
FUNCTIONAL PLANNING

The kickoff workshops get the
project team started quickly, with a
good understanding of what needs to
be done, who does each of the many
tasks, and when each must be com-
pleted. This approach gets all of the
functional organizations thinking
about what kind of planning is re-
quired-before getting into the thick of
the action. Previously, some func-
tional managers would leave the
planning until the last minute, or
would not do any planning at all.

BETTER COMMUNICATIONS
AND TEAMWORK

After the kickoff workshops, all
project team members use the same
semantics and planning terms. By
jointly working through the planning
deliverables, good teamwork is
achieved much earlier on each proj-
ect. This joint planning shows each

team member that everyone on the
team has important tasks to perform,
and how these tasks interrelate. There
is a better realization that they all need
to be involved in the planning effort
to ensure project success.

IMPROVED
CUSTOMER RELATIONS

There have been very positive reac-
tions from customer team members
and higher management to the kick-
off workshop sessions and the result-
ing deliverables. AT&T marketing
managers have given similar positive
reactions, and point to the fact that the
workshops provide a vehicle for the
AT&T team members to work closely
with the customer team members
very early in the project. This has
avoided the adversarial attitudes
which have previously been experi-
enced on some projects. An impor-
tant result of the third-day session
with the customer team members and
managers has been quick escalation
and resolution of open issues which
threaten to delay the cutover.

CONCLUSION

The kickoff workshop process de-
scribed here has produced beneficial
results by bringing the project team
members together early, and by con-
centrating intensively on a few basic
fundamentals of effective project
management. AT&T is committed to
continued use and improvement of
these project kickoff workshops, and
has made them an integral part of its
Project Management Process.
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influence on subsequent major projects
or sales or long term relationships with
clients. Consequently, they were desir-
ous of having dedicated Project Manag-
ers on these smaller related projects.

THE SOLUTIONS

The solutions identified below were
developed based on a number of in-
puts. Included in these were:

. Direct observation of AT&T projects,

. Input and work from independent
consultants such as Russ Archibald,
John Russo, and David Hamburger,

. Counseling and direct work from
training organizations such as Educa-
tional Services Institute and AT&T in-
ternal training organizations, and

. The many contacts and the knowl-
edge gained from participation in the
Project Management Institute func-
tions such as the annual Semi-
nar/Symposia, local chapter dinner
meetings, and various committees.

Personnel

The first area that needed solving
was defining the criteria for selecting
the people that would become the nu-
cleus for the new project management
organization.

The composition of the group rela-
tive to the type of people was the first
thing to consider. AT&T identifies its
people with the most potential to prog-
ress to middle and senior management
in a program known as the Leadership
Continuity Plan (LCP). The participants
in the LCP generally would not stay in
one organization for more than a few
years. This group typically had bache-
lors and masters degrees and had ex-
celled in the positions they had held
within AT&T. A department would
sponsor each of these participants and
would maintain that sponsorship as
the participant progressed through
other departments.

It was determined that about 30 per-
cent of the new project management
organization would be composed of
these LCP people. The reasons for this
high percentage of upwardly mobile
people is that they generally:

. Are very fast learners, which facili-
tates the education and training that
required to be assimilated over a
very short period of time.

= Are natural leaders, which is exactly
what a project Manager needs to be.

. Possess high interpersonal skills,
which is another critical skill for a
Project Manager.

. Are computer literate, another critical
attribute for our new Project Manag-
ers. Our standards for communica-
tions, scheduling, budgeting, and
monitoring project progress all de-
pended upon PC-based application
programs.

- Would benefit from experience in
the Project Manager position in that
it would offer them the best oppor-
tunity to experience general man-
ager type responsibilities at a lower
level position.

These LCP-identified people
would be expected to remain in
project management for only a few
years. Since they would need to
move on to other departments and
developmental assignments, there
would not be enough time to make
these people Project Management
Professionals, but the ultimate pay-
back to the corporation would be
high. Accepting these people into
the project management organiza-
tion would instill a naturally high
turnover rate. This high turnover
rate was evaluated as being worth
the penalty to get this kind of lead-
ership into our initial projects and
to get the input from this elite group
of people early in the process defin-
ing period.

The remaining 70 percent of the
new project management force
would be career people. They would
form the nucleus of the permanent
project management professional re-
source within Business Communica-
tions Systems. People with college
degrees and/or previous successful
project management experience
were sought. They would be edu-
cated, trained, and allowed to build
an experience level that would be
unmatched within the industry. This
group had already acquired signifi-
cant experience in project implemen-
tation and were familiar with many of
the common problems that afflicted
telecommunications implementa-
tions.

Prior to coming into the project man-
agement organization these people

October 1990

had to commit to becoming profes-
sionals at project rmanagement includ-
ing pursuit of the Project Management
Institute’s Project Management Profes-
sional certification program and ob-
taining the Masters Certificate from the
George Washington University that Ed-
ucational Services Institute created for
AT&T (see page 33). Additionally,
these people had to commit to mobility
on expenses to the project sites for
periods up to a year. The personality
traits that were considered critical were
defined as follows:

. Interpersonal skills that would en-
able potential Project Managers to
provide their projects with leader-
ship and control through persuasion
as much as authority.

. Communications skills that were at
the presentation level, but also could
be effective in one-on-one discus-
sions such as necessitated by the
budget negotiation process. Addi-
tionally, these communications skills
needed proficiency in both oral and
written formats.

. Although it was not viewed as
being critical to have a high degree
of technical skills, it was viewed as
being important for the potential
Project Managers to have the ability
to grasp the big picture relative to
functionality to the client and the
AT&T architecture. It was felt that
the Project Manager needed to stay
out of the technical detail or the
potential would be that other proj-
ect management responsibilities
would suffer.

We also identified the type of behav-
ior that was desirable for the potential
Project Managers. Some of those attri-
butes are described below:

Presidential View - They need to op-
erate from a presidential point of
view of the project. This means that
they need to act as if they are the
president of the company; i.e., “the
buck stops here. ” In fact, from some
perspectives they are the president of
the team that is implementing the
project. This requires a culture
change, since the Bell System nour-
ished the culture that each depart-
ment had its own set of responsibil-
ities and that the discipline that was
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instilled by the Bell System and its BSPs
would ensure that the project would
come together. Each of the functional
entities, to some degree, had this atti-
tude remaining from the Bell System
days.

Politically Astute - The Project Man-
ager needs to be politically astute to
be able to effectively operate in many
of our client environments. This is
also another significant change from
the Bell System days. During the pre-
divestiture days, when products and
services were limited to what was
offered by the Bell System company,
life was considerably simpler. Most
client politics could be avoided or at
least have minimal impact on the
project. In the deregulated environ-
ment, a wide array of products and
services are often included in the im-
plementation contracts as well as
products and services from third-
party vendors and not necessarily
AT&T developed or maintained. This
greater opportunity for a unique
combination of products and services
from multiple vendors combined
with the tug of wars going on within
our client organizations for who gets
how much of what, will have a ten-
dency to impact the schedule, scope
and ultimately cost of many of the
contracts that are consummated dur-
ing the deregulated period.

Problem Solver/Solution Delega-
tor - The Project Manager has to be a
problem solver, who is willing to del-
egate the responsibility for solution
finding to the functional entities,
while maintaining control over the
solution process through commit-
ments and follow up. We found that
people who tried to solve every prob-
lem themselves often came up with
less effective solutions than the func-
tional experts, in addition to spend-
ing too much of their time solving
functional problems. This generally
meant that they would be neglecting
another area of their project manage-
ment responsibilities. While we ad-
vocated the delegation of problem
solving to the functional entity ex-
perts, the Project Manager still has to
be willing to accept the responsibility
for ensuring that the problem is
solved.
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Optimistic/Can Do - The Project
Manager has to always maintain an
attitude of optimism. There always
seems to be pessimists on every
project. The Project Manager needs
to be solid, when it comes to believ-
ing that the project or even a task
could and would be done. Conse-
quently, this “Can Do” attitude was
very critical for the Project Manager
to possess.

Planner - The Project Manager abso-
lutely needs to have a planning men-
tality to be successful. One of the most
significant portions of a Project
Manager’s job is to not only be a plan-
ner, but also to ensure that detailed
planning is being done by the func-
tional entities. While doing and direct-
ing this planning, the Project Manager
needs to be able to maintain an atten-
tion to detail to ensure that all bases are
covered. This attention to detail trait
needs to span all of the activities and
responsibilities that belong to the Proj-
ect Manager.

Kaizen - The Project Manager needs to
have the spirit of “Kaizen,” which in-
cludes looking for ways to constantly
improve the project management pro-
cess, improve the quality, and reduce
the cost of project deliverables.

In Charge - Finally, the Project Man-
ager needs to be perceived as the
person in charge of the project from
not only the functional managers, but
more importantly, the client’s per-
spective.

SELECTED EXPERIENCE PATH

It was determined that the experi-
ence path for these potential project
managers needs to be tightly con-
trolled and carefully directed. The
management of this experience path
would follow the philosophy that
these people would be given expo-
sure and responsibility in ever in-
creasing proportion as long as they
were successful at each position. Ad-
ditionally, each of these positions
would be designed to provide the
future Project Manager with educa-
tion and training at each function that
was viewed as being critical to the
future success of a project manage-
ment practitioner.
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Trainee

The initial entry position for a po-
tential Project Manager would be the
position of Trainee. This position
would ideally last for about six
months. During this time, the trainee
would study books on project man-
agement such as Archibald’s “Manag-
ing High Techology Programs and
Projects, ” Stuckenbruck’s “Project
Manager’s Handbook,” etc., view se-
lected video tapes on project man-
agement such as Harold Kerzner’s
“Project Management, A Systems Ap-
proach,” read the AT&T Project Man-
agement Guidelines, become
familiar with the AT&T Project Man-
agement Process documents, attend
AT&T project management training
courses such as ESI's Advanced Proj-
ect Management Curriculum and in-
ternal AT&T-specific applications
courses such as the Kickoff Work-
shop course and the Cost Analy -
sis/Scheduling course, assist Project
Managers on specific tasks or activi-
ties occurring on their projects such
as kickoff workshops and cutover
help desks, and assist in the response
preparation for Requests For Propos-
als. Upon successful completion of
the above assignments and experi-
ences the trainee would progress on
to a project team.

Cost Analysis/Schedule Engineer

The Trainee would be assigned to a
project in the Cost Analysis/Schedule
Engineer position. This position would
be subordinate to the Project Manager
and be responsible for cost analysis,
scheduling, and tracking project prog-
ress for the Project Manager. This assign-
ment would last for approximately 6 to
18 months dependent upon how well
the employee learned, implemented,
and performed in the position.

Site Manager

At the successful conclusion of the
Cost Analysis/Schedule Engineer posi-
tion, the next increased responsibility
assignment would be that of a Site
Manager. This position would be re-
sponsible for the implementation of a
large site, i.e., 1000-3000 lines on a
program involving several sites. This
position would be under the direct su-
pervision of an AT&T Program Man-
ager. Consequently, the employee
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would in fact share the responsibility
for the site with the Program Man-
ager. This Program Manager is
usually supported by other Site Manag-
ers, potentially a Cost Analysis/Sched-
ule Engineer, and a clerical staff. The
assignment as a Site Manager would
generally last 6 months to 12 months.

Small Project Manager
After a number of successful perfor-
mances at the Site Manager position,
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the next higher level of responsibility
and exposure is being named the Proj-
ect Manager for a relatively small proj-
ect of about $IM to $3M of revenue.
This Project Manager position is the
first exposure that the employee will
have where they will have the sole
responsibility for the project delivery.
Although, they will be under the super-
vision of a Project Director, the em-
ployee will now be a full fledged
Project Manager.
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Project Manager

The next higher level of Project Man-
ager will be responsible for the larger
projects in the $3M to $25M of revenue.
These projects will generally have mul-
tiple project management team mem-
bers involved, minimally a Cost
Analysis/Schedule Engineer, and as
the project size becomes larger, addi-
tional Site Managers will be assigned.
The larger projects in this range also
are usually of longer duration, which

Developing AT&T’s Project Management Process:

Russell D. Archibald, CMC, PMP Archibald & Associates

My involvement with the AT&T project management
process began in 1987 when | happened to sit at the same
table with Dan Ono at a dinner meeting of the Southern
California Chapter of PMI. (It pays to go to those chapter
meetings!) Dan was then in charge of project management
for Southern California and Hawaii for AT&T’s major pro-
jects to install new telecommunications/information sys-
tems on a client’s premises. We met a few days later to
discuss how their current project management process
might be improved to respond to the tremendous compe-
tition AT&T was getting after their divestiture of the Bell
operating companies and the accompanying deregulation
of the telecommunications industry. In addition, these
projects were becoming more complex, with higher risks,
and entailed many more interfaces with the client’s facili-
ties, separate telecommunications companies, and other
parts of AT&T itself.

THE NEEDS WERE CLASSIC

The needs were how to shorten the project life cycle,
come in on budget, and meet the technical specifications
for performance and quality. The budgets were tighter
than ever before, due to the competitive pricing of new-
comers trying to buy their way into the market. Addition-
ally, consistent high quality performance was an
imperative brought on by the competitive environment
and the ever increasing expectations of AT&T’s clients.

RAPID PROJECT START-UP
Responding to Dan’s comments that it seemed to take

too long for a new project team to get their act together
after a major contract was signed, we initially focused on

the start-up phase as a fertile place to attack the problem.

| had been active for several years with the INTERNET
Committee on Project Start-Up, and proposed to Dan that
we apply some of the techniques that we had developed

in that committee to his projects. The result was, after
testing the approach on two or three projects, the incorpo-
ration of an intensive Project Kickoff Workshop into the

AT&T Project Management Process. | facilitated quite a

number of these Project Kickoff Workshops across the U.S.
and trained several staff members in the approach. For the
past two years these have been conducted almost entirely
by AT&T people.

THE PAYOFF OF THE WORKSHOPS

Realistic plans and schedules that the project team is
committed to; more rapid development of really effective
teamwork; improved understanding and acceptance of the
project manager role; on-time completion, with improved
quality. The teams have learned that high quality can be
achieved under tight schedules and budget-if they work
together and do each job right the first time.

PEOPLE AND PROCESS

Dan Ono has always emphasized to his people that
excellent results are achieved through having good people
and a good process. As he pointed out, it takes an excep-
tional person to produce good results with a poor process
and weak tools, but exceptional people can produce
breakthrough results with a good process and good tools.
So he focused his improvement efforts on both of these
aspects. He asked me to help develop and present a
number of seminars on project management practices,
which was done over several years. While these were
directed primarily to his project managers, we invited and
encouraged functional managers and specialists to partic-
ipate as well. The seminars were designed to be highly
participative, and to contribute to the development of the
Project Management Process. Wherever possible and appro-
priate, we broke into small teams to explore and analyze the
difficulties in the AT&T environment of applying a particular
project management practice; the resulting recommenda-
tions often had direct impact on the final process.

The Project Kickoff Workshops were also used, and
continue to be used, to provide training in the basics of
project management. If an experienced team has been
through several Kickoff Workshops, the length of the
workshops were shortened by reducing the training por-
tions of the agenda.
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provides the opportunity for assign-
ment of multiple subordinate project
management team members for devel-
opment.

Program Manager

The position of Program Manager
is the highest Project Management
title within the new project manage-
ment organization. This position is
responsible for AT&T’s largest prem-
ises projects ranging from $ 25M to
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over $100M of revenue. These pro-
grams usually span multiple years
in duration and are comprised of
multiple sites cutting over to their
new telecommunications systems at
different times. Generally, these pro-
grams have multiple Site Managers
and Cost Analysis/Schedule Engineers
assigned to them as well as a clerical
support staff. This position is re-
served for the very best Project Man-
agers that AT&T has. It is viewed that
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these programs need the full range of
project management skills that are ad-
dressed above.

ORGANIZATIONAL
CONSIDERATIONS

Executive Support g

The president of Business Commu- §
nications Systems, Jack Butter, began "
providing support for the Project Man-
agement discipline in his internal pre-

A Consultant’s View

ADOPTION IN OTHER AT&T UNITS

Having a good process that is well documented does
not guarantee that it will be used in all parts of a large
organization, as those of you who are in such organiza-
tions well know. To foster wider use of the Project
Kickoff Workshops, for example, | developed and con-
ducted, with Wes Wolford and his staff (then responsible
for AT&T Network Projects in the Western Region of the
U.S.), a series of two-day workshops on the process of
starting up these projects. We presented the concepts
behind the intensive Project Kickoff Workshops, and
then simulated such a workshop with the project man-
agers that reported to Wes. The concepts were adapted
and applied to their projects, which have a much differ-
ent character from the premises projects that Dan was
responsible for at that time.

Similarly, through my facilitation of these Kickoff Work-
shops in other regions across the U. S., project management
staff members in those regions were trained to be able to
carry on facilitation on their new projects themselves.

DEVELOPMENT AND DOCUMENTATION OF
THE AT&T PROJECT MANAGEMENT PROCESS

In addition to reviewing the content of the AT&T
Project Management Process documentation as it was
developed, to assure that accepted principles and
terminology of project management were observed
and to comment on the overall structure, | assisted the
National Project Management staff in preparing the
Performance Evaluation Review Package. This pro-
vides guidelines for reviewing and evaluating the per-
formance of project teams at four specific points in the
overall process. These points are at the end of the
conceptual, planning and implementation phases,
and after completion of the project. Initially this was
targeted toward only the project manager, but we
decided that the entire project team should be evalu-
ated, looking at how well they followed the process
as well as their performance in meeting the project
objectives.

This was a
challenging
opportunity,
and the results
were achieved
through the ex-
cellent team-
work of all the
involved per-
sons, with a
hard-driving
project man-
ager, Dan Ono,
in the lead.

Russell D. Archibald has broad international experi-
ence as practitioner, consultant, and teacher in pro-
gram/project management for a wide range of clients. He
has participated in a number of management audits and
has presented expert witness testimony to regulatory bodies
and courts.

Mr. Archibald has been director of several major projects,
vice president of international planning of a U.S. multina-
tional corporation, staff director department manager,
aerospace design engineer, and construction engineer. He
has taught numerous seminars and courses in project
management in eight countries, and for ten years was on
the faculty of the Engineering and Management School at
UCLA. He is an internationally recognized authority on
project management and has published two books and
numerous articles on this subject.

Mr. Archibald earned a master of science degree in
mechanical engineering from the University of Texas and
bachelor of science degree in mechanical engineering from
the University of Missouri. He is a fellow of the Project
Management Institute (PMI), a founder (member #6), past
vice president, and is now a Certified Project Management
Professional as well as Certified Management Consultant.
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sensations and during his client inter-
faces. The operating vice president,
Bob Egan, delivered strong support
in a speech to the project manage-
ment organization itself, as well as
providing significant funding for per-
sonnel, equipment, training, and ed-
ucation.

Reporting Relationships

The National Project Management
organization was created to facilitate
the standardization of methods, to
focus direction, and to consolidate
leadership. Additionally, this estab-
lished a direct reporting relationship
with the operating vice president
within the service organization of
AT&T’s Business Communications
Systems.

Organization Structure

The organizational structure that
was created established a National
Project Management Director with
three Project Directors spread across
the nation, a systems support organi-
zation that was nationally deployed,
and a methods and support staff lo-
cated in Denver. The Program Man-
agers, Project Managers, and their
subordinates reported to the Project
Directors. This organizational struc-
ture provided a vertically and geo-
graphically integrated organization,
truly a self-contained project man-
agement group.

Organizational Placement

Although, the organizational place-
ment of the project management orga-
nization is with one of the functional
units, being a national organization
and part of the headquarters staff in-
stead of in one of the line organizations
has somewhat mediated being a part of
a functional unit.

Authority Structure

The authority of the Project Man-
ager is derived from multiple sources
within the Services organization. The
direct authority comes from the proj-
ect owner, who is one of the Service
vice presidents deployed in five areas
across the nation. The operations
vice president, who is the officer for
the Services group and the services
vice presidents’ superior, has also
been a source of authority on some

nationally deployed or highly com-
plex projects.

COMPENSATION

One of the most significant areas for
change was the compensation area. It
was felt that to attract the best people
for a career in project management, it
would take a significant change in the
compensation structure for AT&T’s
Project Managers.

With the assistance of an outside
compensation consultant and the in-
ternal compensation and manage-
ment job evaluation organizations, a
comprehensive modification to the
project management compensation
structure was proposed to Mr. Jack
Bucter, president of Business Commu-
nications Systems.

One of the most significant
areas for change was the
compensation area.

Salary Determination Plan

The Salary Determination Plan was
created to place the appropriate level
Project Manager on a project. This plan
used an evaluation matrix that included
technical complexity, revenue value,
number of interdisciplinary products
and services, and political sensitivity of
each project among other criteria.

Initially, it was hoped that this plan
would provide sufficient motivation for
each Project Manager, while maintaining
a relationship with the existing standard-
ized salary structure. After about a year
or so, it was recognized that this salary
plan was not sufficient to produce the
right behavior and did not offer any
long-term mativation to remain in proj-
ect management. Consequently, it was
determined to continue to use the plan
in a modified format and also to supple-
ment it with additional forms of compen-
sation incentives.

Bonus Plan

It was determined to establish an
additional bonus plan that would
serve to provide short-term incen-
tives to motivate high level perfor-
mance on the projects that were
being implemented. The bonus plan,
to be competitive and to be sufficient

to motivate the desired high level per-
formance, would have to be equal to
approximately twice as much as the
average bonus level among the other
AT&T management positions, but
within acceptable range of similar po-
sitions outside of AT&T.

Upward Promotions
Within the Project
Management Organization

To address the longer-term issues
related to retaining AT&T employees in
the Project Management organization, it
was determined that we needed to es-
tablish a career path within the Project
Management group, which would posi-
tively influence Project Managers to re-
main within the Project Management
organization. The ability to progress up-
ward within the Project Management or-
ganization needed to be established in
order to create this career path. In order
to create an early perception of credibil-
ity, it was critical to produce a very tan-
gible, very visible record of promotions
within the Project Management organi-
zation. This career path would have to
generate a progression through a num-
ber of the lower level management and
into the middle management level posi-
tions. Not only would this tend to attract
career Project Managers, but also attract
the LCP type, upwardly mobile employ-
ees. The LCPs would want to come to
Project Management for not only the
education and experience, but also for
the relatively quick promotions.

Recognition (Non-Monetary)

Additional forms of recognition that
could essentially be non-monetary
could contribute to motivating high
level project performance. These types
of awards would present recognition
for all project team members as well as
the Project Manager. It was planned to
have this type of recognition activity
occur at some regular interval and be
presented by some upper level man-
ager. Additionally, it was hoped that
this type of recognition could build
teamwork for future project undertak-
ings by the same project team mem-
bers. This form of recognition had
been successful in previous similar sit-
uations. It was noticed during that pre-
vious time that the individual function
team leaders responded very well to
this type of recognition.



EDUCATION

The first Project Management Insti-
tute (PMI) function that | attended was
the annual Seminar/Symposium in
Montreal in 1986. During this sympo-
sium, | experienced a revelation rela-
tive to the value of these PMI functions
and the Project Management Body of
Knowledge (PMBOK). What caused
this revelation, was the fact that | could
be involved in a discussion with a
group of attendees from all different
industries such as aerospace, heavy
construction, pharmaceutical, utility
companies, software development,
and many others; in fact some of these
attendees were from different coun-
tries and we could communicate de-
spite our different industries and even
our different countries. We had the
same problems, e.g., scope definition
and changes, schedule and cost prob-
lems, quality problems, and problems
with functional managers. It was dur-
ing this time that | recognized that PMI
had been building a body of knowl-
edge about the solutions to these prob-
lems for 20 years and | was sure the
PMBOK had a number of the answers
that AT&T was looking for.

It was at this point, and after review-
ing the internal project management
expertise within the AT&T training or-
ganization, that AT&T determined
there was a need to go to outside orga-
nizations and consultants who had al-
ready accumulated a body of
knowledge in the project management
discipline.

Subsequent to the Montreal Sympo-
sium, | began attending local PMI din-
ner meetings at the Southern California
Chapter of PMI in Los Angeles, where
| was home-based. It was at one of
these dinner meetings that | met Russ
Archibald in early 1987. Russ and |
began working together to develop a
Kickoff Workshop for AT&T (see “Proj-
ect Kickoff Workshop™). This process
was developed and implemented
within Southern California and soon
expanded to the entire Western Re-
gion. Eventually, it was implemented
nationwide.

During this time frame, AT&T’s ubig-
uity entered the picture. Several differ-
ent initiatives from various parts of the
country began. Our Western Region
Project Management staff began work-
ing with the University of California at
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Berkeley to develop a certificate pro-
gram within the curriculum offered at
the University. Meanwhile, Russ
Archibald and I continued to develop
additional basic training and educa-
tional sessions for the Southern Califor-
nia Project Management group. These
sessions included Project Management
Methods and Principles; Managing the
Functional Entities; Project Documen-
tation and Communications; and, in
conjunction with Wes Wolford, West-
ern Region Network Project Manage-
ment, a Project Kickoff Workshop
Training Session. A little later but in the
same general time frame, the National
Project Management staff based out of

Another area
that I felt was an
important credential
for my
Project Managers
to possess was the
Project Management
Professional
certification from PMI.

Denver began developing consultant
led project management courses in
Methods and Principles, Project Bud-
geting, and Subcontractor Manage-
ment.

Another area that | felt was an impor-
tant credential for my Project Manag-
ers to possess was the Project
Management Professional certifica-
tion from PMI. | initiated an effort for
my Project Managers to seriously pur-
sue the Project Management Profes-
sional certification program.
Consequently, with the cooperation
of several people including two
AT&T Project Management Profes-
sionals, a professor from San Diego
University, and Russ Archibald, we
developed and presented a four ses-
sion—-each being one day in duration-
Project Management Professional
Certification Preparation series to the
Project Managers of Southern Califor-
nia. This effort resulted in about a 50
percent pass rate, which gave the
Southern California Project Manage-
ment group, four Project Manage-

ment Professionals with two others
being just two modules away from cer-
tification. | was especially proud of this
achievement of my Project Managers.
From my perspective, they had done
almost the impossible. They had spent
many of their personal, as well as busi-
ness hours, going to training classes
and studying for the certification exam-
ination, while they were setting re-
cords in consistently high quality
delivery of our largest projects.

The next step in the continuing evo-
lution of the project management dis-
cipline within AT&T’s Business
Communications Systems Business
Unit was a larger-scale undertaking at
formal education. Three business units
became involved with development of
a formal curriculum that would lead to
a master’s certificate from George
Washington University and also pre-
pare our Project Managers for PMI Cer-
tification. This development is
described in the sidebar, “Innovation
In Education”.

To ensure that we maintained the
appropriate development environ-
ment for our Project Managers, we had
each one become a PMI member,
which would bring them the regular
publications of PMI, the Project Man-
agement Journal and the PM NETwork,
the professional magazine of the Insti-
tute. Additionally, we subscribed to a
number of project management-re-
lated newsletters and publications
such as WBS-Words By Specialist from
Project Management Mentors in San
Francisco.

We purchased Harold Kerzner’s
video tape series and book as well as
Russ Archibald’s book.

TRAINING

The above activities covered the ed-
ucation requirements at the general
level, but left the specifics yet to be
addressed. These specifics needed to
cover AT&T applications of the meth-
ods and principles that were taught in
the education activities described
above into the actual processes that we
used on our implementations.

We shifted our emphasis in the con-
sultant-led and -developed training
courses from applications of the gen-
eral methods and principles taught in
the education curriculum to our spe-
cific AT&T applications.
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STANDARDIZED METHODS

Simultaneously, with the develop-
ment of the education and training cur-
ricula, an equally important supporting
effort was initiated. This was the docu-
mentation of the Project Management
Process (PMP) that AT&T had decided
to standardize across the nation. With-
out a standardized process, it would be
very difficult to achieve any large de-
gree of consistent performance across
the country. This task was broken
down into two parts; the development
of a high level description of the Proj-
ect Management Process, which would
serve as an overview tool for use in the
introduction of the Project Manage-
ment Process to new Project Managers
as well as for use in responses to Re-
quests For Proposals.

The high level description consisted
of 105 steps, starting with the proposal
stage through the planning and imple-
mentation stages, and concluding with
the close out stage. These steps, as well
as the stages they were included in,
were graphically displayed on a 2'x3'
chart. Each step was also defined in an
accompanying document.

The second part of the task was the
more detailed description of each ac-
tivity underneath the 105-step high
level outline of the process. This sec-
ond part would take considerably
more time to develop and ultimately
ended up in an eight volume docu-
ment called the AT&T Project Manage-
ment Guidelines (PMG).

These Project Management Guide-
lines would become the source mate-
rial for the AT&T specific applications
training courses. This PMG would also
be used as the bible for our staff man-
agers based in Denver but supporting
all of the nation’s field Project Manag-
ers. Each Project Manager was sup-
plied with a copy of the PMG.
Consequently, they were surrounded
with the PMG. It was used in their
training classes, supported and re-
viewed by the field support staff man-
agers, and included in the standard
tools for each Project Manager.

Standardized Appraisal Criteria
One final area was addressed to in-
sure adherence to the PMG, and that
was inclusion of the use of the PMG in
the appraisal process for each Project
Manager as well as being included in
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the AT&T Project Manager Qualifica-
tion Index, which related to project
assignment and indirectly to salary po-
sition.

Standardized appraisals were devel-
oped for application to all Project Man-
agers across the nation. These standard
criteria now leveled the playing field
for all Project Managers and offered the
opportunity to evaluate and compare
Project Managers across the nation for
not only project assignment, but for
ranking and rating, salary and bonus
treatment, and promotional opportu-
nities.

“AT&T promises  its
customers integrated solu-
tions that are tailored to their
requirements and superior
in both conception and exe-
cution. To fulfill that prom-
ise, we are committed to
developing and supporting
the best project managers in
the industry. ”

The appraisal criteria is comprised of
three major categories, weighted for ap-
propriate priority. These categories were
Operational, Financial, and Administra-
tive. Within the operational criteria are
areas relating to usage of the project
management tools, scope and schedule
compliance, cutover results, and client
satisfaction. Within the financial criteria
were areas covering budget-to-actual
comparison, change management reve-
nue, add-on sales revenue, and accep-
tance results. The third category was
comprised of administrative responsi-
bilities, i.e., due dates, commitment de-
liverables, etc. This category was
primarily created to facilitate keeping
“the boss, the boss.”

Standardized
Results Measurements

Of course, along with the standard-
ized appraisals, a standardized set of
success measurements was created so
that we would always be comparing
apples with apples. The means of mea-
surement for each category were also
identified.
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Standardized
Interface Agreements

Standardized Interface Agreements
were written between Project Manage-
ment and most of the internal AT&T
functional entities. These agreements
established expectations for project
management deliverables from the
Project Management organization as
well as the functional units for each
project that was managed by the Proj-
ect Management organization. These
agreements would help avoid the time
consuming debates that would some-
times occur on each individual project
when attempting to determine the
methods that each functional entity
would follow. Additionally, these In-
terface Agreements also addressed the
need for getting high level agreement
from the functional entities, since they
were negotiated at the high level.

Work Tools

In order to facilitate the use of the
standardized methods, appraisals,
measurements, and the production of
standardized deliverables, a common
set of tools needed to be identified. It
is only common sense that to produce
standard deliverables, the tools that are
used to produce those deliverables
need to be standardized.

The first area that was standardized
was the creation of a proprietary
database for exclusive use on AT&T
premise implementations. This
database, known by the acronym
SIMPLE (System for IMPLE-
mentations), was designed to han-
dle all the information management
requirements on the AT&T imple-
mentations such as initial data puri-
fication, change management,
cable administration, and cutover
control requirements. This propri-
etary database operated on AT&T
UNIX computers and was sup-
ported by computer personnel
within the Project Management or-
ganization.

All Project Managers were equipped
with laptop or desktop DOS comput-
ers. The choice of laptop versus
desktop was left up to the Project
Managers and depended upon the
unique requirements of their individ-
ual projects. These DOS computers
were provided to give the Project Man-
agers access to the standard software
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packages that were identified, such as
word processing, scheduling, access to
electronic mail, spreadsheet, and
graphic packages. These computers
were also configured to provide the
Project Managers modem access to the
SIMPLE program.

Along with the laptops and desktop
computers, standardized peripherals
were identified and provided. These
peripherals and the software standards
consisted of the following:

.300 DPI Printers

.A/B and D Size Plotters

.Wide Carriage Dot Matrix Graphic
Printers

.2400 Baud Modems

.Harvard Project Manager

.Harvard Graphics

.MSWORD

ATTMAIL Access Plus

- Lotus 123

JAT&T 4410 Terminal Emulation

.Precursor Menu System

CONCLUSION

The AT&T Business Communica-
tions System’s Project Management or-
ganization was now positioned to
maximize the potential for success
with a criteria for obtaining the right
people, a proven education and train-
ing curriculum, a competitive and at-
tractive compensation plan, an
appealing career path, a well defined
and documented process, a strong
support structure including staff and
self-sustaining networks, an excellent
and well documented process, a stan-
dardized appraisal, a documented set
of measurements of success, a good set
of standardized project management
tools,and it was properly placed orga-
nizationally.

From my perspective, this organiza-
tion is the best equipped, best trained,
and most capable Project Management
organization in our field. | believe that
we have set the pace for our competi-
tors to follow.

The most important contributing fac-
tor to achieving what was done with
the AT&T Project Management organi-
zation was the support in terms of en-
couragement and financial backing
that was extended by our business unit
executives. Their farsightedness, pa-
tience, and willingness to gamble was
the key to this development.

Daniel P. Ono has been involved
with various aspects of project man-
agement within AT&T for the past sev-
enteen years, including being the
project manager for projects ranging
in value up to $50 million. He is cur-
rently National Project Management
Director for AT&T"s Business Commu-
nications Systems (BCS). The BCS
Project Management organization in-
cludes a staff in Denver and groups of
project managers in Los Angeles, San
Francisco, Atlanta, Chicago, Wash-
ington D. C., and New York City, as
well as individual project managers at
numerous locations around the coun-
try. The organization is currently
managing over $500 million in pro-
jects ranging in size from $1 million
to $92 million.

Mr. Ono is an active member of the
Project Management Institute and a
PMI Certified Project Management
Professional. He has served as vice
president of the Los Angeles Chapter,
the registrar for the Northern Califor-
nia Chapter 1990 Asilomar Sympo-
sium. He presented a paper at the PMI
Seminar/Symposium in San Francisco
and has been a chapter speaker and a
guest lecturer at USC. He holds a BS in
personnel and industrial relations
from San Francisco State University
and is a graduate of the Executive
Development Program at the Golden

Gate Univesity.
y P

w

-—h




