


•kanban• (visual ordering trigger), one-piece flow (try 
to make one product at a time instead of parts in a 
mass production style), 5 why, Fish bone diagram 
and so on.

TPS would have managed the •Team management 
knowledge area• by •kanban•, training, •Hansei• (self-
reflection), mentoring.

TPS would have managed the financial side of 
projects (•Cost knowledge area•) by eliminating 
•Mura• continuously, and accounting •work-in-
process• as a liability or a loss rather than as an asset. 
The TPS system focuses on order-to-cash as quickly 
as possible. The TPS philosophy is to earn profits and 
maintain cash flow as fundamental goals, since a 
loss making company cannot continue to add value 
to the customer. 

•Time management knowledge area• in the TPS is 
driven by •Takt time•, which is the market demand in 
terms of  •how many pieces do I need to make to 
meet current demand•. In order to maintain proper 
order mix and flow, it also has the EPEI (Every Part 
Every Interval) time factor. These are the only critical 
time drivers in TPS. Though this seems very trivial, it 
takes a lot of engineering skills to ensure that every 
manufacturing sub process in TPS maintains Cycle 
time to match •Takt time•. TPS designs •FIFO lanes•, 
Supermarket buffers, •SMED• (Single minute 
exchange of die) to make •cycle time• to meet •Takt 
time•. This time management is one of the secrets of 
TPS.

•Communication knowledge area• in TPS is very 
involved since it tries to achieve consensus. Manag-
ers and workers communicate at the shop floor, 
since managers are expected to •go see• at the 
•gemba• (place of action). Documents are typically 
•A3 reports• of which there could be a lot.

•Requirement management knowledge area• in TPS 

would be a very graphic, short Standardized work 
definition. The workers themselves prepare stan-
dardized work documents, but place it behind them 
so that a manager can check if actual work is match-
ing this standardized work. Of course in the case of 
R&D projects, it could be extremely well docu-
mented

•Integration management knowledge area• is 
handled by the one-piece flow of a TPS. A one-piece 
flow in ideal state expects raw materials to flow in 
from one end of the factory and vehicles (or prod-
ucts) to move out of the other end. In this kind of a 
process, every step is integration. There is less effort 
needed in finding the right combinations to mix and 
match or to integrate. Even though one-piece flow is 
idealistic, it does enable integration. 

•Risk management knowledge area• is handled by 
•andon•, •poke-yoke• and •kaizen•. There is a book by 
Masaaki Imai called •Never take yes for an answer•. 
The idea is to look for problems constantly, and not 
expect a •Yes boss• culture where all problems are 
delegated or hidden. Risk management is a part of 
life in TPS, not a separate process.

As for •Procurement management knowledge area•, 
since TPS revolves around •JIT• (Just in time), which 
requires the cooperation of the suppliers, TPS places 
a lot of emphasis on collaboration and fine 
co-ordination with suppliers. In such a scenario, 
Procurement management is more of a trust-based 
relationship rather than a contract driven relation-
ship.

In conclusion, PMBOK has 9 items called the Knowl-
edge areas. TPS (or Lean Thinking) on the other 
hand is sometimes represented as a house with 2 
main pillars, which are •process• and •people•. The 
foundation of the TPS house is •purpose•, which is to 
identify the value to the customer and deliver it. So 
these two management systems try to achieve the 
goals in their own ways. 
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5 small things for a big difference
Project managers can use small tools to gain a big advantage in a project. These small things are not more impor-
tant than the big things, but can ensure that your project runs smoothly, allowing you more time to focus on the 
big things, like planning, communication and stakeholder management.

- by Mike Griffin, PMP

Small is important
It is not only the main processes or skills that ensure 
success in a project. The small things can make a big 
difference. They are small because they don't take 
much time to do and often are less urgent than the 
big things. But they can be just as important. Here 
are five small things that can make a significant 
difference.

#1. Roles & Responsibilities
Defining project roles is part of the initiating phase. 
Often this is done when setting up the project team 
but is not kept up-to-date. Sometimes the responsi-
bilities are not defined at all or are copied from 
standard role definitions. But your project might 
need the responsibilities to be slightly different 
from the standard. After all, each project is unique. 
Or you may need responsibilities to be defined 
more specifically to reduce the chance of misunder-
standing. Most certainly the roles and responsibili-
ties will need reviewing during the project, so that 
all project team members know what each person is 
expected to do.
Recommendations: Spend time during initiation to 
make sure the roles and responsibilities in your 
project are defined in sufficient detail and are 
relevant for the project. Plan some time each month 
to review these. Update when necessary, whether to 
add more detail, to reflect changes or to remove 
ambiguities.

#2 Induction of New Team Members
You can't assume that new team members will get 
the information they require to operate effectively 
in the project. Their induction needs to be managed. 
In smaller projects this could be a simple check list 
that the project manager runs through for each new 
person. In larger projects an induction booklet will 
probably be necessary.
Recommendations: Keep a standard check list for 
your organisation, that can be customised by each 
project manager when they start a project. Induc-
tion should include: objectives, business case, tem-
plates, project document repository, team ground 
rules, team structure, roles and responsibilities, 
virtual working and logistics.

#3 Team Ground Rules
Project team members need to know which values 
and behaviours are expected or preferred in the 
team. These should be explained in the ground 
rules. Ideally these are derived by the team them-
selves. This ensures commitment. But it often helps 
to start with a list of ground rules commonly 
accepted by the organisation. Don't lay the list 
down on the team, rather let them discuss and 
embrace the rules themselves. Ensure, as project 
manager, that the minimum ground rules of the 
organisation are included, even if you have to use 
your veto. Try not force the team to adopt your own 
working style, remember they are individuals just 
like you. Don't expect that ground rules are kept just 
because they have been agreed. 
Recommendations: Set ground rules as described 
above. These will often include managing meetings, 
how people behave in meetings, email communica-
tion, (mobile) phones, commitment to actions and 
managing conflicts.

#4 Team Meeting Minutes
How do you ensure that you don't spend the first 
half of the meeting arguing about what was said at 
the last meeting? And what a specific action means 
exactly? An important part of the solution is good 
meeting minutes. Meeting minutes should form a 
log of actions and decisions made in a project 
meeting. For a project you don't often need to  
record exact dialogue, more important is to be 
specific about exactly what each action and deci-
sion is. When in doubt play it back to the attendees: 
•Let me just check that I've recorded that accu-
rately...Ž For an action item ensure that the person 
who has to act agrees with the recorded action. 
Ensure that actions and decisions are clearly 
recorded as such.
Recommendations: Ensure that the person making 
the minutes has sufficient knowledge of the project 
to make good minutes. Good minutes are ones that 
people rely on as a record of the meetings. This 
could mean that you as project manager need to 
make the minutes. Accept this and assign time 
accordingly, it will ensure quality. A good project 
office will often make good minutes. 
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#5 Document Repository
Ensure you have a well structured document reposi-
tory for all project documents. I have  developed a 
standard structure for projects in my part of the 
organisation, but project managers are free to 
modify it to suit the project. After all, the way the 
project is run is less important than ensuring the 
project achieves value for the organisation. Having 
the same structure across multiple projects helps 
the team members find documents quicker.
Recommendations: Ensure the project document 
repository is set up at the beginning of your project. 
After all, you'll need somewhere to put your roles & 
responsibilities, team induction documents, team 
ground rules and the first team meeting minutes! 
Ensure that all team members have access … some 
might have to access from outside the intranet. Also 
that they understand the rules for checking docu-

ments in and out, and version management. Make 
sure you invest time in keeping the document 
repository structured and clean. This can mean 
•policingŽ it for junk documents or people not 
keeping to the rules. Allowing it to deteriorate 
during the project can cause major headaches later 
on.

In Summary
An experienced project manager will often already 
do these things in every project. And often in his or 
her own way; not everyone needs to follow my way 
of working. But hopefully these five small things at 
least trigger you to give attention to the small and 
mundane at the beginning of your projects (and 
remember to keep them up-to-date) so that you 
have more time for the big and urgent items as 
your project picks up speed.
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One of the top reasons for project failure has been 
attributed to the effect of Scope Creep.  This article 
brings about some aspects regarding Scope Creep 
reasons and mitigation measures that could help 
handle projects better.

Scope Creep refers to uncontrolled changes in a 
project•s scope. This phenomenon can occur when 
the scope of a project is not properly defined, 
documented or controlled.

Why does Scope Creep occur?

Historically, there are few obvious reasons that have 
been responsible to enable Scope creep. They are 
listed below

a) Incomplete/In articulate compilation of Business 
and Functional Requirements
b) Being unaware of Customer real needs
c) Inadequate understanding of Business Objective 
of undertaking the project
d) Non Involvement of Stakeholders at the Initial 
Stages of the project
e) Poor communication
f) Poor Change Control Process
g) Underestimating the complexity of a problem in 
unknown territory
h) Consolidation of multiple projects
i) Gold Plating

What is the Impact of Scope Creep that occurs 
during the Course of a project?

Scope changes can fall into two types: new require-
ments or modifications of existing requirements. 
Scope Creep leads invariably to schedule and cost 
overrun. In general terms, scope creep can cost up 
to four times as much as initial development costs.  
The Costs of scope creep can include :  (a) deferred 
benefits and lowered return on investment (ROI); (b) 
increased maintenance costs; and (c) additional 
expected loss, such as if the project is cancelled.
How do we prevent Scope Creep?

The Project should be a joint effort between the 
business unit(s) and IT. Decisions should be shared 
in such areas as approaches, requirements and 
vendor selections. Setting the Project objectives 
and goals to all the stakeholders from the begin-
ning of the project is imperative to make sure all are 
collective responsible to make the project success-
ful.

During the Collect requirements process, it would 
be essential to prioritize the requirements in to 
must-haves and nice-to-have. This facilitates easy 
arbitration during dispute or additional require-
ments that arise during the later stages of the 
project.

Scope Creep:  Project Stumblesƒ.How do we go about?
 - Suresh GP, PMP, Architecture & Standard Governance Manager
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Prototyping and JAD (Joint Application Develop-
ment) sessions between the business 
unit/Customer and IT validates the functional 
requirement with the business without major 
surprises at the end of the Project.

Freezing business/functional requirements with the 
approval of all the stakeholders and publishing it to 
appropriate audience is a key aspect of Require-
ments Management

Though there are times, when a change is required 
by legal or regulatory control, it is essential to asses 
the impact of change, document the changes and 
manage it through Change Control Process. 

The Final caveat would be to communicate to all the 
stakeholders on a regular basis on the changes 
being processed or rejected with respect to the 
scope of the project. About 90 % of the time, 
customers are happy to have a change rejected 
with sufficient reason and communication.

Manage Vs Prevent

With Projects of different order and magnitude 
being executed today, it would not be possible to 
completely eliminate Scope Creep. As a Project 
Manager, it would be our ownership to manage 

Scope creep better without affecting the stakes of 
the project. Instead of allowing Stakeholders to 
come up with a blame game, it would be worth-
while to focus on resolution instead of targeting 
names.

Dividing project to phases wherever possible, helps 
changes to be brought into the fold on subsequent 
phases more easily. It also works well when the time 
to market needs to be quick

Conclusion

Lessons learnt report and Post implementation 
reviews should bring about clear evidence of how 
scope changes were managed and controlled 
during the lifecycle of the project. CSAT surveys 
should also insist on Stakeholders feedback on how 
scope changes were addressed and executed 
during the course of the project. These would serve 
as rich repository for future projects to be handled 
better following the Continual Improvement Cycle.

These steps do not guarantee eliminating scope 
creep completely, but has been providing excellent 
results and value addition for most of the projects 
that I have seen handled by PM`s across domains.

Getting started in project management can be 
tough.  When starting out, there are many questions 
and challenges to face, and they are different based 
on your particular background and situation.  

People who struggle with this come from various 
backgrounds:

Project Newbies - You might be a recent graduate or 
switching careers.  If you have no experience what-
soever with working on or managing projects, it can 
seem almost impossible to get your foot in the door.  

Technical Gurus … You have been on project teams 
and been •in the trenchesŽ getting things done.  
Now it seems that managing these projects is your 
calling, but you have to go through a paradigm shift 
and learn new skills to make the transition.

People Managers … You have been managing 

people and are good at it.  Now you want to expand 
your horizons and switch from the day-to-day 
management of functional teams to the dynamic 
environment of delivering unique projects.

You might be trying to break into project manage-
ment, or you may be an •Accidental Project Man-
agerŽ who looked up one day and asked, •What have 
I gotten myself into?Ž  A project fell in your lap 
somehow.  How do you get good at managing it, 
now that it is a thorn in your side great opportunity 
in your life?

The questions I get most from these groups center 
around expanding knowledge, gaining experience, 
and planning your career path.  Answers change 
based on individual circumstances.  Your personality 
attributes and background play heavily into the 
path forward.

Starting Your Project Management Career
- By Josh Nankivel, BSc PM, PMP
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Hard and Soft Skills
Natural aptitudes vary from person to person, but 
you can acquire a level of competency for nearly all 
project management skills through education and 
experience.

Hard Skills refer to competency with the tools and 
techniques of formal project management.  If you 
are analytical by nature, hard skills are relatively 
easy for you to acquire and master.

Soft Skills or •people skillsŽ include competency in 
communication and relationships with other 
people.  Outgoing •people personsŽ have a natural 
aptitude to be comfortable in this arena, but can 
also engage in many ineffective approaches when 
lacking in knowledge and experience.  Do not 
confuse personal attributes with soft skills.  I cannot 
influence personal attributes and aptitudes, but I 
can teach soft skills.

Building Knowledge
Regardless of which group you belong to, you will 
need to expand your knowledge base.

Technical Gurus will likely pick up the hard skills 
quickly, but many of the soft skills practices of 
managing people effectively and politics may be 
somewhat new.  People Managers will find soft skill 
nuances in project environments and many of the 
hard skills will be new territory.  Project Newbies 
may be familiar with some of the theories in project 
management, but are going to need a lot of real-
world knowledge, experience, and coaching to land 
that first job and formulate their project manager 
career path.

Some great sources of real-world project manage-
ment education include:

Blogs/Podcasts … Use sites like     
 http://blogsearch.google.com to find them

Books … Focus on the basics first, follow the   
 cutting edge later

Join PM Organizations … Local PMI Chapters are a  
 great example

Training … Focus on gaining useful knowledge,   
 certifications come later!

Finding a Mentor and Gaining Experience
A mentor is a huge boon to you if you can find one.  
You can find mentors by networking locally or 
online, but be sure you approach them in the right 
way and offer benefit to them in exchange for their 

wisdom.  Your goal should be to offer valuable 
assistance to potential mentors, with the hope (but 
not expectation) they will reciprocate by sharing 
their lessons learned.

Do not just ask to •shadowŽ them.  What value are 
you offering them?  Ask if there are tasks (mundane 
as they may be) that you could do for them, to free 
their time up.  If you are a project team member, ask 
if you can help compile the status report or take 
meeting minutes during project meetings.  

Donate your time; this is in addition to your current 
responsibilities.  Whether volunteering for another 
organization or within your own company, this is a 
great way to gain experience.  Within your own 
organization you should let it be known you are 
interested in project management; not just through 
words but by your daily actions.

What You Need To Grow
Is the organization you work for now a good envi-
ronment for your desired career path?

Does your company make money by delivering 
successful projects, and/or do they respect Project 
Management as a formal discipline worth investing 
in?  If so, you will likely see opportunities for entry-
level positions in project management that provide 
specialization such as:

Project Controller
Project Coordinator
Project Assistant
Project Analyst
Project Scheduler
Junior Project Manager
Assistant Project Manager

Other organizations may have a progression of 
technical or management roles through which you 
can pass and eventually start managing your own 
projects.  Whatever your situation, put yourself into 
the best environment possible, and plan out your 
career path ahead of time so you have a roadmap 
with goals to follow.

Oh, and when you get there, be a mentor for some-
one else!

About the author: Josh Nankivel, BSc PM, PMP is a 
noted PM expert and provides training and mentor-
ing at http://learn.pmStudent.com/ChapterMember.
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Software Configuration Management- Best Practices
By Virendra Parmar, PMP & Rajiv Bhalotia, PMP

Introduction:
Think how much time you would save if your team 
had a common understanding of what to store 
where, knew how to name and version document 
and code files and always has access to the latest 
code/document, Avoid all rework caused because of 
working on older version of document/code files.
All this could be achieved with a very simple 
approach called Configuration Management (CM). 
An attempt has been made in this article to describe 
some of the CM best-practices implemented in a 
software development project. It also provides a 
abstract view of the CM System without going into 
details of any specific CM tool.
CM Planning
Implementing a CM system starts with establishing 
a CM Plan and sharing it with the project team. This 
plan is generally prepared by the Project Manager 
with consultation from the project team; such plan 
can also be available under the Organisation Process 
Assets. This plan at a high-level will have the follow-
ing.
1.It will identify various configurable and non-
configurable items for the particular project and 
determine their storage path in the repository.

2.Determine the Naming/ versioning /archiving 
conventions used.

3.Determine the Change Control /Access configura-
tion mechanism 

4.Agree upon a Build Strategy

1. CI Identification and Determining Stor-
age Path
This essentially means identifying all work products, 
including all other items necessary to build the 
product; the following is an example of Configu-
rable items identified to be stored in the CM System

Code files, Header files.
Build environments, Product environment.
Compiler.
Third party software necessary for the execution  

 of the program along with version details. 
List of freeware used along with support details,  

 (you might need support contract for •freeŽ 
 software at times)

User Documentation.

It is a best practice to create a standard directory 

structure for each project. Think of a typical Work 
break down structure (WBS) when creating the 
folder structure, eg; a nested folder structure start-
ing with two folders for storing Project manage-
ment Document and Project Deliverables. The PM 
Docs folder can be further nested to store all project 
management plans as shown below: 

1. Project Management
1.1 Project Plans
1.1.1 Resource Plan
2. Project Deliverables
2.1 Functional Specification
2.2 Design Specification

Using numbers in front of the directory name helps, 
as it ensures easier navigation of each document. 

Another common practice is to create directories to 
support project life cycles or organization processes. 
For eg; you can have a directory structure as below: 

Requirements
Architecture
Design
Unit Tests
Integration Tests
System Tests
Customer Acceptance Tests

Enough consideration should be given when decid-
ing directory structure as it could out live project 
and product life cycle.

2. Naming/Version Control
Determining a naming convention for all work 
products helps in easy identification and retrieval of 
documents. The naming convention could be very 
effective if one use numbers in front of each docu-
ment; it makes sorting files easier.
One might also consider using YYYYMMDD as a 
format for storing historical records like weekly 
reports, program status reports, minutes of meeting 
etc. 
Version control mechanism should be such that one 
can easily identify Major versions and revisions to 
the document.

Header and footer for each document which 
contain date, document name, version and copy-
right information provides a professional look to the 
document, besides ensuring good version control.
Use of track change when modifying existing docu-
ment saves lots of time for reviewers. How often 
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have you seen people breaking their heads to find 
out what is changed in a 100 page document?

3. Access configuration & Change Control 
Managing Changes to Configuration Items using 
Change Requests in reasonably complex projects is a 
good idea. All change requests must be discussed 
and agreed in CCB (Change Control Board). 
All changes made to the identified Configuration 
items must have corresponding change requests. 
There are many tools available in the market which 
can solve the purpose. It helps if there is an integra-
tion of Change Management tools with Configura-
tion Management tools. The benefits could be as 
follows:
�zEnsure that only approved changes are incorpo-
rated in final product. 

�zRules can be configured for change control. For 
example, changes need to be approved by the 
release managers or System Test Managers after all 
system tests are performed.

These Processes comes with overhead in terms of 
additional management efforts, and it might not be 
justified in small independent projects. PM needs to 
make a judgment call when they come across such 
requirements in their projects.

4. Build Strategy
For some complex products it takes at least an hour 
to build the entire Software System. This is often 
observed in large teams that, while changes work 
individually, they fail when integrated. There could 
be either because 1. Build failures or 2.Runtime 
failures.
Disciplined approach to Build Management could 
prevent both these type of failures. A small invest-
ment in this area could payback multiple times later.

Build Failures:  While it•s mandatory that each 
developer performs his/her own build and com-
pletes unit testing before submitting the code, 
he/she would seldom build the entire product to test 
it. Usually organization performs hourly /nightly/ 
daily /weekly build which automatically start at a 
specified time, this allow problems to manifest as 
soon as possible, and eventually early resolution. 
Runtime failures: are much more painful and there is 
no golden rule here. However, it will help if you have 

following support in-build in your product lifecycle:
�zAbility to perform product sanity test before 
releasing product to test teams.

�zAbility to provide patch and update if there is a 
critical defect found soon after build is completed. 
Note that it•s time consuming to perform clean build 
at times, and the only viable solution is to provide a 
quick patch to defect fix.

�zAbility to remove a defect fix from the build can 
also be very useful in certain scenarios. Likewise 
ability to disable certain features can be very useful.

Conclusion 
CMM (Capability Maturity Model) recommends that 
organization should have good Configuration Man-
agement System to ensure that they qualify at level 
2. This is a founding stone of good Software Devel-
opment practice. You will learn from experience 
despite having all the processes mentioned above, 
Whilst tools will support majority of tasks mentioned 
above, the differentiating factor shall be well defined 
processes and compliance of those processes by 
entire team. The project manager plays a significant 
role in ensuring such compliances.
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