Points to consider before embarking on an IT project

(e.g. the development or introduction of new software in an organisation)

1. Are we clear why the old system is bad/needs to be replaced (not just that it is ‘old fashioned’)?

2. Has the dissatisfaction for the old system come from the users, or from what quarter?

3. Have the users been consulted on what they would like to see in a new system?  Will the new system affect people other than the exisitng users?

4. Is the essence of the proposed new system in line with the policy of the organisation?  Is senior management in favour of it?

5. Will the new system imply structural changes in the organisation, unemployment etc?

6. Have the features and objectives of the new system been clearly defined in a specification document?  Have you checked it?  Who was this document drawn up by, and who was consulted?

7. Has, or will a project plan be drawn up?

8. Has a cost/benefit analysis or ROI been done for the exercise? (do not be satisfied with ‘intangible’ benefits unless they can be quantified in some way).

9. Have we thought about time for testing, handover, conversion and user training for the new system, in the project plan?

10. Should an introductory/feasibility study/prototype system first be done?

11. Has a risk analysis been carried out? What is the worst, which will happen if the project goes wrong/is cancelled?

12. Have we decided the ‘build or buy’ question?  On what basis?

13. Have we researched different solutions and alternatives, and what competitors have got, or are doing?

14. Have we identified all the necessary technical skills and equipment for the project: do we have them, or can they be acquired?

15. Is the project ‘high profile’, ‘political’ – and linked to the ‘vision’ of the organisation? (Beware!)

16. Is there a separate ‘development manager’ – and what is your relationship to him/her?

17. Do you have the final say in choosing your project team?  Will you have freedom to hire temporary staff from outside?

18. For the duration of the project, will the project team report to you, or their functional bosses?

19. What team structure and project management methodology are to be used?

20. Has the budget for the project been approved?  Do you have the signing rights over this budget?

21. Do you have the authority to ‘kill’ the project once it is underway?  Who else does?

22. Have you identified all the stakeholders of the project (EVERYONE whom it will interest or affect)?  Do not forget the people who are against the project!

23. Has the timescale of the project been agreed (and guaranteed it will not be foreshortened?)?

24. Will there be a legal contract involved for the project development?  What are its conditions?  Are there penalties for time, cost overrun etc.?

Dilemmas

a) What (as a PM) do you do if you are under pressure from management to undertake this project but you feel it is unwise/unjustified?

b) What do you do if during a project tasks are running behind, or overrunning costs, but from factors outside your control?

c) How do you motivate a team who seem to be becoming cynical or disillusioned about the project?

