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SHOWCASE PROJECT

PROJECT ADMINISTRATION METHODOLOGY:

Achieving Schedule Control on a Large Project
— The Somers Proiect
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The Professional Magazine of the Project Management Institute

=i We all live together, and those of use wholoveand ——

know, live so most. Even if we don't reach the sun, we
shall at least have been up in a balloon.

IB M built a new office complex. Read the details of

| how a dynamically defined project was completed in a timely and
‘ cost effective manner. Details of how to make such a system work |
are rarely discussed.

Henry James

F mr——
|

18-21, 1991. Read the reports of what happened from the President’s column |
to PM NETwork Connection. |

‘— P MI held its Spring Board/CCP Meeting in Dallas, April |
|

EVENTS

PMI Seminar/Symposium
Sep 28-Oct 2, 1991, Dallas, Texas |[See page 12.]

PMI (Certification Examinations)
Sep 29,1991, Dallas, TX
Dec 7,1991, Portland, OR

PMI Regional Seminar/Symposia/Workshops

Other Evenis

Oct 26-28, 1991, Australian Institute of Project Management
Biennial International Conference, Exhibition and Workshop
Sydney, NSW, Australia [For paper submissions,
call 61-2-697-5020 or FAX 61-2-663-2188.]

Oct 27-31, 1991, Portland International Conference on Management

of Engineering and Technology, Portland, Oregon.

[Call, (503) 725-4660 for more information.] _ L
he IBM Sommers project

provides an efficient headquar-

ters facility for several IBM oper- |

ations. Close coordination was |

| required to ensure continued |

. services during the transition. |
Note: Selected Non-PMI cvents will be listed nnder Other Evenlts. See page 4 for address. . - - W .
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PROJECT MANAGEMENT IN ACTION

Showcase Project

PROJECT ADMINISTRATION METHODOLOGY:
Achieving Schedule Control on a Large Project
— The Somers Project

Ed Mahler, IBM Enterprise Systems, Somers, New York

INTRODUCTION

What This Article is About?

This article describes how to imple-
ment pm]ect planning, tracking, and
reporting in order to control a large,
complex project when many of the
project team’s managers and partici-
pants have limited prior experience
implementing formal project man-
agement. The ’roject Admunistration
methodology, which evolved as a by-
product of the Somers Project, is one
step removed from hands-on project
management. It provides a project
administration service for the project
managers, helping them to define
their plans, coordinate their activities
across many organizations, and mo-
tivates them to maintain their com-
mitted schedules. The techniques
that became Project Administration
as the Somers Project progressed will
be described against the backdrop of
this live example. It is hoped that
readers will find this information

usecful for planning and controlling
their own projects.

Project Administration Objectives

Project Administration focuses on
two objectives. One is relieving the
project team to as great a degree as
possible from the burden of project
management’s administrative respon-
sibilities. The second objective is
achieving schedule control. It views
project management as a process con-
trol system. Once plans are built and
the project is executing, a feedback
loop is provided in the form of clear,
easy to understand status reports
which the project participants and
managers use to adjust their activities.
The commitment of the project’s ex-
ecutive sponsor is leveraged to moti-
vate the project managers and
participants to respond to the feed-
back. It is the challenge of the PA
(Project Administrator) to ensure
that the reports are clear, focus atten-
tion on what needs to be done by

whom, andsee that each project
manager and participant knows that
everyone including the executive
sponsor is receiving the reports.

What is the Somers Project?

Somers is a brand new five-build-
ing site built to house 2,300 head-
quarters executives and staff for the
five lines of business, and their do-
mestic divisions, of the IBM Corpora-
tion. It lies 50 miles north of New
York City in rural northern Westches-
ter County. See area map (Figure 1)
and site diagram (Figure 2). The cen-
tral services building (CSB) houses
the 58,000 square foot raised floor
(computer room) facilities and the
computer operations staff as well as
the other common site facilities such
as the cafeteria, conference rooms,
auditorium, supplies, medical staff,
security, banking, sundry shops, etc.
The four office buildings (OBs) house
the headquarters executives and their
staffs.
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Regional Headquarters 1/S ( Infor-
mation Systems—formerly known as
data processing) is part of the ES
(Enterprise Systems) line of business.
Regional HQ I/5 has been consoli-
dating an increasing number of com-
puter centers in the New York, New
Jersey, and Connecticut area for the
other IBM lines of business and their
85 ~ Ridgefield & divisions over the last several years.

4 ® ;g{;‘,ﬂ?;‘“ _- Each system HQ 1/S takes over is
!

i)

%

“regionalized” so that its software
and operating characteristics become
similar to the other systems in the
region for ease of maintenance and
operations. Regionalization in this
and other IBM U.S. regions has saved
the corporation a considerable sum of
money and headcount.

Thus in preparing for the move to
the new Somers headquarters facility
it became the task of Regional HQ
[/S, which already operates many of
the systems in the area, to prepare the
site for the systems we operate, wire
the buildings and all their offices for
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Figure 2. IBM Somers Site Plan. Certificates of Occupancy (C/O) were issued in November 1988
for the Central Services Building, December 1988 for Office Building (OB) #2, February 1989
for OB #1, June 1989 for OB #3 and August 1989 for OB #4.
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workstation communica- et P SO
tions and printing capabil- e R
ity, move all regional WS e
computer systems to the w““o::d 2 ¥
new site, and move the DIy a’*"ﬁﬁ,@ 5
executives” workstations to yo Qmaggﬁqt‘@
the new site as each of them vgﬁ‘ o Figure 3.

moved.

John Stone was the director
of Regional HQ [/S at the start of this
project. His July 1988 memo to his
organization (Figure 3) outlines his
objectives for the Somers Project:

Project 1: Fitup the Somers CSB 1/5
facility and four OBs.

Project 2: Move 2,200 headquarters
lines of business people from lower
Westchester to Somers, and

Project 3: Relocate all regional custo-
mer computer systems to Somers.

And his criteria for success:

« Meet the committed schedule
« No diﬁruptinn in customer service
- Achieve the stated financial goals

Project Management Challenges
The Somers Project had neither a
sharp starting point nor a firm set of
end objectives. Planning for the site
had begun in the early "80s. HQ [/5

could plan the floor layouts and ca-
bling and order equipment, but could
not do any physical work at the site
until the C/O (Certificate of Occu-
pancy) was available for the CSB. But
construction delays made the C/O
dates for the five buildings almost
impossible to predict.

The end was not well defined be-
cause negotiations continued with
other organizations to regionalize
and move their systems during the
life of the project. When the project
was over, a number of systems had
been moved that were not antici-
pated at the start,

Project timing was squeezed from
both ends. C/0O dates were con-
stantly being delayed. And leases on
office space where our future Somers
tenants worked were coming up for
renewal, challenging us to build

11

schedules that would prepare the fa-
cilities and move people and equip-
ment to Somers before we mcurred
the costs of lease extensions. Thus the
project teams, when finally under
way, had to execute as efficiently as
possible to avoid penalties.

This was far and away the largest,
most complex project the Enterprise
Systems Regional HQ 1/S had ever
attempted.

Complexity

Figure 4 conveys, ata high level, an
example of the complexity of the
project in terms of both the many
hardware interfaces and organiza-
tional interfaces. The upper portion
represents the Somers site and
the lower portion a typical site
in lower Westchester. The cen-
ter of the diagram indicates the
names of each organiza-
tion responsible for the
components  directly
above and below them.
For example, Network
Implementation is re-
sponsible for wiring 3299s and work-
station drops in both the Somers OBs
and lower Westchester sites. Eight dif-
ferent organizations are represented
across the middle. Three—NSD, NIPN,
and RECS—are outside the Regional

HQ /S directorate.

Regional HQ I/S
Project Management
Achievementis

The C/O for the CSB finally mate-
rialized at the end of August 1988.
The project team fitup the CSB and
prepared the facility for the first occu-
pants to move by the end of October.
Ower a fourteen-month period from
August 1988 to October 1989, the 150-
person project team moved eighteen
computer systems and 2,300 execu-
tives and staff personnel to the five-
building complex. Twenty-six
first-line organizations crossing three
corporate vice presidencies defined
210 plans containing 5,472 tasks.
They coordinated 30 person-years of
work effort, an average of 112 tasks
involving 88 person-days of work ef-
fort per week. Fifty major milestones
were completed on schedule to the
exact day with no disruptions to
customer service, and the project’s fi-
nancial objectives were exceeded.





















