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Very few proj ects go as planned, however, proj ects that fai l of ten fol low a pat tern.  Normally proj ects fai l due 
to issues  with: 

Personnel - These issues range f rom wrong skil l sets to bad work environments. 
Project Management - These issues relate to improper processes and techniques for managing proj ects. 
Application - These are issues with the applicat ion itself . 
Technology - These are issues with the technology chosen for the applicat ion. 

In this newslet ter, we wil l focus on Personnel issues, we wil l cover the other issues in subsequent newslet ters.  
Below are the common proj ect management mistakes relat ing to Personnel: 

Programmer Gold Plating - Gold Plat ing is when a programmer interprets the specif icat ion in a certain 
way and decides to add bells and whist les that were not in the original specif icat ion.  This is done because 
they believe the ext ra features wil l add value to the product but do not realize that adding those 
addit ional features could be counter to the overall development plan and can create a lot of addit ional 
work.  

Here is an example:  
Let's say that the specification calls for creating a logon that prompts the user for a userid and password, 
validates it for a match and logs the person in.   The programmer decides that this not suf f icient , so 
creates logic to check for short and long passwords, sends an email to the administ rator i f the person t ries 
to logon 3 times unsuccessfully, and adds "forgot password" and "change password" features.

While well intent ioned, the programmer may not realize that these things were thought of originally, but 
was decided that i t would be bet ter to implement them in a future release, so that they could go to 
market more quickly. Also, since the programmer created 2 new screens (forgot password and change 
password screens), which now requires the documentat ion team to document the new screens and add 
those to the User Guides, impact ing the documentat ion team's deliverables. 
Improper Skill Sets - Another common mistake is to take superstar employees that have a certain ski l l 
set , and put them on another proj ect that requires a dif ferent ski l l set .  For example, a very st rong Java 
programmer (who has had successes in the past), may not have the ski l ls to work in a .NET environment, 
without addit ional re-t raining.  Many managers make the mistake of thinking a programming skil l set is 
the same, regardless of the programming language.  
Poor Work Environments - Crowded and noisy work environments can wreak havoc on proj ect deadl ines.  
Some programming sites have mult iple programmers in one room, which makes it dif f icult to al low them 
to ful ly focus on their tasks.  Other t imes, management condones a work environment that encourages 
unnecessary meet ings and allow employees to stand around the water cooler for hours, draining 
product ivity. 
Problem Employees - Some employees wil l be problemat ic.  Problem employees constant ly cause f rict ion 
between team members, challenge authority and int roduce issues that are not relevant to f inishing the 
project.  
Late Comers - When proj ects fal l behind, the natural react ion is to simply add more bodies.  
Unfortunately, each addit ional resource requires t raining and can quickly drain product ivity f rom 
employees that are already behind schedule. 
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Project Management Guidelines - ht tp: / / www.Pragmat icSW.com/ Pragmat ic/ Templates/ Proj ectMgtGuidelines. rt f

  

Functional Specifications - ht tp: / / www.Pragmat icSW.com/ Pragmat ic/ Templates/ Funct ionalSpec. rt f

  

Architectural Overview - ht tp: / / www.Pragmat icSW.com/ Pragmat ic/ Templates/ ArchitectureOverview. rt f

  

Detailed Design - ht tp: / / www.Pragmat icSW.com/ Pragmat ic/ Templates/ DetailedDesign. rt f

  

Strategic Planning Document - ht tp: / / www.Pragmat icSW.com/ Pragmat ic/ Templates/ St rategicPlanning. rt f

  

Test Design - ht tp: / / www.Pragmat icSW.com/ Pragmat ic/ Templates/ TestDesign. rt f

  

Risk Assessment - ht tp: / / www.Pragmat icSW.com/ Pragmat ic/ Templates/ Risk%20Assessment . rt f

  

Weekly Status - ht tp: / / www.Pragmat icSW.com/ Pragmat ic/ Templates/ WeeklyStatusRpt . rt f

  

User Acceptance Test Release Report - ht tp: / / www.Pragmat icSW.com/ Pragmat ic/ Templates/ UATRelease. rt f

  

Post Mortem Report - ht tp: / / www.Pragmat icSW.com/ Pragmat ic/ Templates/ PostMortem. rt f

  

All Templates - ht tp: / / www.Pragmat icSW.com/ Templates.htm

  

Prior Newsletters - ht tp: / / www.Pragmat icSW.com/ Newslet ters.htm

  

Software Planner - ht tp: / / www.Sof twarePlanner.com

  

Defect Tracker - ht tp: / / www.DefectTracker. com

  

Remoteus (Remote Desktop Sharing) - ht t p:/ / www.Pragmat icSW.com/ Remot eus.asp

  

About the Author

Solutions

 
The l ist of personnel issues discussed are not a complete l ist , but are some of the maj or issues that can cause 
proj ect fai lure.  A way to mit igate the risk of having these issues is to use tools to help you manage the sof tware 
l i fecycle.  For example, Sof tware Planner (ht t p:/ / www.Soft warePlanner.com) al lows you to mit igate a lot of the 
risks above: 

Programmer Gold Plating - During the requirements phase, al l requirements should be reviewed with al l 
proj ect part icipants ahead of t ime.  The issue of Gold Plat ing should be presented and explained and all 
proj ect part icipants should agree not do fal l into this t rap.  Use the Functional Specifications area of 
Sof tware Planner to document customer requirements.  Have programmers create detailed designs so that 
you are clear that they are not gold plat ing.  
More Informat ion on Tracking Cust omer Requirement s...

  

Improper Skills Sets - Have technical leads interview each of their staf f members to ensure that they have 
the ski l ls necessary for the j ob, even if they are exist ing employees with the company.  Use the Shared 
Documents feature of Sof tware Planner to post j ob requirements, expectat ions, and checklists for 
interviewing candidates.
More Informat ion on Shared Documents...

  

Poor Work Environments - If possible, of fer each employee their own of f ice with a door, even if i t is a 10 
x 8 room.  Studies show that this dramat ically increases employee product ivity.  If that is not practical, have 
people in cubes spaced far enough to allow them room to concentrate. Let everyone know that loud noises 
are not tolerated in common spaces.  Create and maintain policies for length of breaks and disruption of 
work.  Finally, encourage meetings that have a real agenda and are needed to better manage your project.  
Discourage meetings that have no purpose other than to check status. 
Problem Employees - Identify these employees quickly in the process and fire them.  The earlier you act on 
these issues, the better off your team will be. 
Late Comers - Identify slipping tasks early in the project management life cycle.  Remedy this with existing 
employees.  If additional resources are needed, train these resources with staff that are not working on 
critical path items.  Software Planner has a mechanism for tracking tasks and allows each employee update 
their percentage complete online. It also sends an Overdue Items Report to you each day via email, 
showing items that are slipping.  This allows you to learn of slipping tasks quickly so that a resolution can be 
found before it is too late to help the person in trouble.
More Informat ion on Project Tasks...

  

Helpful Templates 

  Below are some helpful templates to aid you in developing sof tware solut ions on-t ime and on-budget :
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