
It does involve: 
 

•    Common sense 
•    Being goal oriented 
•    “Sleeping with one eye open” 
•    A simple process 
•    Applying the art and science of project management 
•    Managing change 
•    Understanding the relationships between processes and systems 
•    Excellent communication 
•    Being truthful with all involved 
•    Creativity 
•    Understanding the concepts of momentum 
•    Accepting reality 
•    Understanding human nature 
•    Being able to apply project phasing concepts 
•    Anticipating problems 
•    Understanding the difference between “leading edge” and “bleeding edge” 

technology and knowing how to prevent bleeding when it occurs 
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This report takes a close 
look at implementation of 
large information systems. 
For decades, IT projects 
have had abysmal rates of 
success by any and all stan-
dards.  Is it really that diffi-
cult a task? What can and 
should be done differently? 
What is the difference be-
tween success and failure? 
 
We have a methodology to 
share with you that does not 
involve needing more 
money to guarantee success.  
It does not involve a series 
of complex documents 
which make most methods 
unmanageable.  It does not 
involve techniques that re-
quire PhD’s to understand. 
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For the purpose of this report, we define the implementation components of a project as the 
release management and deployment of a system into the user community.  There are many 
articles written about requirements definition and the system development lifecycle.  There 
are many development methodologies, and although development itself is not without its 
problems, many large projects fail during the deployment phase. 
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HOW  BA D  I S  T H E  PR O B L E M?  
agents, analysts and others 
around the world share in-
formation without using 
paper or time-consuming 
scanning of documents. 
 
The publicity related to 
Government large project 
failures is so heavy that it 
is easy to point fingers, but 
large corporations struggle 
with the same issues that 
prevent success. 

"Ever since there's been IT, 
there have been problems," 
said Allan Holmes, Wash-
ington Bureau Chief for 
CIO, a magazine published 
for information executives. 
"The private sector strug-
gles with this as well. It's 
not just ... the federal gov-
ernment that ... can't get it 
right. This is difficult" . 

Mr. Holmes is right about 
one thing.  The problem is 
not unique to the public 
sector. Large corporations 
are plagued by the same 
problems when trying to 
implement new technol-
ogy. 
 
Ten years ago American 
Airlines settled a lawsuit 
with Budget Rent-A-Car, 
Marriott Corporation and 
Hilton Hotels after the can-

cellation of the CON-
FIRM car rental and hotel 
reservation system. $165 
million was wasted before 
the project was cancelled. 
 
The problem is also not 
unique to the United 
States or any other single 
country.   
 
Prudential Europe termi-
nated a contract with a 
large international system 
integrator for its “Unite” 
project, which was geared 
at delivering real-time 
web-centric processing of 
life insurance policies and 
pensions as well as related 
back-end systems. This 
UK based firm spent £35 
million before the project 
was cancelled in late 
2001. 
 
Must we continue with 
more examples? We did-
n’t think so.  Saying the 
problem and rates of fail-
ure are bad would be a 
huge understatement. 
Even when large consult-
ing and system integrator 
firms are brought in to 
help, the results are still 
bad. Human nature dic-
tates that the individuals 
in most of these consult-
ing firms fall into the 
same traps that internal 
employees of the client 
organization do. 
 
The scary proposition for 
companies and Govern-
ments is that you cannot 
simply buy your way out 
of this vicious cycle. 
 

First, how bad is the sys-
tems implementation prob-
lem? 
 
According to a frequently 
quoted Standish Group re-
port, only 16.2 per cent of 
projects were “Project Suc-
cessful” which was defined 
as software projects that 
are completed on-time and 
on-budget among U.S. 
companies and govern-
ments. That report was is-
sued in 1995.  It also esti-
mated that $80 billion dol-
lars was being wasted an-
nually as a result of the 
failures. 
 
According to Standish 
Group's latest annual 
Chaos survey (relating to 
2000 data), only 28 per 
cent of all IT projects in the 
U.S., in government and 
industry alike, hit their tar-
gets for budget, functional-
ity and timeliness.  Another 
23 per cent were cancelled 
outright and the rest failed 
on at least one of the 
counts. The estimates for 
the cost of failure today is 
well over the $100 billion 
figure for the U.S. alone. 
 
Here are a couple of the 
extreme examples to un-
derstand the potential for 
disaster.   

The FBI said in January 
2005 it might cancel its 
custom-built, $170 million 
Virtual Case File project 
because it is inadequate 
and outdated. The system 
was intended to help 

 
 

“Only 28 per cent of 
all IT projects in the  
U.S., in government 

and industry alike, hit 
their targets for 

budget, functionality 
and timeliness.  

 
The estimates for the 

cost of failure today is 
well over the $100 

billion figure for the 
U.S. alone.” 

 
 



Successful  Systems Implementation 

Question: How are most IT projects designed? 
Answer: Without a full understanding or anticipation of reality. 
(“Vacuum Mentality” Syndrome) 
 
The realities that are not usually considered during the lifecycle of a 
large systems implementation project include: 
 
•    Reorganizations 
•    Change of project sponsors and key players  
•    Technology changes 
•    Process changes 
•    Resource issues for the project team and user 
•    The user community changes 
•    Needs change 
 
 
Question: What is the shortest path between two points when you are 
trying to design a project? 
Answer: You won’t know when you start the project.  
(“We’ll Take This Path And Stick With It” Syndrome) 

Did you ever wonder why there are a hundred methodologies for the system development 
lifecycle, and not very many written about the deployment of the system?  We have many 
certifications like CMMI for the development organizations and teams.  Many systems 
methods include a section on deployment which amounts to not much more than saying, in-
stall the system and then train the users, then answer their questions.  The “advanced ones” 
often deal with the issue of making sure processes are not designed to contradict system 
functions being deployed.   
 
Why are the other aspects not documented in such a detailed manner? It’s because most of 
the other tasks, techniques and concepts are too often considered to be “common sense”.  As 
we have seen this common sense is not so common when it comes to IT deployment. 
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WH Y  I S  TH E R E  REALLY  A  
CH R O N I C  PR O B L E M?  

“Did you ever wonder 
why there are a 

hundred 
methodologies for the 
system development 

lifecycle, and not very 
many written about the 

deployment of the 
system?” 
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THE  XA L L E S   
4-PHASE  IM P L E M E N TATION  PR O C E S S  

The work products of this implementation phase include 
the following detailed plans: 
•    Product and Service Definition 
•    Testing Plan 
•    Technical Installation Plan 
•    Communication Plan 
•    Training Plan 
•    Support Plan 
•    Overall Implementation Plan which combines ele-

ments from above plans and incorporates the field 
tests, pilots and roll-out plans 

 
These plans are intended to be the roadmap for all partici-
pants in the implementation delivery 
phase.  To achieve the benefits ex-
pected, teams should develop these 
plans with the following guidelines in 
mind: 
•    Plans need to be easy to follow 

and understood by everyone on 
the team 

•    The format of these implementa-
tion plans should be as consistent 
as possible with the formatting of 
other project components or or-
ganizational standards 

•    All team players on a project should be involved in 
parts of the planning process and agree to the need 
and value that their respective tasks have for the pro-
ject. 

Implementation
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Implementation
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Implementation
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Post-Implementation
Analysis

Implementation
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Implementation
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Implementation
Delivery

Post-Implementation
Analysis

Successful  Systems Implementation 

I M P L E M E N T A T I O N  D E L I V E R Y  

This methodology contains the following four phases: 
•    Implementation Planning 
•    Implementation Delivery 
•    Post-Implementation Support  
•    Post-Implementation Analysis 
 
The implementation methodology is based on the following assumptions 
and principles: 
•    A disciplined project management approach is essential.  This method-

ology will enhance but will not replace an effective project manage-
ment methodology.  

•    Explicit but not excessive documentation is needed to communicate 
effectively on large projects.  Detailed plans for each implementation 
component are the products of the planning phase.  These plans are 
then executed in the delivery phase. 

•    Problems will arise throughout the life of a project, therefore an effec-
tive management style will facilitate the resolution of these problems. 

•    The methodology should help everyone highlight the people, products 
and processes involved during all 4 phases. 

•    At all phases of the project the aim of the implementation team should 
be to make it easier for the user/customer and all stakeholders. 
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I M P L E M E N T A T I O N  P L A N N I N G  
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The work products of this implementation phase include, 
but are not limited to: 
•     Delivery of the training programs 
•     Receipt of user/customer feedback 
•     Production of materials and user documentation 
•     Completion of testing 
•     Completion of technical installations 
•     Design of the Operational Support System 
•     Results against measurements of success 
•     Communication of results to stakeholders 
 
The critical success factor during this phase is for partici-
pants to follow the plans closely and communicate their 

work through the pre-established chan-
nels.  Information about task comple-
tions and deficiencies/problems must 
be readily accessible. 
 
It is important to know when the imple-
mentation delivery phase has been 
completed.  This should be established 
during the planning phase.  This sounds 
simpler than it really is.  There should 
be a finite list of transition tasks that 
signal the end of the delivery and the 
beginning of support ownership of the 

remaining processes and responsibilities.  In addition, 
clear sign-offs at the completion of the delivery phase are 
required for project success. 
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Most new technology or systems implementation 
efforts are made on a project basis.  As stated ear-
lier, the implementation methodology does not 
exclude the need for a solid approach to project 
management.  At a high level view effective pro-
ject management translates into the ability to as-
semble the right resources into the correct struc-
ture so that the project team has strength in the 
following areas: 
 
•    Strategy & Planning 
•    Execution 
•    Problem Solving 
•    Crisis Management 
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PR O J E C T  
MA N A G E M E N T  
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P O S T - I M P L E M E N T A T I O N  
A N A L Y S I S  

P O S T -  I M P L E M E N T A T I O N  
S U P P O R T  

The beginning of this phase involves one or more of 
the following: 
•    Some project teams are disbanded 
•    Some project staff take on permanent support roles 
•    New staff are brought in to take on support roles 
•    Some contracting and/or consulting roles are com-

pleted after an appropriate knowledge and skills 
transfer period 

 
The ongoing support effort is often an undervalued 
component to technology-oriented projects.  If an effec-
tive support system is not deployed which can be sus-
tained long term, the results achieved during the imple-
mentation delivery can be wiped out, and in some cases 
a new project team is created to solve problems.  These 
drastic steps will not be necessary if the support system 
is planned for in conjunction with and as an integral 
part of the implementation planning 
process. 
 
Clear leadership needs to be in place 
for the support group.  Often it is the 
last piece to be field tested and it is 
the most likely component that will 
need modifications after the imple-
mentation work has been completed.  
Unexpected volumes or types of 
problems could necessitate changes 
to the support process itself.  
 
A successful support phase is built on a simple business 
process and effective communication with users and 
customers. 

This phase involves analysis aimed at providing improve-
ments to: 
•    Product/service development 
•    Testing processes 
•    Future technical installations 
•    Communication, training and support processes 
•    Call/help center design 
•    Future implementation planning 
 
To take full advantage of a project as a learning experi-
ence, post-implementation analysis can provide insights 
into planning and execution decisions.  This is an opportu-
nity to identify and judge the assumptions that were made 
and evaluate the corresponding rationale for the ap-
proaches developed in the planning phase. 
 
Participants in this type of analysis should be knowledge-

able in the psychology related to hind-
sight analysis and its common pitfalls.  
The post-implementation analysis pro-
vides a feedback loop for the other three 
phases resulting in continuous improve-
ment. 



the key personnel’s skill-
set before the start of the 
project, preferably by all 
on the team. 

C R I S I S                     
M A N A G E M E N T  
( A . K . A .  S P I N  
C O N T R O L )  
If a more serious mistake is 
made in any of the previ-
ous stages, a problem could 
result that would put a sig-
nificant component or the 
entire project in jeopardy.  
There are techniques that 
advanced problem solvers 
use in these situations.  
Here are a few essential 
tasks for every project to 
consider before completing 
the planning stage:   
•   Identify a clear chain of 
command   for  rapid  deci-  

S T R A T E G Y  A N D  
P L A N N I N G  
If the team has a strategy 
and a well defined set of 
objectives and resources 
within which to work, the 
job of implementation 
planning can begin.  The 
products (detailed plans) of 
the planning phase will 
provide the teams with a 
road map that can be used 
to make progress and up-
date others on that pro-
gress. 

E X E C U T I O N  
Using well-described plan-
ning documents, the teams 
will launch into following 
their procedures and tasks.  
Motivation, regular feed-
back and clear goals need 

BE Y O N D  T H E  PR O C E S S E S  

Successful  Systems Implementation 

to be part of the plan to 
ensure disciplined execu-
tion.   

P R O B L E M   
S O L V I N G  
Problems can arise through 
mistakes or incorrect as-
sumptions in the planning 
or execution stage.  To 
mitigate the negative af-
fects of the problem a 
structure should be in place 
whereby: 
•     There is clear owner-
ship of the problem. 
•     Team players will 
have a clear understanding 
of their scope and control 
of project resources avail-
able for solving the prob-
lem. 
•     Problem solving skills 
and tools will be a part of 

sion making in a crisis. (It 
may or may not be the 
same as the hierarchy in 
place for day to day opera-
tions). 
•   Identify resources that 
can be made available or 
have been set aside for seri-
ous problems. 
•   Identify a spin doctor 
for the project who will fa-
cilitate the process regard-
less of which area the crisis 
is in. Depending on the in-
dividual’s skills, the spin 
doctor will usually be the 
person responsible for solv-
ing the problem. 
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You have read the above 
and say to yourself, “so far 
this seems straight-forward 
enough. I can do this.  
What else is needed to be 
successful?” 
 
There are a series of con-
cepts and techniques that 
supplement the basic proc-
ess. Just like the process, 
none of these items are 
complex by themselves, 
but they are essential ingre-
dients to a successful im-
plementation project. 
 
T R U T H  A N D   
H O N E S T Y  
Project sponsors should 
hook each of their project 
managers up to a polygraph 
machine once per week to 
discuss the project status. 
Then the project managers 
should hook the project 
sponsor up to that same 
machine.  Too many times 
project  teams start  
“spinning” the project pro-
gress within the organiza-
tion.  Projects are difficult - 

enough without an internal 
view of the reality, good or 
bad.  The spinning comes 
later when dealing with 
project momentum. 
 
T E A M   
M A N A G E M E N T  
Group dynamics and per-
ceptions of the group can 
be the difference when im-
plementing new technol-
ogy.  How do you turn an 
organization into a team? 
The art of building and 
managing a team means 
understanding each per-
son’s  strengths  and  weak-
nesses, their personality 
and behavioural tendencies 
and their opinions about 
the project and the other 
team members.  A small 
team, well designed and 
constructed can outperform 
any large unorganized team 
every time.  Focus on team 
building.  Do not discount 
the affect that team bond-
ing has on performance.  
The make up of a team 
needs to create a positive 

impression with stake-
holders and users.  If the 
users think that team mem-
bers do not believe in the 
new process and technol-
ogy, the users can lose faith 
too.  All team members are 
team representatives for the 
project.  The team itself 
must be marketed to the 
stakeholders. 
 
B U S I N E S S  
S A V V Y  
Business savvy sums up a 
collection of skills that in-
volves “political” under-
standing and know-how.  
Being able to deal with all 
your project stakeholders is 
critical.  Understanding the 
nature of relationships with 
your project sponsors, 
champions and the motiva-
tion of each of those indi-
viduals will help you 
greatly on any difficult pro-
ject. It’s often the people 
involved and working envi-
ronment versus the project 
constraints that make an 
implementation project 

 most difficult.  In the 
midst of the inevitable po-
litical dynamics of organi-
zations, working effec-
tively means developing a 
plan for each party.  Once 
the research and knowl-
edge have been acquired, 
you will often need to cre-
ate a unique communica-
tion plan for each individ-
ual to control their tenden-
cies where the implementa-
tion is affected.  If you 
manage the political dy-
namics  affecting a  project 
you   have  the  opportunity 
to manage the results.    
 
T R A I N I N G  N E W     
T R A I N E R S  
On many implementation 
projects, one of two fatal 
flaws are common.  The 
training of the users is as-
signed to an organization’s 
existing training team, 
which is made up of people 
who usually have no exper-
tise in the new system be-
ing implemented.  These 
training generalists do not  
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One last question: 
 
Who is ultimately responsible for the successful system implementation of the project?  
 
If you can answer this question, your project team might be almost half way towards a 
successful result on your project. 
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AS K I N G  T H E  R I G H T  
QU E S T I O N S  
We could list pages and pages of checklists that accompany this 
methodology, but as a starter program, make sure your implemen-
tation program asks and answers the following key questions: 
 
•    What are all stakeholders expecting and when? 
•    What promises have been made? 
•    What is the value of the new system to each stakeholder? 
•    Do you have a plan for the following types of testing: unit, 

integration, regression, acceptance, production, installation, 
system performance, user performance, usability, security, 
hardware, platform, network, language compliance, legal 
compliance, and stress testing 

•    What are the stakeholder feedback loops? 
•    What are the installation and back up procedures? 
•    What are the disaster recovery procedures, tools and people 

responsible? 
•    Who is the implementation spin doctor? 
•    How are the online help, user manuals, training materials and 

job aids integrated together? 

"Sponsors should hook 
each of their project 

managers up to a 
polygraph machine to 

discuss the project 
status, and vice 

versa." 

have the ability to answer 
difficult process questions 
from the training partici-
pants, and worse, they have 
no credibility with the us-
ers.  The second scenario is 
when organizations take 
subject matter experts to 
work on the project team, 
usually as business analysts 
or software testers and then 
expect these individuals to 
be trainers because they 
know the system better 
than the general corporate  
trainers.  The problem with  

this scenario is that these 
people usually have no 
training skills, which 
means they might have bet-
ter credibility with the us-
ers but the training is deliv-
ered ineffectively. The se-
cret to success is combin-
ing the subject matter ex-
pertise with effective train-
ing skills.  Trainers should 
understand adult learning 
principles, training tech-
niques and be effective fa-
cilitators of learning.  This 
needs to be built into im-

CO N C L U S I O N  

plementation plans. 
 
G O O D  K P I S  
( K E Y  P E R F O R M -
A N C E  I N D I C A -
T O R S )  
Follow these guidelines for 
creating good implementa-
tion KPIs: 
•  KPIs should be hierar-
chical and based on overall 
project and implementation 
goals 
• Set standards for each 
KPI for people to strive 
towards 

• 1-2 pages per project, 
maintain 
max.1 hour per week to  
•  Avoid conflicts between 
KPIs 
•  Ensure consistency with 
overall project and organ-
izational measurements 
• Reward team member 
performance against KPI 
goals 
•  Show KPIs visually to 
all project staff and man-
agement 
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