Root Cause Analysis Exercise
After the discussion on root cause analysis, the instructor can introduce the following quick exercise. The instructor can pick out one attendee to take the role of the sponsor. The instructor will have the role of the project manager. The attendee should basically ask “why” questions, but don’t just let them as “why” by itself. That is too easy. Ask them to frame questions that contain “why” plus require a little extra thought.

PM: Instructor (project manager), speaking to the sponsor “I’m sorry. It looks like we are going to miss our deadline. We think we are going to need another two weeks to complete the project.”

S: Attendee (sponsor) “Why the delay?”

PM: “There are a number of reasons. The biggest problems were caused by vendor delays and the need to make some design changes late in the project.

S: “Really, let’s start with the vendor. Why were they late?”

PM: “The original schedule asked them to deliver the hardware on June 15. However, later we determined that the hardware needed to be delivered on June 1. They were not able to meet the earlier delivery date.”

S: “I thought this was common hardware. Why couldn’t they ship two weeks early?”

PM: “There was some mix-up in the communication. The date changed, but no one notified the vendor until the week before. By then they could not turn the order around quickly enough.”
S: “Why weren’t they notified earlier?”

PM: “There was some confusion about who was supposed to contact the vendor and it ended up getting dropped.” (Probably as far as this one can go)
S: “I see… How about the testing?”
PM: “Yes, we ran into some testing problems that caused us to have to rework some of the design.”

S: “Why did the design have to be reworked?”

PM: “When we started showing the users some test results, they did not like how the basic screen design looked. They said it was confusing and so we had to rework the screen design, redo some of the programming and redo the tests.”

S. “I remember signing off on the screen design. Why did they need to change?”

PM: “The users said they wanted the screen to be more like their current system.”

S: Did you go through scope change management?”

PM: “No.”

S: “Why not?”

PM: “It seemed like we had no choice but to make this change. All of the users were complaining.”

Other lines of questioning:

S: “Why weren’t you communicating the problems as they occurred and setting expectations that there was a chance of missing the deadline?”

S: “You have standard project management procedures. Why aren’t you following them?”

Conclusion and summary:

The initial delay problem appeared to be caused by the vendor and a late design change. 

After the root cause analysis, it appears the bigger problems are related to project management:

· Poor communication with the vendor

· Lack of scope change management

· Lack of expectation setting 

· Not notifying people that the schedule was at risk, until the delay already reached two weeks.
