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4 Signs Your Project Is In Trouble 

Shane Vaz is a Project Manager with 10 
Years Project Management Experience 
in delivering IT, Banking, Finance and 
Regulatory projects in United Kingdom, 
Australia, Ireland, India and USA. Shane 
is certified in Agile and Waterfall project 
delivery methodologies. Shane is 

married, a father of 4, and living in Sydney, Australia.  

In my experience, there are warning signs that a project 
may be going in the wrong direction. Below are some signs 
that indicate your project may be in trouble. I have found 
that these are not as obvious as time, cost and quality 
delays but have been useful to me in foreseeing when a 
project may be heading for problems. 

1. You spend your time fighting fires - Most project 
leaders engage in resolving problems when they arise, but 
if you are spending time constantly battling problems and 
trying to find solutions, it going to impact your project. It 
shifts your focus away from the important tasks at hand. 

As a project leader, it is important to maintain focus on the 
road ahead so that you can anticipate problems. Not having 
to constantly resolve issues is the key to getting ahead of 
any problems. 

A productive way to for me to manage this is through 
constantly reviewing and refining the Risk and Issues log. 
This way if any issues do materialize they would have had 
visibility ahead of time and a possible resolution or 
mitigation available. 

2. Stakeholders always delayed in providing signoff - 
Do you find your stakeholders have to be constantly chased 
for signoffs or approvals? This can be a sign that your 
stakeholders are not as engaged in the project as they 
should be. 

The easiest way to make sure stakeholders provide signoff 
on time is by keeping them involved in the project 
throughout. The simplest way to do this is via regular status 
updates or meetings. 

Generally, most stakeholders do not like meetings so they 
might be unlikely to show up. To resolve this, I normally 
reduce the length of the meeting or reduce its frequency. I 
have found that by having meetings at distributed intervals 
when signoffs will be required is the easiest way to make 
sure stakeholders are prepared for what is coming and 
what is expected from them. 

3. Team members continuously billing longer hours to 
your project - Project teams will no doubt be required to 
spend longer hours during key phases of the project. If you, 
as project leader, are noticing a constant pattern of 
overtime hours being worked, it is time to question why is 
this happening. 

Is the team facing challenges that are too difficult for the 
skills at hand? Are there distractions that are stopping the 
team from completing the tasks within the agreed time? 
These may be signs that the project is more demanding 
than previously expected and may result in the team getting 
burnt out. I have found that when this starts to happen, the 
best thing to do is to revisit the project plan or resource 
plan and make sure what is forecasted is accurate. Any 
learnings from a previous development should be 
integrated into the forecasting. 

4. You spend more time attending change control 
meetings than you do stand-ups - Change is inevitable in 
a project, especially if the 
duration of a project is 
considerable. If you find you 
have to attend change 
control meetings frequently 
to put changes forward for 
acceptance to the change 
control board, then it is time to put the brakes on the project 
to review the cause of the changes and the effect on the 
project time, resources, and budget. 
I have found that in the past as stakeholders request more 
and more changes, the best thing for me to do as the 
project leader is to slow down the project and dedicate time 
and resources to reviewing the design of the project to 
reduce any additional changes. It is never useful to stop 
completely the phase the project is in unless absolutely 
necessary. Completely stopping a project will only draw 
negative attention.  It is wiser to slow down and dedicate 
resources and time to re-evaluating the reason for the 
changes. 

As a project leader, it is time to re-evaluate the project and 
direction it is heading when you notice the above 
signs.  Only then can you forecast and plan for potential 
issues and consequences. 
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Letter from the President 

First of all, my thanks to the nominating committee to 
get excellent candidates for the next board elections. I 
will also congratulate the candidates and my best 
wishes to all of them for great association with PMI 
Westchester. 

In today’s world we have gas fuel cars, hybrid cars 
and electric cars, each kind has its own market share 

based on requirements. We are moving in similar direction in project 
management methodologies – traditional waterfall, Agile and Scrum 
framework. In last few years, agile and scrum methodologies have already 
replaced many traditional project management concepts and practices. If 
we go by the latest trends in project management of 2016, everyone wants 
to be more agile. Agile was developed for projects requiring significant 
flexibility/speed and is comprised of “sprints” – short delivery cycles. Agile 
may be best-suited for projects requiring less control and real-time 
communication within self-motivated team settings. Agile is highly iterative, 
allowing for rapid adjustments throughout a project. Waterfall methodology 
is sequential in nature; it’s used across many industries, most commonly in 
software development. It’s comprised of static phases (requirements 
analysis, design, testing, implementation and maintenance), executed in a 
specific order. Waterfall allows for increased control throughout each 
phase but can be highly inflexible if scope changes may be anticipated 
later. 

At leadership level, it is the success of the project which matters more than 
the methodology applied. Each process/principle/technology has its own 
pro and cons and we can debate over them at the cost of our success.  
Every new approach comes with added advantages based on the past 
experiences, but you can never have one solution for all situations and 
hence it results into a hybrid approach. It looks more like a compromise but 
a smart approach of having best of both the worlds. The Agile-Waterfall 
model aims to retain the dependency tracking and clarity of Waterfall, while 
embracing the strengths of the agile methodology, providing the flexibility 
and transparency necessary to adapt to the fast changing requirements of 
stakeholders. This approach will follow many iterations before the right mix 
is finalized. I am impressed by some of the articles and success stories 
about hybrid approach. 

For this month chapter meeting, join us for fun and informative Project 
Management Game Night. 

Pawan Kumar, PMP 
President 
PMI Westchester  
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The Problem with Red, Yellow, and Green Project Status 

Greg Smith is a seasoned Agile 
coach and the founder of GS 
Solutions Group. He is a Certified 
Scrum Master, Certified Agile Project 
Manager, and a PMI Agile Certified 
Practitioner. Greg became an 
instructor for Agile Project 

Management at Bellevue College in 2005.  In 2009 Greg 
co-authored Becoming Agile in an Imperfect World.  

Many years ago I worked in a Project Management Office 
at a large financial institution. Once a week I prepared a 
project status report for executive management and the 
PMO director. I would calculate how we were tracking to 
budget, list any major issues or risks, and summarize 
overall status. 

I was also told to mark the project as red, yellow, or green – 
using the following definitions:  

Red: Serious issues and the project will probably be 
delayed or have significant budget overrun. 
Yellow: Potential issues with schedule or budget, but both 
can probably be saved with corrective actions. 
Green: On schedule, on budget, all good. 

The red/yellow/green approach seems simple and logical. 
You only worry stakeholders if something goes wrong, so 
green projects do not need much review or attention. 

However, in my experience the color approach has many 
shortcomings and potential repercussions. Let’s look at few. 

Expectations 
What happens when a green project turns yellow or red? In 
my experience there is an emotional conversation with 
stakeholders. Here are some of comments I frequently hear 
when a project goes from green to yellow: “What went 
wrong?”, “Why didn’t you manage this project better?, “How 
can we avoid this happening again?”, “Why didn’t you see 
this coming?”. 

As a project manager I often feel great guilt with these 
conversations and I too question my competency. But if we 
spend a moment and work our way through the guilt and 
emotion, we can see this issue from a more analytical 
perspective. 

Not in line with normal project uncertainty 
You may be familiar with the cone of uncertainty. The cone 
of uncertainty tells us that you cannot completely 
understand all of the tasks and potential issues within a 
project, at the beginning of a project. 

As the project progresses we learn more and there are less 
risks,  but we can never anticipate everything that could go 
wrong until the project is 100% complete. When we label a 
project as green we are telling the sponsor everything is 
OK, today. 

Sponsors interpret green as everything is OK today and it 
should be for the entire project. It is human nature to 
assume the project is under control and should stay under 
control. 

A Different Approach 
But since any experienced project manager knows that 
green does not necessarily mean green forever, we need to 
speak in verbiage that stakeholders can relate to. To 
address this issue I have changed my color scheme when 
working with sponsors and removed green from my status 
options. 

My options are now: 
Yellow: The project does not have any known issues but 
there is still high risk that something could go wrong (as 
demonstrated by the cone of uncertainty). As with any 
project in flight, we are managing it cautiously and we are 
doing our best to deliver successfully. 

Orange: An issue has surfaced and the project goals are in 
jeopardy. We are triaging the issue(s) and at this time we 
believe we can still be successful. 

Red: An issue has surfaced and we do not believe 100% 
project success can be obtained due to the discovery. More 
than likely we will either miss the desired date, or exceed 
budget, or not be able to deliver the desired scope by the 
target date. 

Conclusion 
What do you think of my approach? I welcome your 
thoughts. I know many stakeholders will “freak-out” at 
seeing no greens, but I believe all projects are yellow until 
they are delivered.  We need to teach stakeholders that this 
a reality of doing business.   
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Top 10 Leadership Qualities of a Project Manager 
Timothy R. Barry is a trainer and 
consultant for ESI International with 
more than 20 years of experience in 
project management. He has worked 
with over 40 major organizations 
worldwide. With over 20 years 
experience, ESI International is the 

world's largest Project Management Training and 
Consulting provider.  

What qualities are most important for a project manager to 
be an effective project leader? It's a question often asked 
and one that makes us sit back and think. Over the past 
few years, the people at ESI International, a leader in 
project management training, have looked at what makes 
an effective project leader. They quizzed some highly-
talented project leaders and compiled a running tally of 
their responses. Below are the top 10 qualities in rank 
order, according to their frequency listed. 

Inspires a Shared Vision 
An effective project leader is often described as having a 
vision of where to go and the ability to articulate it. 
Visionaries thrive on change and being able to draw new 
boundaries. It was once said that a leader is someone who 
"lifts us up, gives us a reason for being and gives the vision 
and spirit to change." Visionary leaders enable people to 
feel they have a real stake in the project. They empower 
people to experience the vision on their own. According to 
Bennis "They offer people opportunities to create their own 
vision, to explore what the vision will mean to their jobs and 
lives, and to envision their future as part of the vision for the 
organization." (Bennis, 1997) 

A Good Communicator 
The ability to communicate with people at all levels is 
almost always named as the second most important skill by 
project managers and team members. Project leadership 
calls for clear communication about goals, responsibility, 
performance, expectations and feedback. 

There is a great deal of value placed on openness and 
directness. The project leader is also the team's link to the 
larger organization. The leader must have the ability to 
effectively negotiate and use persuasion when necessary 
to ensure the success of the team and project. Through 
effective communication, project leaders support individual 
and team achievements by creating explicit guidelines for 
accomplishing results and for the career advancement of 
team members. 

Integrity 
One of the most important things a project leader must 
remember is that his or her actions, and not words, set the 
modus operandi for the team. Good leadership demands 
commitment to, and demonstration of, ethical practices.  

 

Creating standards for ethical behavior for oneself and 
living by these standards, as well as rewarding those who 
exemplify these practices, are responsibilities of project 
leaders. Leadership motivated by self-interest does not 
serve the well being of the team. Leadership based on 
integrity represents nothing less than a set of values others 
share, behavior consistent with values and dedication to 
honesty with self and team members. In other words the 
leader "walks the talk" and in the process earns trust. 

Enthusiasm 
Plain and simple, we don't like leaders who are negative - 
they bring us down. We want leaders with enthusiasm, with 
a bounce in their step, with a can-do attitude. We want to 
believe that we are part of an invigorating journey - we want 
to feel alive. We tend to follow people with a can-do 
attitude, not those who give us 200 reasons why something 
can't be done. Enthusiastic leaders are committed to their 
goals and express this commitment through optimism. 
Leadership emerges as someone expresses such confident 
commitment to a project that others want to share his or her 
optimistic expectations. Enthusiasm is contagious and 
effective leaders know it. 

Empathy 
What is the difference between empathy and sympathy? 
Although the words are similar, they are, in fact, mutually 
exclusive. According to Norman Paul, in sympathy the 
subject is principally absorbed in his or her own feelings as 
they are projected into the object and has little concern for 
the reality and validity of the object's special experience. 
Empathy, on the other hand, presupposes the existence of 
the object as a separate individual, entitled to his or her 
own feelings, ideas and emotional history (Paul, 1970). As 
one student so eloquently put it, "It's nice when a project 
leader acknowledges that we all have a life outside of 
work." 

Competence 
Simply put, to enlist in another's cause, we must believe 
that that person knows what he or she is doing. Leadership 
competence does not however necessarily refer to the 
project leader's technical abilities in the core technology of 
the business. As project management continues to be 
recognized as a field in and of itself, project leaders will be 
chosen based on their ability to successfully lead others 
rather than on technical expertise, as in the past. Having a 
winning track record is the surest way to be considered 
competent. Expertise in leadership skills is another 
dimension in competence. The ability to challenge, inspire, 
enable, model and encourage must be demonstrated if 
leaders are to be seen as capable and competent. 
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How To Create a Project Management Infrastructure from the Ground Up 
Brad Egeland is a Business Solution 
Designer and IT/PM consultant and author 
with over 25 years of software 
development, management, and project 
management experience. Visit Brad's site 
at www.bradegeland.com. 

If we are performing work – internally or externally – that is 
helping to grow the company and yet we are struggling to 
accomplish this work because of poor communication, lack 
of detailed requirements or weak resource management 
and financial management of these efforts then it is likely 
that the organization could benefit greatly from the creation 
of a formal project management infrastructure.  

Your organization is thinking of implementing a project 
management infrastructure. Till now, you've gotten by on 
managing “projects” on the fly -- grabbing some info off the 
Internet to help those who have been forced into managing 
these one-off and mainly internal projects succeed -- or at 
least not fail miserably. 

Now, as you take on more initiatives and your company is 
expanding, you're becoming more technical, possibly 
incorporating work you do for outside clients into projects, 
you begin to see a need for greater structure. Consistent 
delivery is likely to bring repeat successes, increased 
customer satisfaction, and as a result, greater, faster 
company growth. In short, you see a need to create 
structure and formality so that your staff can succeed at 
delivering on an ongoing basis. 

What do you do? What are those first steps? Here's what 
I've seen, done, learned and discussed with clients over the 
past few years. 

Assess the need. First, assess the need. Where have we 
gone so far with project management? Is it enough? What 
is the five year outlook for corporate growth? And is that 
satisfactory? If we are performing work – internally or 
externally – that is helping to grow the company and yet we 
are struggling to accomplish this work because of poor 
communication, lack of detailed requirements or weak 
resource management and financial management of these 
efforts then it is likely that the organization could benefit 
greatly from the creation of a formal project management 
infrastructure. 

I’m not saying that a full-on project management office 
(PMO) is necessary. It may be. Or not. But by hiring some 
experienced project managers, or at first bringing some 
consulting project managers to work with existing staff, and 
then those resources working together to both manage 
projects and create structure and a knowledge-base around 
the work they are performing can be an amazing boost to 
corporate growth in the right situation. 

The hiring process. Is the need big enough to hire a staff 
of project managers? Do we need a PMO with a PMO 
director at the helm?  

Do we just want to start off by bringing in 2-3 consulting 
project managers and proceed from there? All of this 
depends, of course, on the amount of potential project work 
you have coming up in the next six months and what you 
believe the landscape to be in the next five to 10 years. 

I've worked with several startups as a consulting project 
manager – their only PM in some cases – and it worked 
well for me to handle the 3-4 projects they had and work 
with two or three individuals brought in or groomed to be 
project managers long-
term. It all depends on 
the budget and need – 
both short term and 
long term. 

Implement the 
templates. This is 
where the Internet is a 
wonderful tool. There is an abundance of free documents 
and templates that organizations can search for and find 
and use for their own project management infrastructures. 
And the PM processes and templates are generally very 
scalable. 

Networking with other project managers and organizations 
online and in person can also help your current team and 
organization acquire critical knowledge to help this initiative 
get off the ground. 

Rollout the methodology. Basically, this means educate 
the masses. This is where you take what you've created in 
terms of a project management methodology and roll it out 
to the entire organization. This is where you let them know 
it exists, how to take projects to it including the project 
initiation process, and the type of management and 
communication they should expect. You're trying to build 
confidence in the process so that the entire organization will 
use it and buy-in to it. 

Confidence and satisfaction is not just at the customer level 
– it is also an internal thing when we are talking about new 
departments and infrastructures like this that you are asking 
teams to trust their needs, financial resources and possibly 
outside customers to. 

Summary / call for input 
The idea is to create a needed structure...actually 
infrastructure...where there was none. And why? Because 
what you've been doing – even without much structure – 
has made you aware of the benefits of some formal project 
management discipline wrapped around the work that you 
do. With more structure...more formality...more tools, the 
likelihood of repeatable successes followed by customer 
satisfaction and a larger customer base and, therefore, 
corporate growth, is much higher. So, the decision is to go 
for it...and these steps should point you in the right 
direction. 
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10 Tips To Meet Your Project Planning Goals PMI Westchester Sponsors 
Ability to Delegate Tasks 
Trust is an essential element in the relationship of a project 
leader and his or her team. You demonstrate your trust in 
others through your actions - how much you check and 
control their work, how much you delegate and how much 
you allow people to participate. Individuals who are unable 
to trust other people often fail as leaders and forever 
remain little more that micro-managers, or end up doing all 
of the work themselves. As one project management 
student put it, "A good leader is a little lazy." An interesting 
perspective! 

Cool Under Pressure 
In a perfect world, projects would be delivered on time, 
under budget and with no major problems or obstacles to 
overcome. But we don't live in a perfect world - projects 
have problems. A leader with a hardy attitude will take 
these problems in stride. When leaders encounter a 
stressful event, they consider it interesting, they feel they 
can influence the outcome and they see it as an 
opportunity. "Out of the uncertainty and chaos of change, 
leaders rise up and articulate a new image of the future that 
pulls the project together." (Bennis 1997) And remember - 
never let them see you sweat. 

Team-Building Skills 
A team builder can best be defined as a strong person who 
provides the substance that holds the team together in 
common purpose toward the right objective. In order for a 
team to progress from a group of strangers to a single 
cohesive unit, the leader must understand the process and 
dynamics required for this transformation. He or she must 
also know the appropriate leadership style to use during 
each stage of team development. The leader must also 
have an understanding of the different team players styles 
and how to capitalize on each at the proper time, for the 
problem at hand. 

Problem Solving Skills 
Although an effective leader is said to share problem-
solving responsibilities with the team, we expect our project 
leaders to have excellent problem-solving skills themselves. 
They have a "fresh, creative response to here-and-now 
opportunities," and not much concern with how others have 
performed them. (Kouzes 1987) 

References: 
Bennis, W., 1997. "Learning to Lead," Addison-Wesley,MA. 
Kouzes, J. M: "The Leadership Challenge," Jossey-Bass 
Publishers, CA. 
Norman: Parental Empathy. Parenthood, Little, Brown, NY. 

 

PMI Westchester is proud to announce our annual 
sponsors for 2016. They are Strategic Project Leadership 
(SPL), IT Metrics and Productivity Institute (ITMPI), and 
Iona College. Not only do these two organizations 
recognize the importance of project management, but what 
PMI Westchester brings to the local PM Community.  We 
thank them for their sponsorship and look forward to a 
successful 2016. 

 
Copy and paste the link below for the full schedule 

http://splwin.com/wp-content/uploads/2015/12/SPL-
Landing-Page-with-all-program-Final-4.html 

 
Copy and Paste the link below for a 25% discount to ITMPI 

Full Year Subscription to Webinar Library 

http://mbsy.co/itmpi/20129871 

 

 
 

 

 



May 2016 PMI Westchester Critical Path Newsletter Page 7 

 
Chapter Meeting – May 10, 2016 6:00 PM – 8:00 PM 

Topic: Project Management Game Night 
As Project Managers, we rely on our teams to bring our 
projects to fruition thus making our businesses and 
ourselves successful. Building a strong team relies on 
many skills such as: communication, negotiation and 
collaboration. Put your “soft skills” to the test in this fun and 
informative Project Management Game Night. 

Groups of tables will work together to gain consensus on 
the answer to Project Management related trivia questions. 
This is not going to be a pop quiz! We will incorporate some 
of the most popular games like: Family Feud, Trivial 
Pursuit, Jeopardy and the Jumble to put a fun twist on 
project management terms and theories. 
Join us for this exciting and enlightening evening! 

Lead by: Stephanie Unger, PMI Westchester Meeting 
Coordinator 
 
Location 
The Royal Palace Restaurant 
77 Knollwood Road, White Plains / Greenburgh, NY 10607 
(at the south end of the Greenburgh Shopping Plaza) 
Phone: 914.289.1988 

 

 

 

 

 

 

 

 

 

 

Agenda 
6:00 | Registration, Networking & Dinner  
6:45 | Announcements, Introduction of Program  
7:00 | Guest Speaker or Internal Program (1 PDU)  
8:00 | Participants network 
8:15 | SIG programs; PMO, Quality (1 PDU) 
 
Fees 

Chapter members − $20 
Non-members − $30 
We accept cash or checks. Sorry, no credit card  
 
Directions: 
From I-287 
 
• Take I-287 to exit 4. 
• At the end of the exit ramp turn SOUTH and go 6/10 of 

a mile to the traffic light at Stadium Road (sign may not 
be visible). 

• Turn LEFT onto Stadium, go 50 yards, then RIGHT into 
the unused end of the plaza parking lot. 

• Go to the far right hand corner of the lot where it 
connects to the part with the stores. Pass the stores 
and the movie theater on your left until you come to the 
Royal Palace. 

 

 

Map to Royal Palace Restaurant 
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Upcoming PMI Westchester and Other Educational Events 
May 2016 Breakfast Roundtable Meeting 

Topic: A Quantitative Approach to Preparing Business 
Cases -- (This is a REMOTE ONLY Breakfast Roundtable! 
You must register one day in advance - e-mail 
tcsmithsr@verizon.net) 
Facilitator: Betsy Steele and Thomas Smith 
Date: Tuesday, May 24, 2016 − 7:30AM – 8:30AM 

June 2016 Chapter Meeting 

Topic: Annual Business Meeting, PLUS: Know Thyself – 
The Secret to Personal Branding Success 
Date:  Tuesday, June 14, 2016 
Speaker: Michael Milutis - marketing strategist, learning 
and development innovator, and career coach 
Location: The Royal Palace, Greenburgh, NY 

June 2016 Breakfast Roundtable Meeting 

Topic: The Evolving PMP Credential-- (This is a REMOTE 
ONLY Breakfast Roundtable! You must register one day in 
advance - e-mail tcsmithsr@verizon.net) 
Facilitator: John Sherlock and Thomas Smith 
Date: Tuesday, May 24, 2016 − 7:30AM – 8:30AM 

September 2016 Breakfast Roundtable Meeting 

Topic: Managing the Art of Touch Conversations -- (This is 
a REMOTE ONLY Breakfast Roundtable! You must register 
one day in advance - e-mail tcsmithsr@verizon.net) 
Facilitator: Karin Hurt and Tom Smith 
Date: Tuesday, September 27, 2016− 7:30AM – 8:30AM 

 

 

 

 

 

 

 

PMI Offers On Demand Free 
Webinars for Members 
If you are in need of PDUs and don’t 
know where to find them, look no 
further.  PMI members can access a 
library of webinars addressing project management trends, 
best practices, how-to-guidance, and much more — all 
available to help you make meaningful contributions to the 
projects you lead or work on. 

You can choose from a variety of focus areas such as 

• Agile 
• Benefits Realization 
• Career Management 
• Change Management 
• Communications 
• Industry -specific 
• Leadership 
• New Practitioner 
• Organizational Project Management 
• Requirements Management 
• Risk Management 
• Scheduling 

Just simply log into PMI.org and go to Learning, or click 
http://www.pmi.org/learning/on-demand_webinars.aspx, 
and you can select from any number of free webinars, all 
while earning precious PDUs towards your recertification.  

You have nothing to lose, only PDUs to gain. Happy 
Learning!! 
 
 
 
 

 
 


