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The “Understand” Phase of Development 
Larry Cooke is a member of PMI 
Westchester and a senior project 
manager with experience in the 
Financial, Information Technology, and 
Manufacturing industries. He can be 
reached at LHC209@aol.com 

This article covers an issue within 
Business Process Management (BPM) 

redesign which is often not fully discussed. Frequently, 
development groups are eager to get the team fully 
engaged as quickly as possible. Looking at “as is” 
situations (examining, modeling) may receive slight 
attention as being “bygones” – “Let’s start with a clean 
slate.”  The issue is deciding how quickly to begin 
computerized development after a project or analysis has 
been scheduled.   

There are different aspects of business growth and 
development.  One faction may wish to apply technology to 
change its business as quickly as possible, while another 
may prefer to proceed cautiously and methodically, moving 
only after research and through using a well-tested 
methodology. Which is correct? The classic answer is “It 
depends.” 

For bounded processes or projects, developers using Agile, 
or incorporating improvement techniques such as Lean or 
Six Sigma, may deliver successful projects quickly.  
However, in the opinions of many BPM practitioners, pre-IT 
planning may be required from senior management, along 
with skilled, expert consultant assistance. 

The former group offers enthusiasm and technological 
skills. The other, more cautious group offers experience 
and intimate company business knowledge.  In my opinion, 
BPM, to be most effective, requires the latter, longer 
perspective. 

For larger and more encompassing projects, consistent 
planning and oversight, across both time and organizational 
scope, will be needed to produce broad and lasting 
corporate value.  So, it is the range and scope of the 
chosen efforts which will determine which style best 
reaches the desired outcome. In military terms, you can 
move a Platoon quickly, but to move an Army takes more 
time and effort. It is not just the sum of the platoons. 

Another consideration is: “Should we move through 
incremental continuous improvement, or through a major 
redesign?   

Again, it depends. Much of the current development 
literature emphasizes how to do the transformation the 
“fast” way. This article will recommend the Process 
Redesign approach for the broader, more encompassing 
methodology for longer lasting results.   

Understanding 

In their 2008 book, John Jeston and Johan Nelis (J & N)  
“Business Process Management …” (1/), they provided a 
chapter on the “Understand” section of their book. Early (on 
Page 5) they set the stage with the illustration, “Hype 
Chart”, (2/) without numeric dimensions, only curves: 

This compact figure shows progression with a hump, 
peaking in mid 1990s, with Michael Hammer and James 
Champy’s “Reengineering the Corporation” book. By 2000, 
the hype had tapered off, as Smith’ and Fingar’s book, 
”BPM Third Wave” provided more practical activities. 

(continued on page 3)

“The Critical Path” 
Inside this Month’s Issue 

 

Letter from the President ............................................ 2 

The “Understand” Phase of Development (con’t) 3, 6 

One Size of Risk Process Does Not Fit All Projects   
 ....................................................................................... 4 

What Makes a Great Project Mgmt Software? .......... 5 

What Are Your Project Management Resolutions? . 6 

Advertise in the Critical Path ...................................... 6 

January Chapter Meeting ............................................ 7 

Upcoming PMI Westchester Events .......................... 8 

  



January 2013 PMI Westchester Critical Path Newsletter Page 2 

 
  

Letter from the President 

A New Year! 

I want to start off by wishing our members a very 
happy, healthy, and prosperous new year.  Let this 
be the year where all our dreams come true.  With 
a joyful heart, put a start to this year anew.  

As your President, I am excited to serve our PMI 
Westchester chapter and its membership in 2013. I 

am taking a look at what was and what was not successful last year. On 
one note, we had the highest attendance at our Spring Professional 
Development Day and a higher than average membership presence at our 
monthly chapter meetings.  However, at the same time we are seeing a 
slight reduction in our overall membership numbers, our fall PMP 
preparation class had to be cancelled, and the closure of Autun’s of 
Westchester has our Board scrambling to find a permanent monthly 
chapter meeting location.  

Our board is working on a plan to help our membership achieve the 
desired results from our chapter.  We will focus on providing more 
networking opportunities, advancing career techniques and professional 
development, and have more access to career opportunities with recruiters 
regularly in attendance at our chapter meetings and other events.  We are 
also focused on having a broader spectrum of education providers in order 
to give our members access to the latest training expertise.  We hope this 
provides our membership exposure to the latest training courses, helping 
to advance your own professional careers.  Our Spring Professional 
Development Day, scheduled for Saturday, March 23rd at the Radisson 
Hotel in New Rochelle, NY, will be the next big chapter event and I hope all 
of you take advantage of this networking opportunity. 

As I mentioned before, we are actively looking for a new venue for our 
chapter meetings.  For our October meeting, Graziella’s in White Plains 
was met with mixed reviews.  We are looking for other places to try and will 
test out a new one shortly so stay tuned!   

Finally, a new year brings new challenges, new opportunities, and most 
likely new responsibilities.  

See you at the January Chapter Meeting 

Pawan Kumar, PMP 
President 
PMI Westchester  
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The “Understand” Phase of Development (continued) 
Later books, such as Jeston and Nelis’s noted here, 
continued with a more useful way to proceed in BPM 
without the massive collateral damages as were expressed 
through Hammer’s approach. 

In their framework, though, a most telling step, offers what 
they call Understand. The difference is they highlight that it 
takes time to perform a reasonable analysis. They express 
the needs on multiple levels, from the top Executive view of 
strategy and goals, on the middle Redesign level of metrics, 
simulation, and modeling, and on the lower Support level of 
adequate documentation and reporting. In the context 
before computerization, they explain why, to use a food 
analogy, “It takes time for the roast to bake.”  

By simulating the “as is” steps, through communicating and 
holding workshops together with subject matter experts 
(SMEs) and by speculating about remedial actions and 
fleshing out details –  it occupies time and energy.  
Separating productive from non-productive work – to be 
improved or eliminated – also occupies actual time to 
accomplish: 

 Synthesizing the results from lower level analyses –  

 Percolating up to the staff of the executive level –  

 Moving in parallel on both redesign process level and 
management level.  

While the redesign level deals with the transactions, 
volumes, costs, and even qualitative values such as 
complaints –  key summaries flow upward – these are 
compressed to accommodate the scarce time available to 
the C-level executives and staff; who must absorb the 
essential details and actualize the corporate direction.  
Higher levels may also profit from surveys, productivity 
trends, competitive analysis, and other components also 
passed upward.   

 

 

 

To illustrate by just one aspect of their analysis, they 
present a “People Capability Matrix” (3/), which may be 
expressed by functional business areas, and given numeric 
ratings needed for future growth.  On the vertical axis, the 
processes are shown, and on the horizontal axis, actual 
performance skill level values needed are indicated to 
accomplish the processes’ objectives. The intersection, 
analyzed after an “as is” assessment of current skills and 
gaps, may improve results, through training or 
reinforcements.  

 As shown here, reducing complex areas into a two-
dimension matrix may help the executives zero in on the 
weaker areas, and help them to conceptualize how to focus 
training to the potential problem areas. Note that attention 
to the current state of the enterprise components often is 
not considered in development activities.  (An alternative 
too often chosen, in my judgment, is just to replace the 
current employees by consultants and start anew from 
scratch. In that case, much accumulated knowledge is 
thrown away.).  

Lastly, with the “as is” analysis completed, innovation 
opportunities can be evaluated and prioritized. Other 
aspects, such as outsourcing, process elimination and 
“quick wins,” may be evaluated with efficiency and 
effectiveness.  Outputs such as reports evaluating the 
tasks, risks and gaps may also be summarized to 
recommend next steps. 

The early stages of the “Understand” process are in direct 
antithesis to Agile techniques, where Scrum, Epics, Daily 
Builds and other tasks imply that practitioners are building a 
system with very little fore-knowledge, (learning as they 
go), of the end product expected by the Customer.  Often, 
the end-user customer may not be in the picture at all until 
after several iterations, while the sponsor acts as a 
surrogate for the customer. Much churning around and 
developing the Information Technology aspects will be 
expected, while the scope of the redesign may still be 
vague. In many cases, the enterprise may be accelerating 
time and increasing cost. Actual costs may not show up 
until after many iterations building unnecessary product 
components not requested or needed by the customer. 

A 2002 study by the Standish Group illustrated that, from 
several reviews of products and systems, up to 45 % of 
built components are never used. The Understand process 
articulated by Jeston and Nelis goes far to avoid the waste 
of time, money, equipment and mental energy. The waste 
may be replaced by thoughtful analysis, imple-mentation, 
and documentation prior to computerization. For the larger 
redesigns managed through BPM, using the time wisely, in 
order to do it right the first time, to plan up front, and to 
proceed with senior executive understanding of input and 
decisions.  

 

(conclusion on page 6)
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One Size Of Risk Process Does Not Fit All Projects 
A Risk Doctor Briefing Note 
© 2012 Dr David Hillson PMP FAPM 
david@risk-doctor.com 

Different projects are exposed to different 
levels of risk, so the project risk 
management process must be scalable to 
meet the varying degrees of risk 
challenge. While we can apply a common 
risk process to any project, that process 

can be implemented at different levels, from a few simple 
informal steps to a fully rigorous and integrated process.  

A typical risk process should include the following eight 
steps:  

1. Risk Process Initiation: Define the scope, objectives 
and parameters of the risk process.  

2. Risk Identification: Identify all currently knowable 
risks, including both threats and opportunities.  

3. Risk Assessment: Evaluate key characteristics of 
individual risks, prioritize them for further action, and 
find any patterns of risk exposure. Optionally use 
quantitative techniques to evaluate the combined effect 
of risks on the project outcome.  

4. Risk Response Planning: Determine appropriate 
response strategies and actions for each risk.  

5. Risk Response Implementation: Implement agreed 
actions, determine whether they are working, and 
identify any secondary risks.  

6. Risk Communication: Inform stakeholders about the 
current risk exposure and its implications for project 
success  

7. Risk Review: Review changes in risk exposure, 
identify additional actions as required, identify new 
risks, and assess the effectiveness of the project risk 
process  

8. Lessons-Learned Review: Identify risk-related 
lessons to be learned for future projects  

How can we scale this process to fit the risk challenge of a 
particular project? Scalable elements include:  

 Risk responsibilities. In the simplest case the project 
manager may undertake all the elements of the risk 
process as part of their overall responsibility for 
managing the project, without using a risk specialist 
such as a Risk Champion or Risk Coordinator. At the 
other extreme a complex risky project may require input 
from people with particular risk skills, and a dedicated 
risk team may be employed, either from within the 
organization or from outside.  

 

 Risk responsibilities. In the simplest case the project 
manager may undertake all the elements of the risk 
process as part of their overall responsibility for 
managing the project, without using a risk specialist 
such as a Risk Champion or Risk Coordinator. At the 
other extreme a complex risky project may require input 
from people with particular risk skills, and a dedicated 
risk team may be employed, either from within the 
organization or from outside.  

 Methodology and processes. A low-risk project may 
be able to incorporate the risk process within the overall 
project management process, without the need for 
specific risk management activities. A more risky 
project may need to use a defined risk process, 
perhaps following a recognized risk methodology.  

 Tools and techniques. The simplest risk process 
might involve a team brainstorm as part of another 
project meeting, recording risks in a spreadsheet, and 
monitoring actions through the regular project review 
meetings. The most risky projects may require a wide 
range of techniques for risk identification, assessment 
and control, to ensure that all aspects of risk exposure 
are captured and dealt with appropriately.  

 Supporting infrastructure. The lowest-risk projects 
may require no dedicated risk infrastructure, whereas 
high-risk projects demand robust support from 
integrated toolkits with high levels of functionality. It is 
important to get the level of infrastructure right as too 
much support can strangle the risk process and too little 
support can leave it unable to function.  

 Reporting requirement. For some projects the risk 
reporting can be incorporated into routine project 
reports, whereas others may demand a variety of 
specific risk reports targeted to the needs of different 
stakeholders, providing each group of stakeholders with 
risk information that matches their interest in the 
project.  

 Review and update frequency. It may be sufficient on 
low-risk or short duration projects to update the risk 
assessment only once or twice during the life of the 
project. Other projects which are more risky or of longer 
duration may need a regular risk update cycle, say 
monthly or quarterly, depending on the project’s 
complexity and rate of change.  

Decisions on each of these scaleable aspects should be 
documented in the project’s Risk Management Plan, as part 
of the Risk Process Initiation step. Projects are not equally 
risky, and the risk process must be scaleable to match the 
level of risk challenge faced by each project.  

To provide feedback on this Briefing Note, or for more 
details on how to develop effective risk management, 
contact the Risk Doctor (info@risk-doctor.com), or visit the 
Risk Doctor website (www.risk-doctor.com). 
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What Makes a Great Project Management Software? 

Arup Maity is the Founder & CEO at 
Xamun/Blastasia Inc and Adjunct 
Faculty at Asian Institute of 
Management. He holds an MBA AIM, 
BE, PMP, and CSM. Arup has 20 
years of experience in Business and 
has founded four startups in last 12 
years. 

Here are a few key takeaways on what constitutes a great 
project management software tool, based on what I picked 
up from my last 20 or so years of project management 
experience – in construction, real estate, business 
consulting and lately, software development – and roughly 
12 years of product development experience. 

 9 knowledge areas of PMI: Schedule, Cost, Scope, 
Risk, Quality, Communication, Procurement, Human 
Resource & Integration. For a project to succeed, the 
tool should help with more than just managing scope 
and communication and cover these areas, to avoid a 
myopic view of project management.  

 Agile vs. PMI: Agile, through its innovative means, 
reduces or eliminates the need for close monitoring of 
all the 9 areas, however we still need to keep an eye on 
them and the system should provide an integrated way 
to track those that need to be monitored. The software 
should also provide the capability to handle different 
project management methodologies in one system 
rather than forcing users to choose one over another. 

 Communication & Coordination: The key to 
successful project management is close 
communication with tasks at hand. This holds true in 
agile, particularly in how it eliminates documentation 
and other heavier monitoring. However, with larger and 
geographically-distributed teams, communication and 
coordination can become a major challenge. Unless 
your tool takes care of this in an integrated manner, 
your project can easily spin out of control. 

 Project Tasks vs. Organizational Tasks: Every 
member of an organization needs to handle more than 
just project tasks, even though that might be their 
primary responsibility. In smaller organizations, there is 
always set of tasks that are strategically important but 
not part of any project. Most PM tools miss out in 
managing both kinds of tasks in a synchronized 
manner, to help people in their daily responsibilities. 

 

 Ease of Use: I have used some very sophisticated 
software, but they are so difficult to install, implement 
and understand that a major part of my time goes into 
learning them. Add to that the fact that human error is 
highly likely during use because of their complexity. A 
good tool should be intuitive enough, should not take 
more than couple of hours to get used to, and should 
feel natural while using on day-
to-day execution of a project. The 
social aspects in software today 
are also very interesting to 
induce improved usage and 
communication, the latter being 
the key to success. 

 

I can go on with more points to add 
to the list, but that might just dilute the value of each item 
above. There is not one way to handle all projects well, and 
some models like the Diamond Model for project analysis 
can be a helpful tool to understand and segregate the sub-
modules/systems by its profile and manage appropriately to 
improve success rate. Of course this is not up to the 
software to analyze and decide, but the people in charge of 
the project. However, when project leaders decide on a 
methodology, the tool should provide enough flexibility to 
manage the project and its parts in an integrated manner, 
and the tool should be suitable for the increasingly global 
team structure. 
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What Are Your Project Management 
Resolutions? 

Advertise in The Critical Path!! 

Ron Rosenhead has many years of 
experience of project and program 
management. He is Chief Executive of 
Project Agency in the UK, set up in 1995, 
wherein he works in organizations: 
demystifying project management with 
professionals at all levels, developing 
core skills – of Project Managers, their 
teams and Project Sponsors, providing 
guidelines and protocols for staff to 

follow, helping those involved in the project management 
process to recognize the need to further develop their 
“people skills” as well as their project management skills 

She told me directly; “I made this New Year’s resolution and 
I was good, really good for a week and then, it simply slipped 
away…” 

I started to think about New Year’s resolutions that some 
project managers may have made: 

1. to focus on the risks that my projects may well face 
and how to manage them 

2. to ensure that changes to projects are effectively 
managed by me and the project team 

3. to check that the project benefits identified at the 
start of the project are still current and achievable 

4. to ensure that project estimates are realistic and 
deliverable and if not, I will challenge them 

5. to ensure that project roles are not only identified, 
but carried out effectively 

6. to identify what I need to influence and have a go…. 

7. that project management paperwork will support the 
project not disable it 

8. to capture lessons learned all the way through the 
project – to be shared within the team and within the 
company 

9. to ensure that the project monitoring and control 
process really does support delivery of the project 

10. that project communications is built into the overall 
project plan (and monitored throughout the project) 

Well, there’s 10 ‘new year’s resolutions’ for starters. 

What are your project management resolutions and are you 
sticking to them? 

 

Are you an independent consultant that provides project 
management related services?  Do you offer training in 
project management skills and techniques?  Are you 
looking to get your company’s name in front of PMPs and 
other business professionals?  Then join our growing list 
of advertisers!  Advertising rates are as follows: 

The Critical Path 
Ad Size 

(10 issues/year) 

Monthly 
Cost 

Monthly Cost 
One year pre-paid 

(15% Discount!) 

Full Page $200 / issue $170 / issue 

Half Page $100 / issue $85 / issue 

Quarter Page $50 / issue $42.50 / issue 

Business Card  $25 / issue $21.25 / issue 

 

To advertise in The Critical Path, e-mail our Vice 
President of Communications at 
newsletter@pmiwestchester.org 

 

 

The “Understand” Phase of 
Development (conclusion) 

This might appear overly cautious at first, but it will most 
likely yield real profitable results faster and cheaper, with 
less rework, when the right planning and sequencing were 
executed. 

Once the development plans are set, there is no reason 
not to use Agile or other cyclical, rapid development styles 
to accelerate computerization. Initial time spent planning 
with senior management, though, will save cost and time 
in the execution. 
 
Notes:  
1. Jeston, John and Nelis, Johan,  “Business Process 
Management: Practical Guidelines to Successful 
Implementations, 2 Ed, Elsevier, Boston, (ISBN: 978-0-75-
068656-3), 2008, 498pp. 
2.) ibid, p. 5;  and  3.) p. 145. 
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Chapter Meeting – January 8, 2013,  6:00 PM – 8:00 PM 

Topic: Project Communication in a Multi-Generational 
Team 

Whether a GenX, Boomer or other, you will learn from an 
entertaining presenter about communication styles unique 
to each generation, how to leverage these differences to 
create buy-in, prevalent social & digital media types and 
why they won’t matter in five years, and how to use a blend 
of traditional and new media communications to build trust 
relationships 

Featured Speaker - Maurene Caplan Grey, Founder and 
Principal Analyst, Grey Consulting  

Founded in 2005, Grey Consulting delivers B2B and B2C 
communication services, with a focus on presentations, 
strategy, workshops and writing. 

Prior to starting an independent firm, Maurene was 
Gartner's lead research analyst on e-communication. She 
has authored over 150 research reports and presented at 
conferences globally. Earlier, she headed United Parcel 
Service's global messaging operations. 

Maurene is a contributing author of Working Collaboratively 
in an Electronic World (ARMA International); alumni 
Research Fellow of the Society for New Communications 
Research; and President of the Westchester Chapter of the 
Social Media Club. 

She holds a bachelor's degree in communications, summa 
cum laude, from the University of Pittsburgh, and 
completed post-graduate work in computer science at 
Fairleigh Dickinson University. Maurene is active in the 
professional networking space and is the director and a 
founding member of the Westchester Networking 
Organization. 

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 − $25 
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 Events 
January 2013 Breakfast Roundtable Meeting 
Topic: Project Scope Management 
Facilitator:  Mary Gilmartin, Joanne Guerriero, BRT 
Program Manager 
Date: Thursday, January 22nd − 7:30 to 8:45 AM 
Location: 108 Corporate Park Drive, White Plains, ground 
level cafeteria - Breakfast available for Purchase 
 
February Chapter Meeting 

Topic: The Tools Less Taken 
Speaker:  David Vincenti, EVEREST Core Team Member 
- Product Innovation at BD 
Date:  February 12, 2012 
Location:  The Royal Palace (White Plains, NY) 77 
Knollwood Road, Town of Greenburgh, in the Greenburgh 
Shopping Plaza next to Cinema 100 

 
PMP Exam Preparation Class 

The PMI Westchester Chapter is 
pleased to announce another PMP 
Exam Preparation course with instructor 
John Sherlock, who will assist the PMP 

Certification candidate in preparing for the PMP Exam. This 
course will be offered on the Westchester campus of Iona 
College in New Rochelle, NY.  

Date: Saturdays, February 9th through March 23, 2013 
(skips Feb 16, Mar 16) -- 8:00 a.m. - 4:00 p.m. 

Location: Iona College Hagan School of Business, Room 
101, 715 North Avenue, New Rochelle, NY 

Fees: Through Jan 28, 2013: $700 for members of the 
Westchester Chapter and other PMI Chapters, $800 for 
non-members.  

After Jan 28, 2013: $800 for members of the Westchester 
Chapter and other PMI Chapters, $900 for non-members. 

Payment must be made in advance via PayPal or by check 
(payable to PMI Westchester). 

COMING IN MARCH- 4th Annual PMIW Professional 
Development Day: The Power of Project Management 

Mark Your Calendars! Our 4th Annual Professional 
Development Day will be Saturday, March 23, 2013 at the 
Radisson Hotel in New Rochelle, NY. Registration details 
will be available soon. 

Location: Radisson Hotel, New Rochelle, NY 

 

 

 

 

The Critical Path 
The Critical Path is PMI Westchester’s free monthly 
newsletter, published as a service for members and non-
members alike. We’re always looking for your contributions.  
To submit an article for publication, please contact the 
newsletter editor listed below: 

Brenda Horton − Chief Newsletter Editor 
newsletter@pmiwestchester.org  

Kathy Steuber – Co-Newsletter Editor 
ksteuberpmp@aol.com 

Nat Postrigan – Co-Newsletter Editor 
postrigann09@gmail.com 

  
 


