
 

                                                                                         Copyright 2011, The Hampton Group, Inc.  All rights Reserved                                                                               1 

7 Sample Pages 
Buy the eBook 
At Amazon.com 

http://www.amazon.com/Dick-Billows-PMP/e/B0047PCKVG/ref=ntt_athr_dp_pel_pop_1


                                                                       Managing Healthcare Projects                                                                              

2                                              Copyright 2011, The Hampton Group, Inc.  All rights Reserved   

Managing HealthCare 
Projects 

 

 
 

   
 
 
 
By Dick Billows

Strategic ProjectStrategic Project
PlanningPlanning HLA NetworkHLA Network

& WBS& WBS

SchedulingScheduling
& Budgeting& Budgeting

Work packagesWork packages
&&

EstimatesEstimates

Tracking &Tracking &
ReportingReporting

OptimizingOptimizing
& Trade& Trade--offsoffs

Project LifecycleProject LifecycleProject Lifecycle



                                                                                 Managing Healthcare Projects                                                                                

                                                                                            Copyright 2002, The Hampton Group, Inc.  All rights reserved                                                                             3 

 
 
Copyright © 2011 by Richard A. Billows.  All rights reserved. 
Published by The Hampton Group, Inc. 
 
For credit card orders: The Hampton Group, Inc.  http://www.4pm.com 
   3547 South Ivanhoe Street 
   Denver, Colorado 80237-1122 
   800-942-4323 
   303-756-4247 
 
Microsoft is a registered trademark and Project and Windows are trademarks of Microsoft Corporation. 
Screen shots reprinted with permission from Microsoft Corporation. 
All other product names and services identified throughout this book are trademarks or registered trademarks of their 
respective companies.  They are used throughout this book in editorial fashion only and for the benefit of such companies.  
No such uses, or the use of any trade name, is intended to convey endorsement or other affiliation with the book. 
All rights reserved.  The text of this publication, or any parts thereof, may not be reproduced in any manner whatsoever 
without written permission from the publisher. 
Printed in the United States of America 
10 9 8 7 6 5 4 3 2 1 
Library of Congress Catalog Card Number: 94-96302 
 
ISBN: 0-9679761-8-9 

Other books at www.4pm.com. 

     Essentials of Project Management 

     Managing Complex Projects 

     Project Manager’s Desk Reference 

     Managing IT Projects 



                                                                       Managing Healthcare Projects                                                                              

4                                              Copyright 2011, The Hampton Group, Inc.  All rights Reserved   

Table of Contents 
1 – LESSONS LEARNED .................................................................................................................................................................... 10 

BAD SURPRISES WHEN IT'S TOO LATE ..................................................................................................................................................... 11 
CHANGES, CHANGES AND MORE CHANGES ........................................................................................................................................... 12 
PROJECT TEAM WANDERING IN THE WILDERNESS.............................................................................................................................. 12 
PLANNING, MISSION STATEMENT MUSH ................................................................................................................................................... 13 
ACHIEVEMENT-DRIVEN PROJECT MANAGEMENT ................................................................................................................................. 14 

MEASURE OF SUCCESS (MOS™) & ACHIEVEMENT NETWORK (HLA™) ............................................................................................................ 15 
TRADE-OFFS AND SCOPE CONTROL ........................................................................................................................................................................... 16 

2 - STRATEGIC PROJECT PLANNING ............................................................................................................................................ 19 
WHY WE SKIP STRATEGIC PROJECT PLANNING ................................................................................................................................... 19 
THE MILLENNIUM HEALTHCARE BILL (MHCB) PROJECT .................................................................................................................... 22 

OUR PROJECT AT PEOPLE’S HEALTHCARE ............................................................................................................................................................... 22 
THE MHCB STEERING COMMITTEE:  INVITATION TO THE ACTIVITY TRAP .................................................................................... 23 
AVOIDING THE ACTIVITY TRAP ..................................................................................................................................................................... 25 
STRATEGIC PLANNING AT THE RIGHT LEVEL ......................................................................................................................................... 27 

GAINING ACCESS ............................................................................................................................................................................................................... 27 
PEOPLE’S HEALTHCARE CASE: GAINING ACCESS .................................................................................................................................................. 28 
TRYING ANOTHER APPROACH ....................................................................................................................................................................................... 29 
PEOPLE’S HEALTHCARE CASE - WORKING OUR WAY UP THE HIERARCHY ................................................................................................... 30 

THE STRATEGIC PLANNING SESSION ........................................................................................................................................................ 31 
PEOPLE’S HEALTHCARE: THE STRATEGIC PLANNING ........................................................................................................................ 33 
RECAP OF THE STRATEGIC PLANNING SESSION SO FAR .................................................................................................................. 36 

BACK TO THE PLANNING SESSION: HIGH-LEVEL ACHIEVEMENTS ..................................................................................................................... 38 
RECAP OF THE STRATEGIC PLANNING SESSION .................................................................................................................................. 42 
DEVELOPING THE NETWORK OF SUPPORTING ACHIEVEMENTS ..................................................................................................... 43 



                                                                                 Managing Healthcare Projects                                                                                

                                                                                            Copyright 2002, The Hampton Group, Inc.  All rights reserved                                                                             5 

SUB-DIVIDING A HIGH-LEVEL ACHIEVEMENT IN OUR PEOPLE’S PROJECT ..................................................................................................... 43 
RECAP OF THE DETAILING PROCESS .......................................................................................................................................................................... 45 

CHAPTER SUMMARY ........................................................................................................................................................................................ 47 
3 – PROJECT CHARTER .................................................................................................................................................................... 48 

OUR PROJECT AT PEOPLE’S HEALTHCARE ............................................................................................................................................ 48 
STAKEHOLDER ANALYSIS ............................................................................................................................................................................. 50 
AUTHORITY & ACCOUNTABILITY ................................................................................................................................................................. 52 
ASSESSING THE SHADOW ORGANIZATION ............................................................................................................................................. 54 

WHAT IS CROSS-FUNCTIONAL AUTHORITY ............................................................................................................................................................... 55 
ACCOUNTABILITY STRUCTURE FOR THE PEOPLE’S PROJECT ........................................................................................................ 56 

BARGAINING WITH THE SHADOW ORGANIZATION .................................................................................................................................................. 61 
CHANGE CONTROL ........................................................................................................................................................................................... 64 

CHANGE CONTROL RULES AND FORECASTED VARIANCES ................................................................................................................................ 65 
CHANGE CONTROL PROCESS ........................................................................................................................................................................................ 66 

ASSUMPTIONS AND RISKS ............................................................................................................................................................................ 67 
ORDER OF MAGNITUDE COST AND DURATION ESTIMATES ................................................................................................................................. 69 

PRESENTATION OF THE STRATEGIC PLAN .............................................................................................................................................. 70 
OVERCOMING RESISTANCE TO A CROSS-FUNCTIONALPROJECT ..................................................................................................................... 70 
ADDRESSING PROJECT-BASED REWARDS FOR THE TEAM ................................................................................................................................. 71 

CHAPTER SUMMARY ........................................................................................................................................................................................ 72 
4-PLANNING THE IS COMPONENT ................................................................................................................................................. 73 

MAINTAINING THE LINK TO BUSINESS RESULTS ................................................................................................................................... 73 
EVENTS-DRIVEN REQUIREMENTS ANALYSIS .......................................................................................................................................... 75 

BUSINESS EVENTS AND SYSTEM RESPONSE ........................................................................................................................................................... 76 
BUSINESS EVENT SCENARIOS ....................................................................................................................................................................................... 77 

CONTROLS ON THE DEVELOPMENT PROCESS ...................................................................................................................................... 78 
SYSTEMS DEVELOPMENT LIFECYCLE ....................................................................................................................................................... 79 

DEVELOPMENT PROCESS CONTROL ........................................................................................................................................................................... 80 
CONCLUSION ...................................................................................................................................................................................................... 81 



                                                                       Managing Healthcare Projects                                                                              

6                                              Copyright 2011, The Hampton Group, Inc.  All rights Reserved   

5 - WORK PACKAGES & ESTIMATES ............................................................................................................................................ 82 
AN INVITATION TO MICRO-MANAGEMENT ................................................................................................................................................ 83 
ASSIGNMENTS ARE OUR MOTIVATIONAL PLATFORM ......................................................................................................................... 85 
ACHIEVEMENT RATHER THAN “TO DO” LIST THINKING ...................................................................................................................... 85 
HOW MANY ASSIGNMENTS SHOULD I HAVE? ......................................................................................................................................... 86 
EXCEPTIONS TO THE RULE ........................................................................................................................................................................... 87 
CRAFTING GOOD ASSIGNMENTS FOR OUR PEOPLE ............................................................................................................................ 87 

DEVELOPMENTAL MODE (TARGET 1 - 4 DAY DURATION) ...................................................................................................................................... 88 
TASK MODE (TARGET 5 – 12 DAYS DURATION) ......................................................................................................................................................... 89 
SUB-PROJECT MODE (15 TO 22 DAYS DURATION) ................................................................................................................................................... 89 
CONTRACTOR MODE (40 OR MORE DAYS) ................................................................................................................................................................ 89 

AVOIDING UNDER-STRETCHING AND OVER-STRETCHING ................................................................................................................. 89 
INDIVIDUAL ASSIGNMENTS AND TEAMS ................................................................................................................................................... 90 
ASSIGNMENT RISK-TAKING ........................................................................................................................................................................... 90 
WORK ESTIMATING .......................................................................................................................................................................................... 91 
WORK PACKAGES ............................................................................................................................................................................................ 92 
WORK ASSIGNMENTS ...................................................................................................................................................................................... 97 
MORE WORK ASSIGNMENTS ......................................................................................................................................................................... 98 
OUTSIDE VENDORS AND CONTRACTORS ................................................................................................................................................ 98 

CONTRACTOR NEGOTIATION ....................................................................................................................................................................................... 102 
COMPLETED WORK PACKAGES ................................................................................................................................................................ 104 
PROJECT TEAM CULTURE AND TALK ...................................................................................................................................................... 105 

TEAM MEMBER WORK ATTITUDES ............................................................................................................................................................................. 106 
MARKETING THE PROJECT TO THE MEDICAL STAFF ........................................................................................................................................... 108 

PROJECT MANAGER’S BEHAVIOR ............................................................................................................................................................ 109 
CONCLUSION .................................................................................................................................................................................................... 111 

6-WBS, PREDECESSORS & SCHEDULES .................................................................................................................................. 112 
WORK, NOT DURATION, ESTIMATES .......................................................................................................................................................................... 112 



                                                                                 Managing Healthcare Projects                                                                                

                                                                                            Copyright 2002, The Hampton Group, Inc.  All rights reserved                                                                             7 

BUILDING OUR PROJECT MODEL ................................................................................................................................................................................ 113 
RESOURCE LEVELING ..................................................................................................................................................................................................... 113 

WORK BREAKDOWN STRUCTURE (WBS) ............................................................................................................................................... 115 
DESIGNING PREDECESSOR NETWORKS ................................................................................................................................................ 117 

PARALLELISM IN OUR DESIGN ..................................................................................................................................................................................... 119 
RESOURCE CAPACITY AND SCHEDULING ............................................................................................................................................. 120 

RESOURCE CAPACITY .................................................................................................................................................................................................... 122 
LABOR RATES & WHY WE WANT A PROJECT BUDGET ..................................................................................................................... 124 
RESOURCE AVAILABILITY AND CALENDARS ........................................................................................................................................ 126 
FIXED COSTS .................................................................................................................................................................................................... 127 

VENDOR CONTRACTS AND FIXED COSTS ................................................................................................................................................................ 128 
THE INITIAL PEOPLE’S PROJECT BUDGET AND SCHEDULE ............................................................................................................ 129 
CRITICAL PATH ANALYSIS ........................................................................................................................................................................... 132 
SLACK ................................................................................................................................................................................................................. 134 
DELAY ................................................................................................................................................................................................................. 135 
RESOURCE UTILIZATION .............................................................................................................................................................................. 137 
CONCLUSION .................................................................................................................................................................................................... 137 

7 - OPTIMIZING & TRADE-OFFS..................................................................................................................................................... 138 
THE 4-CORNERS APPROACH ........................................................................................................................................................................................ 140 

FINE-TUNING THE PLAN ................................................................................................................................................................................ 141 
CLOSED PREDECESSOR NETWORK .......................................................................................................................................................................... 143 
UNNECESSARY PREDECESSORS & PARALLELISM ............................................................................................................................................... 144 
RESOURCE UTILIZATION ................................................................................................................................................................................................ 146 
SLACK & DELAY ................................................................................................................................................................................................................. 150 

TRADE-OFF ANALYSIS .................................................................................................................................................................................. 156 
DURATION TRADE-OFFS ................................................................................................................................................................................................ 158 
BUDGET TRADE-OFFS ..................................................................................................................................................................................................... 162 

APPROVAL PRESENTATION ........................................................................................................................................................................ 165 
CHAPTER SUMMARY ...................................................................................................................................................................................... 166 



                                                                       Managing Healthcare Projects                                                                              

8                                              Copyright 2011, The Hampton Group, Inc.  All rights Reserved   

8 - TRACKING, PROBLEMS & SOLUTIONS ................................................................................................................................ 167 
LESSONS LEARNED ....................................................................................................................................................................................... 169 

PRE-LAUNCH PEER REVIEW ......................................................................................................................................................................................... 169 
ASSESSING PROJECT TEAM CULTURE AND LEADERSHIP STYLE .................................................................................................................... 170 

STATUS DATA ................................................................................................................................................................................................... 174 
TRACKING DURATION ..................................................................................................................................................................................................... 178 
TRACKING BUDGET ......................................................................................................................................................................................................... 182 
ACTION PLAN ..................................................................................................................................................................................................................... 183 
A LIGHT TOUCH ................................................................................................................................................................................................................. 184 

EARNED VALUE ANALYSIS .......................................................................................................................................................................... 184 
COMPLICATED WAY TO UNDERSTAND EARNED VALUE ................................................................................................................... 187 
PROBLEM SOLVING AND REPORTING ..................................................................................................................................................... 188 

POLITICAL PROBLEMS ON THE CRITICAL PATH ..................................................................................................................................................... 188 
SCOPE CHANGE ON ADDITIONAL HANDHELDS FOR $25,000 ............................................................................................................................. 189 
FAILED ACCEPTANCE TEST ON HANDHELD DATA PORTS .................................................................................................................................. 190 
THE BIG PICTURE ............................................................................................................................................................................................................. 191 

CONCLUSION .................................................................................................................................................................................................... 192 
APPENDIX: STEP-BY-STEP MS PROJECT ................................................................................................................................. 193 

THE MS PROJECT® WINDOW ...................................................................................................................................................................... 193 
SETTING UP A PROJECT ............................................................................................................................................................................... 195 

SETTING USER PREFERENCES ................................................................................................................................................................................... 196 
RESOURCE LEVELING ................................................................................................................................................................................... 197 

CLICK ON TOOLS THEN RESOURCE LEVELING ...................................................................................................................................................... 197 
ENTER WORK PACKAGES TO CREATE THE WBS ................................................................................................................................ 198 
ASSIGNING RESOURCES & PREDECESSORS ........................................................................................................................................ 200 

PREDECESSORS AND RESOURCES ........................................................................................................................................................................... 203 
ASSIGNING PEOPLE TO TASKS: WORK & UNITS ..................................................................................................................................................... 206 

FINE-TUNING AND TRADE-OFFS................................................................................................................................................................. 206 
CRITICAL PATH .................................................................................................................................................................................................................. 206 
SLACK AND DELAY ........................................................................................................................................................................................................... 207 

APPLYING COST TABLES ............................................................................................................................................................................. 208 



                                                                                 Managing Healthcare Projects                                                                                

                                                                                            Copyright 2002, The Hampton Group, Inc.  All rights reserved                                                                             9 

TRACKING ACTUAL RESULTS .................................................................................................................................................................... 209 
SAVE THE BASELINE ....................................................................................................................................................................................................... 210 
CHANGE THE CURRENT DATE ..................................................................................................................................................................................... 211 
ENTER ACTUAL RESULTS .............................................................................................................................................................................................. 211 
ANALYZING VARIANCE .................................................................................................................................................................................................... 214 

ABOUT THE AUTHOR ....................................................................................................................................................................... 217 
INDEX ................................................................................................................................................................................................................... 220 



Managing Healthcare Projects                                                                                                   Chapter 1 –  Lessons Learned 

                                                                                         Copyright 2011, The Hampton Group, Inc.  All rights Reserved                                                                               10 

11  ––  LLeessssoonnss  LLeeaarrnneedd  
e will begin by sitting in on a "lessons learned" meeting for a failed project in a medical center.  Though a gloomy 
way to introduce the topics we’re going to cover in this book, it gives us an inventory of many of the PM 
problems that are all too typical in today's project management environment.  After all, the point of this book is to 

help you avoid each one of them.  
Our project manager doodled with a green fountain pen in the margin of the blank “Lessons Learned” document, sketching 
figures of project managers hanging from a noose.  The PM had notified all the project’s players of the meeting but everyone 
was late, just like during the project.   A few of the project team members straggled in. The PM received crisp nods from some 
team members but many just went to their seats, eyes downcast.  They’d all worked pretty hard.  Oh, there were a couple that 
goofed off and played some games with duration estimates.  However, the team members’ hard work had produced nothing 
for them except association with a failed project.  The resentment on most of their faces clearly signaled that they blamed the 
PM for the failure. 

 Some Administrative Staff members tromped in as a group led by the VP of Operations who’d had almost no involvement at 
the beginning of the project and whose time investment grew exponentially as deadline after deadline was missed.  They were 
followed by supervisors from the Laboratory and X-ray departments.  Last to enter were the team members from the 
Information System department who looked like they were marching to the guillotine for beheading.  

"My gosh, yet another meeting," the VPO sneered. "We're still trying to fix the mess upstairs!  If anything, the number of 
patient complaints and billing errors are even worse than before we started this disaster. And the Medical Staff is upset as the 
errors are affecting them too!" 

At those words, a silver haired physician in surgical blues strode into the room, fixed the VP of Finance with a cold stare and 
literally sneered at the project manager.  Dr. Jacobs, Chief of the Medical Staff had always been too busy to attend even a high-
level planning meeting, as had the other Chiefs of services.  Nevertheless, they were never too busy, or so it seemed, to 
complain about the results. 

Dr. Jacobs said, without sitting down, “This latest disaster is affecting the quality of patient care and neither I nor the Medical 
Staff will tolerate that.  It must be fixed immediately.” 

Then Jacobs glanced around the room and a thin smile came to his face, “I’m not a business manager.  All I want to do is 
practice medicine and treat my patients.  So you people will have to work very hard to fix this and please do it quickly, people’s 
lives depend on this.” 

W
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We “frame” the 

project within 

business requirements 

that link departmental 

achievements within 

measured business 

results 

With that, Dr. Jacobs turned and left the room.   

In the silence that followed Jacobs’ departure, the PM capped the fountain pen, thinking that this was a wonderful way to 
begin the meeting and said, “Well, the idea of the “lessons learned” meeting is to try to identify what went wrong so we can 
improve the way we do projects." 

"You people," the VPO snapped, looking around at everybody in the room, "have to do a lot better!  We cannot keep having 
these project disasters." 

"We delivered every requirement you specified even though the software you and Dr. Jacobs picked was crap," barked a 
member of the Information Systems staff, already red in the face. 

The VPO snapped back "Go tell that to the patients who are still complaining about our billing system and how long it takes 
us to straighten out problems." 

The PM knew it was time to regain control of the meeting. "One of the problems with our planning was that we didn't focus 
on reducing the number of complaints. In the beginning, we only talked about the new fancy reports that everyone wanted.  
Then the list of requirements kept growing every week." 

From the expressions on the faces of the first-line supervisors from Lab and X-Ray, the PM knew 
the last comment was a mistake.  

"It kept growing because you never gave us what we wanted," one of the supervisors said. 

The VPO pushed back from the table and stood up, "This is getting us nowhere!”  Then the VPO 
pointed a finger at the PM’s face and said, "You were seven months late and $300,000 over 
budget and we still have the same problems." 

The VPO turned and took two steps toward the door before whirling back and saying, "And what 
I like the least about the way you people do projects is that all the bad news always comes at the 
end, when we can’t do anything about it!" 

BBAADD  SSUURRPPRRIISSEESS  WWHHEENN  IITT''SS  TTOOOO  LLAATTEE  
As the project team and some Administrative Staff members continued the debate, the PM 
thought about the VPO's last words.  There had been a lot of bad news late in the project.  Sure, 
some of it could be attributed to overly optimistic estimates and some to scope creep.  However, as the completion date kept 
getting pushed out, people got very nervous about reporting any more slippage.  Whenever they did, the sky fell on them from 
all quarters. Including, the PM had to admit, from the project manager.  Although they should have been honest enough to 


