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This article is for anyone charged with project 

management, change preparation, or business 

readiness associated with large-scale 

technology implementation. Our survey data 

and experience show that leaders in your shoes 

tend to underestimate how difficult it is to start 

smart and focus throughout the project in these 

three critical areas: Outcomes, Team, and Plan. 
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Many companies around the world invest enormous 
amounts of time and money on large-scale technology 
projects. Over the past several years, these projects 
have grown increasingly expansive and complex, with 
broader scope, bigger budgets, longer commitments, and 
global teams. To validate the challenges associated with 
such projects, Deloitte surveyed more than 320 project 
managers, executive sponsors, IT leads, and functional 
subject matter experts. The global survey was facilitated by 
Forbes Insights in 2012-2013 and focused on companies 
with recently completed or in-progress technology 
implementations. 

All of the survey respondents (100%) reported that they 
had prior implementation experience. Surprisingly, many 
still found their most recent projects to be more difficult 
than expected. In several key project areas, roughly 30% of 
respondents underestimated the challenges they faced. 

These survey results introduce our first significant question:

Top 5 most underestimated challenges

In your previous technology implementations, how 
challenging did you anticipate the following actions to 
be, and how challenging did they turn out to be?

(Percent of respondents for which actual challenges were 
greater than anticipated challenges)

Foreword

As used in this document, “Deloitte” means Deloitte Consulting LLP, a subsidiary of Deloitte LLP. Please see 
www.deloitte.com/us/about for a detailed description of the legal structure of Deloitte LLP and its subsidiaries. 
Certain services may not be available to attest clients under the rules and regulations of public accounting.

32%
Managing timelines and milestones

32%
Managing the team’s work load

31%
Communicating project benefits

31%
Making and sticking to decisions

35%
Sticking to the work plan

Why are some of the 
obvious, common 
sense project activities 
still causing problems 
on large projects?
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This was not the only significant finding. 

In The 2005 Deloitte Consulting-Society for Human 
Resource Management (SHRM) Foundation ERP Change 
Management Survey, executives and project managers 
reported that the primary hurdles to successfully 
completing large-scale technology implementations 
occurred closer to go-live and involved activities such as 
deployment, training, user adoption, and go-live support. 
These, no doubt, are still complex and require dedicated 
effort and attention. 

However, the responses to Deloitte’s 2012-2013 survey 
clearly highlight and draw attention to the challenges 
related to project planning, setup, and launch. These 
survey results lead us to our second question:

What are the biggest barriers to a 
successful technology implementation? 
(select your top three from list or write in Other)

32%
Ineffective communication

28%
Subpar project management

22%
Budgetary and cost issues

21%
Lack of leadership alignment

38%
Lack of the ‘A’ team

3rd

Why is the early 
stage of the project 
so important?
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First, quite simply, knowing and doing are two different 
things. Knowing that communication and leader support 
should be priorities doesn’t necessarily equate to  
spending adequate time or committing appropriate 
resources to them. 

Second, some project activities aren’t as easy as they 
seem. Project teams often think they have leadership 
support, and hear supportive remarks, but then discover 
too late that this support is really just lip service. These 
gaps in support are most often manifested by budget 
shortfalls / constraints, lack of clear decision authority, no 
commitment to the timeline, insufficient resources  
and team structure, and the re-opening of approved  
global design. 

Finally, if not executed properly, activities in the initial 
stages of a project often translate into costly and time-
consuming late-stage challenges. Ineffective strategy and 
inadequate planning at the beginning of a project can 
have a ripple effect throughout the project’s entire life 
cycle, compromising performance, quality, and results 
at every stage. Executives can dramatically improve their 
odds of success and ability to master the overall project by 
focusing clearly and intently on STARTING SMART.  

One thing is certain — technology implementation projects 
are typically too big and complex to make things up at 
the end. It’s no longer sufficient to triage your project in 
the final stages of deployment. You have to start smart, 
spending time up front on three things that matter — 

These are the table stakes. And you should be a fanatic 
about them. Setting this tone at the beginning of the 
project can let team members and leaders know what’s 
important — and can clarify things for people when they 
find themselves in design debates or faced with multiple 
competing priorities.

As used in this document, “Deloitte” means Deloitte Consulting LLP, a subsidiary of Deloitte LLP. Please see 
www.deloitte.com/us/about for a detailed description of the legal structure of Deloitte LLP and its subsidiaries. 
Certain services may not be available to attest clients under the rules and regulations of public accounting.

1 Defining Outcomes

2 Building the right Team

3 Crafting a reasonable Plan
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The best The worst

A conglomerate’s board of directors decided to exit 
the volatile semiconductor industry. A rapid carve-out 
followed. To make the new semiconductor testing 
company independent of its former parent, a complex 
technology project was necessary. Despite the compressed 
timeline and tight deadlines, the project was a success. 

Why?

• Staffing: The firm’s executives handpicked an  
“A-Team” and then made sure team members were 
trained, supported, and incentivized to fully engage  
on the project

• Project management: An infrastructure was created to 
develop and manage the work plan, resolve issues, and 
make decisions quickly and definitively

• Executive alignment: The entire organization 
understood the importance and strategic impact of  
the project. One executive was a highly visible, 
hands-on advocate

• Deployment: The deployment stage was practiced 
multiple times; the execution was flawless, and the 
business operated seamlessly after the official carve-out 

A large manufacturer set out to replace its outdated, 
customized systems with a global ERP. Despite the sound 
strategy behind the crossover, the project proved to be 
an albatross, costing significant time and money and 
producing meager results.

Why?

• No business case: The company failed to establish 
a business case for the project. Subsequently, team 
members were not aligned and could not agree how  
to manage the project

• Leadership void: The project sponsor took a 
hands-off approach; failed to manage the project’s 
scope, timeline, and budget; and didn’t effectively 
communicate why the project was important

• Inexperienced team: The implementation team was 
inexperienced and did not understand how to enlist 
and engage the business around the globe

• Poor project management: Two years into the project, 
the management team still had not established a 
process for reporting the project’s status, managing 
issues and risks, or making decisions in a timely,  
proven manner

— Jan Roehl, Principal, Deloitte Consulting LLP (examples from previous client experiences in the field)

Lets consider how STARTING SMART made a difference in these two examples:
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Focusing on outcomes at the very beginning of the 
project means getting serious about what you and 
other important stakeholders expect to get out of your 
technology investment. Are you aiming to dramatically 
improve supply chain processes, reduce costs, or streamline 
reporting? And what do those objectives actually mean? 
At the end of the project, when you flip the switch on the 
new system, what do you want to see? What tangible 
outcomes are you expecting? In Deloitte’s experience, too 
many companies say they want to streamline processes 
or improve the quality of their data at the beginning of 
the project, but then don’t 1) operationalize these lofty 
goals into meaningful metrics or specific challenges to the 
business or 2) hold the business and project team jointly 
accountable for achieving these goals. 

You not only have to state your goals and expected 
outcomes clearly, you have to remind people about 
them and incent project teams to achieve them. If you 
don’t, you’ll likely see design sessions turning into heated 
customization battles aimed at re-creating what the 
company already has rather than challenging the status 
quo. To achieve project success, you should define and 
communicate clearly and repeatedly the outcomes you 
expect, the rationale for change, and what you want from 
the team and expect from the business. 

Expected project outcomes should be a mantra that 
everyone on the team recites regularly and uses to  
drive decisions.

Chartered. Every project team should have a charter 
and every project team member a well-defined role. No 
exceptions. This includes the Steering Committee and 
the Project Management Office (PMO). One of the most 
important components of the Steering Committee’s charter 
is, as the name would imply, to provide direction to the 
project team. This presumes that the Steering Committee 
has defined, approved, and fully understands the business 
case and rationale, objectives, project roadmap, timeline, 
milestones, major activities, and potential challenges along 
the way. Possibly, the most important Steering Committee 
responsibilities are:

• Establishing the program or project charter, defining 
guiding principles and objectives, and holding the PMO 
accountable to these

• Approving budget (and any over-runs or requests) — 
and understanding if there are over-runs, why there are 
over-runs, and how these might be avoided in  
the future

• Understanding, validating, and committing to Design
• Resolving disputes and making decisions 
• Communicating 

 
 
 

Outcomes

Test yourself…Are you outcomes driven?

• Do you have a detailed business case? 

• Can all functional leaders describe what they will and won’t get from the new 
system? Have they told their direct reports? And have they told theirs? 

• Do the CIO and CEO attend important project meetings? Do they regularly 
communicate their expectations about the project to both the project team and the 
business?

• How often are expected program outcomes discussed in team meetings?

• When did you last revisit your program’s guiding principles? Are they posted in 
every project team member’s cubicle?

Being outcomes driven means you must...

• Charter the project, making sure it is designed to 
achieve desired outcomes 

• Align and enlist leaders to deliver desired outcomes

• Create and reinforce a common understanding 
of desired outcomes through rigorous, persistent 
communication



Fanatical about starting smart Insights for leading your large-scale technology implementation    6

On the other hand, the PMO’s job is to manage the project 
and its teams, with all management decisions guided by 
the question, “Is this aligned with our guiding principles 
and will it help us achieve desired outcomes?” Perhaps, 
the most important PMO responsibilities, defined by their 
charter, are:

• Defining and sticking to the plan

• Building, enabling, and maintaining effective teams, 
with clear charters and roles and responsibilities

• Resolving issues and risks

• Removing barriers for project teams — so that they  
can do their jobs effectively (this means spending 
less time in their offices reviewing the issues log / 
spreadsheet and more time out with the teams resolving 
the issues that are on the log)

• Communicating

These two groups should take the lead in defining and 
communicating desired project outcomes — and these 
should be repeated widely and often. These groups are also 
responsible for making sure there is a clear program charter 
and individual team charters, and that these are focused 
like a laser on what must be done, by whom, and when, 
in order to achieve program outcomes. Bottom line, teams 
should only be doing those things that will contribute to 
achieving program outcomes, and their charters, roles, and 
responsibilities should spell that out for them. 
 
 

Aligned. A lot of lip service is paid to the importance of 
leader alignment around program objectives and expected 
outcomes. And rightfully so. You have to have it. But what 
is “it”? How do you achieve it and sustain it? 

Know who your key business, functional, and geographic 
leaders are at the outset of the project. Know what their 
concerns are and how to address them. Enlist Steering 
Committee members to help communicate project status, 
key decisions, timeline, and of course, most importantly, 
expected program impacts and outcomes in their business 
areas. Establish project communication channels, script 
communication materials, and facilitate events geared 
specifically toward important leads, including middle 
managers and front-line supervisors (an important group 
that is often overlooked), and use them regularly.

Leaders have to be aligned on outcomes, so know who 
important leaders are and have a plan for communicating 
with them all along the way. Engage them in open dialogue 
and ask for their support, because when things get tough 
and begin to hit home (e.g., a specific group loses its legacy 
systems and some favored functionality), these leaders 
must behave in support of the program, helping their 
organizations accept program-related changes.

Story from the field…

What's the difference between a successful project and a $100 million mistake? A 
steering committee that works.

One electric utility company's steering committee made all the difference to the 
success of their technology implementation, because they were engaged, were 
passionate about the program, and were outcomes-focused.  
The CEO set the tone from the top: he was never late to a meeting, never left 
early, and always participated. As a result, the rest of the steering committee was 
equally committed. In addition, each steering committee member had an area 
on the program they were particularly passionate about, and developed a set of 
simple talking points that relayed the tangible benefits of the changes. And when 
the project hit roadblocks, they were quick to communicate these talking points, 
to espouse the program charter, and to mitigate any unproductive dissention from 
business line leaders. Acting as the captain of the ship, the steering committee was 
able to help the program stay its course and achieve impactful results.
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Communicated. Survey respondents cited “ineffective 
communications” as the second biggest barrier to a 
successful technology implementation. An effective way 
to get everyone “rowing in the same direction” toward 
desired outcomes is to communicate effectively — this 
means both within the project team and broadly across the 
organization. It is the responsibility of the PMO to establish 
open communication and transparency around project 
goals and objectives, guiding principles, expectations, 
governance, dependencies, and schedules. It is their job 
to create and maintain a common understanding of these 
important parameters among project team members 
and organizational leaders— so that everyone is working 
toward a common vision and objectives are aligned on 
what needs to happen and when.

How useful were each of the following in driving 
adoption of new technologies? (Very Useful responses)

The business also bears responsibility for delivering and 
cascading messages on behalf of the project. According 
to the survey, these messages are best delivered 
through ambassadors positioned at various levels 
within the business and by utilizing established, reliable 
communications channels.

The survey also indicated that innovative communication 
channels are underutilized. For example, fewer than 15% 
used social media to engage leaders, managers, and 
employees during their technology implementations. 
Recent projects have expanded the established channels to 
great success:

• Yammer and online chat groups for Change Agents / 
Super Users

• WebEx to enhance leaders’ experience and to  
cover geographically distributed audiences during 
process briefings 

• Tele-suites for hosting conference room training

• Simulation tools supporting experiential learning  
and hosting expos and demonstrations of the 
technology solution

• Intranet pages for sharing the latest project information 
broadly across the organization, requesting feedback 
on specific questions, and documenting completion of 
specific project activities such as site readiness checklists

46%
Engagement of leaders as
advocates

35%
Communicaiton to all
end-users

54%
End-users as change agents
and super users
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Common communication mistakes

Project team communication

• Failing to create full design understanding at the 
business process owner level: Functional teams must 
communicate regularly, clearly, and comprehensively 
with their appropriate senior-level process owners — 
so that they understand the details and implications of 
the new system design. If they don’t, you run the risk 
of leaders wanting to revisit design decisions that were 
made months ago, resulting in potentially significant 
project delays

• Assuming people know: A lack of integration among 
design teams can result in end-to-end process flaws. 
Don’t make the mistake of assuming that teams / team 
members know what each other are doing. The project 
manager should clearly communicate decisions with 
cross-functional implications

• Ineffective Steering Committee communication: If 
Steering Committee members are missing meetings, 
not asking enough questions, seem to be rubber-
stamping decisions, budget requests, etc., they aren’t 
appropriately engaged. Things the project manager 
should think about prior to each SC meeting to 
improve meeting effectiveness: What are the 2-3 key 
messages I want to communicate? (Don’t confuse 
PowerPoint decks with messages.) What are my specific 
“asks” of SC members? 

Organizational communication

• Doing too much telling: If you spend too much time 
talking and not enough listening, you may not know 
if you’re addressing end user issues / questions or how 
your messages are being received. The result could be 
getting blind-sided with resistance and work-arounds 
at go live

• Not enlisting mid-level managers and front-line 
supervisors: This group can be the project team’s ally 
in terms of preparing employees for go-live – only if 
they, themselves, understand new processes, the new 
system, how things will change, what will happen at 
cutover, and what’s expected of them and their direct 
reports

• Glossing over the significance of the change: Change 
is never easy for people, and typically these projects 
bring a lot of it. Don’t make the mistake of trying to 
reassure people or “sugarcoat” the impact to them. 
Rather, set appropriate expectations — the transition 
won’t be easy, but we’ll provide training and support 
to help you through it. And even if this new system 
isn’t what you’re used to and may not have the exact 
same functionality as your old system, we do expect 
you to adopt new practices that will provide great 
downstream benefits for the company

Final word on Outcomes

Aim To

• Incent leaders to support specific program objectives. Be specific about what outcomes they will be 
expected to achieve

• Require C-suite participation in kickoff, phase transition, and milestone  celebration meetings
• Engage mid-level managers and front-line supervisors directly, making sure they understand 

expected program outcomes, impacts, timing, and how they can help employees deal with change

Avoid
• Tolerating a passive Program Steering Committee
• Under-communicating with Business Process Owners
• Expecting the Change Management Team to do most of the program communicating
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In today’s economic climate, organizations are increasingly 
selective when making large-scale investments in 
technology. Once committed to making a technology 
investment, leadership’s next concern should be 
delivering high-quality return on investment. Successfully 
implementing a technology solution is a challenge and the 
effectiveness of the project team is a make or break factor. 

Ask any project manager, and s / he will likely tell you 
that building a high performing team is challenging 
and complex. It takes time to identify and secure team 
members, to onboard and orient them, and for them to 
“gel” and begin acting like a team. Factor in the complexity 
and dynamics of an implementation where team members 
are not familiar with the proposed technology package, 
might be new to long-term project work, and are 
representing different businesses or global regions, and 
we’ve just taken the task of building a team to an entirely 
new level.

Engineered. Let’s face it. You’re likely not going to 
have the “A Team” — everyone wants that, but nobody 
gets it across the board. So, be realistic, and decide 
where you REALLY need the top performers and where 
you can make do with those who are available or use 
the project as a development opportunity (e.g., where 
you pair an inexperienced team member with an expert 
implementation resource for a short period). Put people in 
roles where they can thrive and succeed, whether they are 
your top or average performers. 

Further, understand individual commitments. You may 
have acquired the perfect team member, but if they can 
only participate half of the time needed, you still have 
work to do. Once you have a realistic picture of how your 
team is shaping up, you will then determine how you will 
address any gaps, then you can plan based on the team 
you have (e.g., if you don’t get enough data conversion 
resources, will you have to consider extending the  
project timeline).

Integrated. This means several things. First and foremost, 
you will need to make sure your leads and sub-leads are 
tightly connected to one another. Not everyone excels at 
communicating. By identifying communication channels 
and establishing team meeting tempos, individuals are 
assured a venue in which they can share their work, 
understand dependencies, and gain a perspective on the 
broader project picture. These venues help establish the 
connectivity required to begin to act like a cross-functional 
team. Second, your strategy for selecting / building the 
team should be linked to the outcomes you are trying to 
achieve. For example, if you want to minimize changes 
to the global design template or to establish a high-
functioning global COE, can you engineer your team up 
front with strategically thinking team members to better 
achieve these results?

Team

An effective team should be...

• Designed and engineered based on your priority 
objectives

• Integrated via open communication channels

• Enabled with necessary decision authority, training, 
direction, and tools

• Reassured that their project experience will be a 
career-building one

Test yourself…Have you built the best team?

• Do you know what your critical positions are, based on the specific outcomes 
you’ve defined?

• Have your team leads read the project business case? Do they know specifically 
how they and their teams will contribute to it?

• Have each of your team members been backfilled in the business? Have they 
adequately on-boarded their successors?

• Has the team completed all required training prior to project launch?

• Have you established communication and feedback channels for team members?
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Enabled. Selecting the team is only half the battle. You 
must onboard, orient, and train the team. Individuals 
have to understand everything from the project charter, 
to roles and responsibilities, to methodology and toolsets 
being used. Don’t forget to address seemingly innocuous 
information like what the project vacation calendar is going 
to look like, or day to day-working hours. These small 
details can create morale problems if not communicated 
right up front. Finally, leaders need to be sensitive to the 
fact that employees are being taken out of familiar working 
environments, and asked to take on a job that may not 
be in their comfort zone. Equipping employees with 
information to guide them through the project process, 
where they fit in the grand scheme of things, and what a 
day-in-the-life might look like during the project enables 
them each to focus on the work sooner.

Assured. For long-standing programs, defining an 
overall talent and performance management program is 
imperative. Team members need to know what project 
work will mean in terms of personal skill development, 
career progression, and compensation. People should 
know what they’re signing up for and where this might 
lead them once the project ends. High functioning 
teams are clear on their goals and responsibilities. They 
understand how their performance is going to be assessed, 
who they report to (hard vs. dotted line), goals they will be 
evaluated against, and the bonus they will be eligible for.

There are a myriad of approaches for addressing talent 
concerns on a project that should be thoughtfully 
considered to get the best results – keeping employees 
engaged and motivated. Setting each team member up for 
success is a critical part of STARTING SMART.

Story from the field…

The biggest fear from my perspective is that my projects are unable to get the right resources and the right 
sponsorship. I can do what I can, but I will fail miserably. 

For me, the key to success is having the right sponsorship, having the right kind of resources offshore, and the 
key people onsite to manage those offshore resources. I’ve had situations where I didn’t have this setup and 
learned through the pain and suffering. 

Once you have an effective team, you’re good. 

— Manoj Prasad, Vice President managing applications and testing group for Life Technologies 

Final word on Team

Aim To

• Lead by example
• Help team members understand how the project will contribute to their professional development 

and career advancement
• Communicate proactively and transparently
• Keep a pulse on team morale

Avoid

• Appointing a team lead who has superior technical or functional skills / knowledge, but poor 
communication and leadership skills

• Failing to provide opportunities for growth (new roles / responsibilities) where / when appropriate on 
long-term projects

• Permitting communication to happen organically or by chance
• Depending on your best team members to pick up the work of under-performing team members
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For some projects, the plan is a spreadsheet created at 
project setup that defines the scope, provides start / end 
dates and assigns responsibilities. Once complete, the 
plan finds a home on a shelf or is pinned to a wall never 
to be referenced again unless asked. In this way, the 
plan is treated like a trophy of what is possible, but rarely 
demonstrates what is practical. So it is no surprise that the 
2012-2013 Survey indicated that “Creating a Plan” was 
one of the least challenging activities in a project. Ironically, 
“Sticking to the Work Plan” was the most challenging.

The plan is a living document that requires attention, 
oversight, and regular maintenance, tasks more difficult 
than they seem. The plan is directly linked to the top 
three most challenging and most underestimated project 
activities — Sticking to the Work Plan, Managing Timelines 
and Milestones, and Managing Teams’ Work Loads. 
Additionally, the plan is a contributor to one of the top 
barriers to success — Subpar Project Management.

Once in place, the plan serves as a north star any time 
team members become disoriented or the project seems 
to lean in the wrong direction. It must be used to make 
sure that work is evenly distributed, people are held 
accountable, timelines do not slip, and scope is controlled. 

Achievable. Lofty expectations and unrealistic 
assumptions are the demon of many projects. Even if 
implementation is achieved, an overly-optimistic plan 
usually equates to a challenging and frustrating project. 
Success can be directly linked to having a plan that is 
realistic and passes the common sense test. For example, a 
12-hour, one-day turn on approvals is likely unachievable. 
Instead, document approvals should account for the 
iterative nature of reviews, edits, and interactions. Also, 
the plan must have some contingency. Holidays will occur. 

Family matters will surface. Ad hoc meetings will happen. 
Building contingency into the plan allows the capacity 
to absorb these external factors without significantly 
impacting the overall timeline.

Which are the most important drivers of success in 
implementing and adopting a new technology?

Plan

In order to get a smart start, the plan must be…

• Realistic, ensuring the expectations and 
assumptions make common sense

• Executable both on a task-by-task level and on  
a broader project management level

• The Point of Truth for everyone involved in  
the project

39%
Clear definition of success
during pre-implementation

38%
An ‘A’ team with appropriate
skills and experience

40%
Clear timeline and milestones
for implemention and adoption

35%
Strong commitment to
project management

Test yourself…Is your plan solid?

• When are you done planning? How do you know?

• Do your team leads wake-up in the morning and go to bed at night thinking about 
elapsed time, interdependencies, and quality?

• Does your plan prevent duplicative or redundant activities?

• Does your plan allot time to team members for unplanned or unexpected activities 
(ad hoc meetings, deep-dive working sessions, non-project commitments, etc.)? 

• How often do you review your plan? How often is your plan updated to account 
for decisions made throughout the project? 
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Executable. The plan is a management tool, not an 
administrative tool. Creating the plan is one thing, sticking 
to it, another. The latter requires discipline and project 
management acumen among team members, team leads, 
and the PMO. To support the dynamic nature of large-
scale technology implementations, the plan must keep 
pace. What does this look like? Team meetings start with 
a review of the plan. Decisions are considered with clear 
understanding of the impact on the plan and are reflected 
by updates to the plan. Achievements are celebrated by 
closing out tasks and milestones on the plan. External 
non-project requests are weighed and prioritized based 
on their implications to the plan. Work is not added to the 
plan without the addition of associated resources, unless 
something else on the plan is being dropped or is no 
longer needed.

To ease the burden of project management and execution, 
spending money on tools that automate these activities 
is a good investment. Keep it simple. Select a toolset that 
enables you to track and report KPIs, health metrics, and 
trends over time. And then stick with it. There are few 
things worse than applying a new tool in the middle of the 
project that takes months to master — by the end of the 
project, your team members are just getting comfortable 
in using the tool. Tracking tools are not ends in themselves 
— their value is in enabling appropriate action to achieve 
your objectives.

The Point of Truth. Everyone should understand the 
plan. And that doesn’t just mean where it is located 
or who has it. The plan should be an aid to each team 
member in playing his / her role on the project — including 
setting priorities and making decisions about what NOT to 
spend time on. The PMO’s primary job is to be stewards of 
the plan. At the same time, it is the responsibility of each 
team member to constantly look at the plan to determine 
if things are on course or not. 

No one should waiver from the plan without proper 
consideration and approval — typically through a 
regimented risks / issues process. Everyone, including 
the Executive Sponsor and Steering Committee, should 
recognize and commit that there is no other measure of 
project progress outside of the plan.

Story from the field…

Over dinner one evening, a project manager pulled 
a pen out of his suit coat and a napkin off the table 
and sketched out a project work plan for a large-scale 
technology implementation already months in the 
works. FAILURE!

His successor didn’t believe in work plans. Without 
clear direction and vision for what should happen 
today, tomorrow, and next year, the team floundered 
until the project was over time and budget. FAILURE!

Eventually, the organization was forced to restructure 
the project, replace the incumbent teams, and outline 
a path to stability and wellness. SUCCESS AT LAST!

Final word on Plan

Aim To

• Publish the plan
• Position the plan as the responsibility of everyone, not just the PMO
• Use technology to automate the plan 
• Make the plan the cornerstone of each team meeting and decision

Avoid

• Relegating the plan to the archives once project kick-off is complete
• Allowing the PMO to become simple administrators of project management activities, rather than 

stewards of the plan
• Spending time reengineering basic PM tools halfway through the project (e.g., status reporting, 

issues log). Over-engineering or creating too many dashboards for Steering Committee meetings 
(if you’re spending more time on the dashboard than addressing items ON the dashboard, you’re 
failing at project management)
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Deloitte’s 2012 Technology Adoption survey reveals several 
critical insights. Large-scale implementation projects 
are still hard, and, at times are more challenging than 
expected. STARTING SMART provides a strong foundation 
for the project and avoids many of the pitfalls that can 
have ripple effects across the project. Our survey and 
experience continue to demonstrate that success depends 
on three critical factors.

• Be specific about outcomes. Know what will have 
to change to achieve these outcomes. Don’t be shy 
about saying, for example, “To get to this future, we 
will have to shake things up, retire some of our favorite 
home grown systems, and change people’s jobs. Not 
everyone is going to get what they want. And the 
transition will be tough. But the end result will be 
worth our while, because it will look like...” If you can’t 
complete that sentence, you’re not ready to start  
the project.

• Pay attention to the team. These are long-term, 
tough, taxing projects that take their toll on people. Be 
strategic about selecting team members, training them, 
building their understanding of what outcomes they’re 
trying to achieve, and caring for their morale. Hold 
them accountable. And make changes if team members 
aren’t working out.

• Live by the project plan. Establish a realistic plan 
up front, and then stick to it. Be rigorous in how you 
manage to the plan. Don’t tolerate deviations that are 
not approved through a change request process. Make 
sure people know that you expect them to stick to the 
plan, the whole plan, and nothing but the plan. 

Those final months leading up to go-live are still obviously 
important. Our research shows, though, that what 
happens early on in the project may be just as important. 
Don’t take shortcuts. Be realistic. Be enthusiastic about 
outcomes, team, and the plan.

Summary
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Deloitte Consulting conducted a global survey in 2012-2013 focused on technology implementations. The survey was 
facilitated by Forbes Insights, who polled over 320 leaders with the following characteristic:

Multiple technology implementation types are represented in the survey
The survey included companies that implemented Enterprise Resource Planning (ERP) technologies, cloud solutions, ‘off 
the shelf’ and custom solutions. 

 
Respondents were Director-level and above and represented multiple business functions
Responses represented multiple project roles from Project Managers to IT to functional leads adopting the solution.

About the study

Oracle (Include Seible/PeopleSoft/JDE)

SAP

Cloud/emerging technologies

Custom solutions

Other

27%

24%22%

18%

9%

23%Project Leader/Manager

Project or Executive Sponsor

IT Lead/Manager

Business/Functional Subject Matter Specialist

Functional Team Member

Steering Committee Member

Business Process Owner

IT Team Member

Infrastructure and Technology Specialist

Change Management Lead

16%

14%

10%

8%

8%

7%

7%

4%

3%
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