
Defense AT&L: July-August 2005 28

Turk is a retired Air Force lieutenant colonel and a project manager with SRA International, managing two National Guard Bureau information
technology projects. He has supported projects for DoD, the military services, other federal agencies, and non-profit organizations. He is a frequent
contributor to Defense AT&L.

W O R K F O R C E  D E V E L O P M E N T

Quality Management — A Primer
Part II

Wayne Turk

Part I of “Quality Management — A Primer” (De-
fense AT&L, May-June 2005) focused on getting
the project started, building the right team and the
right team dynamics, and using good processes
to end up with good, useful products. Part II deals

with budget, schedule, contractor relations, and a slew of
points covering the many other parts of project man-
agement that you have to worry about—communications,
setting expectations, quality assurance, and testing, to
mention just a few. Together, the two parts provide a basic
primer on project management in the federal govern-
ment.The primer doesn’t address managing quality, but
providing quality project management. I’ve tried to em-
phasize some areas that many articles, books and courses
frequently don't discuss or don't cover in depth. 

After you follow the advice in Part I to help you get your
staff assembled, decide who’s doing what, and gather
the requirements for the project, you’re ready to
move on. You have your team in place, and you’ve
built some great team dynamics, put some good
processes in place, and started on all of the
documentation that you need—but
there’s still a long way to go. You
can’t go anywhere without
money and a plan.

Meeting the
Schedule Challenge
The project schedule and
budget can be the most dif-
ficult parts of a man-
ager’s duties. Meeting
the schedule and stay-
ing within budget are
critical to the real and per-
ceived success of any project.
If you don’t meet the sched-
ule for your project—even if
it is through no fault of yours
or your team’s—the project is
deemed a failure. The same
holds true for over-running
the budget.

Many projects are given a completion date before there
is ever a project manager or a team. If that happens, con-
sider a two-pronged approach: develop a schedule using
the completion date and working backwards to include
all of the necessary actions; decide if the schedule is re-
alistic. If not, develop a schedule without the constraint
of the given completion date. It then becomes your job
to sell the new schedule. You may have to find a cham-
pion to sell it for you. There may be operational reasons
for the original end date. If so, you are probably stuck
with the original schedule. Throwing money and resources
at the project might be possible—but with some projects,

that won’t help. Slitting
your wrists or quitting

could be considered,
but there are far bet-

ter options.



Finding ways to compress a schedule is a challenge for
your whole team. Ask their help and listen to their ideas.
Usually, the best way to compress a schedule is to make
as many of the tasks as possible parallel rather than se-
quential. For example, it is sometimes possible in the soft-
ware world to develop the software in modules. Work can
proceed on multiple modules at one time; then testing
can be done on each module as it comes ready, with final
integration testing done at the end. That’s just one ex-
ample; there are many more around. This is where the
creativity and flexibility that were mentioned in Part I of
this article come in. 

Let’s get back to the project. You’ve determined the sched-
ule—or at least have one that you think you can live with.
Put it on paper or post it electronically to give the team
access to it. They’re the ones doing the work, and they
need to be able to see how they are doing and what’s
coming in the future. Management will also want to see
it. Make sure that it’s realistic, and keep it a living docu-
ment. Change or update it as the project progresses.

The following are a few other suggestions that can help
you meet your schedule—certainly not all-inclusive, but
they are a start:
• All tasks should have a timeline or suspense.
• Ensure that each task is assigned to someone.
• Do not accept or assign tasks that are unnecessary (this

can be difficult).
• Do not allow “scope creep” (adding or expanding re-

quirements as you progress—also very difficult).
• Consolidate tasks in the schedule where possible.
• Make tasks sequential only if they have to be.
• Set up a tracking system for tasks, suspenses, and ac-

tion items.
• Review the tracking system at least weekly.
• Meet all suspenses as early as possible, and do not delay

completing them until the last minute.
• If a task deadline cannot be met, ensure that the ini-

tiator and the task manager are notified ASAP and well
before the due date; this may not help keep you on
schedule, but it can keep you out of trouble, or at least
minimize the trouble.

Balancing the Realities of the Budget
As with the schedule, in many (if not most) government
projects, your budget—at least the initial budget—is set
by someone else, and it’s a constraint that you usually
have to live with. Chances are better that your budget will
be cut at some point, than that it will be increased. So
how do you live with the budget and succeed? It takes
good planning, good management, constant monitoring,
and sometimes some more of that creativity. A little luck
doesn’t hurt either.

If you’re the one planning the budget, whether it is the
initial budget or a subsequent year’s, make sure that it’s
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realistic. I have found planning three budgets can be very
helpful. The first is the fully funded budget. This is the
ideal budget that you need to do everything required in
the project and some desired but not required things, and
it includes some funding for the unexpected. The second
is a no-frills budget based on what you need to do the job
and expect to get. This is normally less that the fully
funded budget but enough to allow you to accomplish all
or most of the necessary actions within the project. The
third is the subsistence budget, the amount needed to
keep your project alive and to accomplish the minimum
necessary project requirements. It’s the budget that you
don’t want but have to be prepared for.

With all of the unknowns and the many external con-
straints that come along, planning the budget can be dif-
ficult. I recommend that you try to keep a “management
reserve” for the unexpected (a practice that is frowned
upon in many quarters, but can save your professional
life). It should be a percentage of your total budget. The
following additional suggestions are for remaining within
your budget. A few coincide with suggestions for re-
maining on schedule. That’s because schedule overruns
and cost overruns are usually directly related.
• Don’t allow scope creep unless the dollars accompany

the new requirements, and even then, try not to allow
it.

• Track costs closely and compare them to planned costs.
• Project upcoming costs and revise them as changes

occur.
• Use Earned Value Management in some form.
• Consolidate tasks for cost savings.
• Leverage on previously developed work—if you can use

something that someone else has already done or paid
for, do so.

• Don’t use “gold-plated” requirements; that goes for per-
sonnel, purchased items, and the requirements for your
project deliverables.

• Use cost-benefit analyses to help you make decisions.
• Don’t waste resources on unnecessary work.
• Do things right the first time; rework is expensive in

dollars and time.
• Prioritize requirements and tasks so that you know what

can be eliminated if budget cuts come along or you
begin to run over budget.

• Take immediate action if you appear to be running over
budget. Waiting won’t help.

• Scrutinize contractor and vendor invoices for errors.

Managing Contractor Relations
In today’s world, almost every project has contractors in-
volved. Below are a few suggestions for how you can en-
sure that the contractors help you make the project a suc-
cess. Admittedly, as a contractor, I may see things from
a different perspective, but I have been on both sides of
the fence. Some of these suggestions apply to all mem-
bers of the project team, not just the contractors:



• Make them a part of the team. Many contractors feel
real ownership of a project that they are involved in.
Treat them as you would any other team members. Do
not make it an us–them environment.

• Remember that the contractors have a scope of work,
too. Don’t expect them to accept scope creep either. If
it happens, expect a contract modification that will cost
you more.

• Let them know what you expect, but be consistent in
the standards that you set. Set high standards for all mem-
bers of the team and ensure that all live up to them.

• Give them all the information that they need to do their
part. Open communication is essential.

• Accept that contractors have proprietary information
or processes, just as you do. Don’t share one company’s
proprietary information with other contractors. And
don’t favor one company with information not shared
with all.
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• Don’t miss deadlines for completing actions or pro-
viding needed information to contractors. If you

do, don’t expect them to make up the time
for you.

• Give them realistic tasks and timelines.
• Don’t try to subvert the government con-

tracting rules. That can get everyone in
trouble.

Odds and Ends
… for a successful end to the project.

If you’ve read this far, I hope you’ve
picked up some good ideas. Here are a

few more suggestions that don’t fit into a
single category but can really help you and
your project. 

CCoommmmuunniiccaattiioonn
Maybe the most important part of project man-

agement. Make sure everyone is aware of what is
going on. Communicate up the chain, with your
peers, and with your team. Keep your boss informed
of the good and the bad. Let him or her know what
is happening with the project on a regular basis.
Communicate with the team. Give them feedback
on their work and on the project status and plans.
Keep them informed about what is happening,
what changes are occurring, and why. Commu-
nicate with others outside your organization who
need to be kept in the know. Communicate with
the end users.

IInnvvoollvveemmeenntt
Ensure all levels of end users are involved
throughout the life of the project. This is an-
other form of communication that is critical.
End users have the kind of input you need to
put out the products they need and will use.

Keeping them in the loop can save you a lot
of wasted time, effort, and money.

EExxppeeccttaattiioonnss
Exceed expectations. That may sound contradictory to
the earlier advice not to accept extra or unnecessary tasks
and not to gold plate requirements, but it’s not. Exceed-
ing expectations merely means providing documents and
products that are of excellent quality and are better or do
more than was called for. Ensuring that all products and
documents are understandable and usable is a big part
of it. This is also a part of quality management.

QQuuaalliittyy  AAssssuurraannccee
QA is a process that is considered a pain in the neck or
a hindrance by many managers. That may be true, but a
good QA program means better products and fewer prob-
lems in the long run. There are excellent QA processes
out there. Find and use them.



TTeessttiinngg
The same is true of a comprehensive testing program.
Adequate and timely testing with good test plans makes
for good products and prevents major problems in the
field. Don’t scrimp on the testing. It will come back to
haunt you! The timely aspect is important, too. If at all
possible, include independent testers. Finally, have the
expected users as a part of testing.

OOwwnneerrsshhiipp
Encourage buy-in at every level. You need the team to
have feelings of ownership, and you need support from
those up the chain and those who will be the final users.
Buy-in can help with your budget and getting the resources
that you need. Having a true champion (someone who
believes in your project and will fight for it) in the higher
levels of the management structure can really ease your
way.

BBuurreeaauuccrraaccyy
The government has thousands of pages of laws, regula-
tions, and guidance for you as a project manager. Be aware
that in those thousands of pages there will be contradic-
tions. Compliance with the appropriate ones is a must,
and you aren’t going to know all of the appropriate ones.
That’s why there are experts that you can consult. Don’t
hesitate to call on them. That’s their job. Whether it’s the
lawyers, contracting, or some other organization, ask
questions and listen—truly listen—to the answers. Do
your own research, too. The experts may not have all the
answers. 

Keep on Learning
Finally, never stop reading, talking with others, and
learning. Project management is complex. No one
knows it all or all of the tricks to making a project a suc-
cess. First learn from others, then share what you have
learned.

No two projects are the same. I ‘ve tried to provide some
principles and processes that will work all the time and
others which will help in most projects. The ideas and
suggestions are not comprehensive, but basic. This primer
is a distillation of some lessons learned that can help
make you and your project a success. 

As I said in the first article, project management is an art.
Between the two articles, you have a wide palette of paints
to work with, but none of the paint pots is deep. It will
require more work on your part. Project management is
tough, but it also can be rewarding.
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The author welcomes comments and questions. Con-
tact him at wayne_turk@sra.com.

More than 60 employees from activities across the
Naval Supply Systems Command, <http://www
.navsup.navy.mil>, gathered April 26–28 for the

2005 NAVSUP Transformation Academy held at the Naval
Support Activity in Mechanicsburg, Pa.

The annual three-day event historically affords NAVSUP
civilian and military employees an opportunity to learn
more about the NAVSUP "combat capability through lo-
gistics" mission and how it supports the Navy's global
supply chain and the warfighter. 

Started in 1995 and formerly known as the "NAVSUP
Academy," the name was changed this year. "We wanted
to preserve the spirit of the Academy and broaden the
scope to address our current transformation initiatives,"
says Capt. Charles Lilli, USN, SC, NAVSUP's chief of staff.

Presentations were given by NAVSUP senior military and
civilian leaders representing all of the enterprise's com-
mands: Headquarters, the Fleet and Industrial Supply
Centers, the Naval Inventory Control Point, the Navy
Supply Information Systems Activity, the Navy Exchange
Service Command, and the Naval Operational Logistics
Support Center.

"The Transformation Academy provided a well-orga-
nized overall perspective of the NAVSUP enterprise,"
says participant Troy L. High, security director/chief of
police for the Naval Support Activity. 

At the end of the second day, an information exchange
provided a forum for two-way communication on major
change initiatives such as enterprise resource planning
(ERP), the national security performance system, base
realignment and closure, and lean six sigma. All mem-
bers of the NAVSUP Civilian Board of Directors partici-
pated in this exchange. 

"The Transformation Academy was extremely valuable,
and the presentations were truly first rate," says Mary
K. Graci, an information technology specialist with the
Navy Supply Information Systems Activity, who parici-
pated. "The information exchange helped me to better
understand my role in Navy ERP."

"The training I received at the Academy was the best
government-provided training that I have received in
my government career," says participant Pete DiRocco,
supply systems analyst with the Naval Inventory Con-
trol Point.

10th Annual NAVSUP Academy
Focuses on Transformation 


