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2.



What where the major sources of  uncertainty associated with the Denver International Airport project?



Major sources of uncertainties associated associated with the Denver International Airport were: 1.



One



of  the major uncertainties was the scale of  complexity and scope of  the baggage



he baggage handling system was to be unique being integrated and automated. system.  T The BAE automated systems was to be the best and most efficient baggage system ever



developed for airports. 2.



BAE committed to deliver the complete system under a fixed schedule and budget



arrangement despite the fact that they knew it will more than 2 years to complete. The led to huge risk onto BAEs shoulders as they were running against time right from the start causing uncertainties about the timely completion of  project.



3. Although the airline s, people, businessmen etc.  w ere the key stakeholders in the system, they were excluded from the discussions leading to uncertainties about the success of  the project. The airport was built to give the fillip to the economy and iut should serve that purpose.



4. The lack of  coordination among the different teams and contractors. For example, the design of  the building was started before the baggage system design was drawn causing problems about the allowances designers of  the building will extend to the baggage system. 5.



In October of  1992 Walter Slinger died causing project to without leadership. According to reports, Mr Slingers replacement lacked the in-depth engineering knowledge required to understand the system. In addition the replacement manager retained their prior responsibilities and hence was stretched to the limit.



6.



Large



number of  stakeholders led to the confusion and chaos in the project leading to delays and uncertainties.



7.



contractors and companies working on the project also led to massive The huge numbers of  confusion and any delay on the part of  one companies trickled down to many other works as well leading to accumulation of  delays.



8.



Poor



the management and communication system was not able to hold different part of 



projects on the same page. There was lack of  coordination among different players and also the communication channels were not defined. 9.



the project, the DIA had undertaken so they did not have the There was no precedence of  benefit hindsight or experience.



2



a) What steps were taken to manage these risks?



 BAE Automated Systems (A



To manage the uncertainties Project management took these following steps: 1. Management decided to make an integrated baggage system for which a centralized control their own system was required. Thus they correctly developed the baggage system of  instead of  different airlines to make a uniform system. 2.



Different committees were set-up and advice and alternative s were discussed with end



users, airplanes and the FAA.



3. A strict timeline was given to BEA to ensure timely completion of  the project and its different applications.



4. Airlines were asked to make necessary changes required in the system to reduce uncertainties about systems proper handling. 5.



airport building tried to accommodate needs of  a baggage system. Though The designers of  they were not sufficient.



6.



the project to ensure its proper Bringing in an external consultant to review the working of  functioning.



7.



A prototype baggage system was developed to check the possibility of  such a complex system.



8.



The different works have a different design freeze dates beyond which no change in design



the project and less uncertainty. were allowed to ensure the timely completion of  9.



BAE was given unrestricted access so that the baggage system is developed at a faster pace



and can finish in time.



10. Construction of  back up baggage system to ensure that airport can function without automated baggage system as well.



11. City delegated work for engineering, onsite organization, structure etc. to consultants contracts, disputes, keeping ulti mate policy decisions, negotiations and execution of  payments etc to itself  to maintain control over the systems and progress.



12. Keeping provi sions for 6 month delay to absorb the shock of  unexpected delays. 13. Involvement of  local businesses and talents kept airport a major goal of  the city, thus its importance never diminished. 2



c) What could have been better done to better manage these risks?



 BAE Automated Systems (A these steps were small or Although DIA tried to reduce risk by taking above steps, but most of  late leading to continuous delays and breakdown of  he following steps should also sy stem.  T have been taken to reduce the uncertainties further:



1. The Project Management should have realized the complexities of  baggage system right from the beginning and should not have made it a central thing in the airport system. Change



in the scope of  the project changed the scope of  baggage system in middle of 



system leading to delays and uncertainties. DIA should have built the system right from the beginnings. 2.



The delays in inviting bid should have been addressed either by changing the date for



completion of  project or rolling out baggage system in phases. Tight deadlines only turned into missed deadlines.



3. All stakeholder s should have been consulted right from the start to ensure enough time for their concerns to be addressed properly.



4. It should have been clear right from the beginning who is investing in baggage system, the airlines or the airport to save precious time and confusion. 5.



External consultants should have been involved at earlier stages to ensure timely feedback



and proper suggestions. 6.



other systems should have had better coordination Designers of  buildings and makers of  with BEA to ensure a single integrated system.



7.



There should have had better agreements and contracts with the contractors to ensure better management, coordinations among them. The agreements must have mentions



deadlines and penalties for delays. 8.



A big program like Denver Airport should have done in phases to gain experience and to



reduce complexities and delays. This also would have allowed to start the services of  airport at some level but at a earlier date. 9.



failure of  any big system like baggage They should have prepared a back up plan in case of  system which ultimately caused delays for whole project.



10. Setting up of  a committee to look into the detail s and execution of  the plan to reduce political interference in the project.



11. There should have been a leadership development program to have smooth change of  guards.



12. The communication channels between the different stakeholders, consultants, contractors etc. should have been better defined.



 BAE Automated Systems (A 13. There should have been a periodic revie w of  progress made and if  required what necessary steps needs to be taken.



14. There should have been a risk planning system in place to better manage risk involved.



2 d) Critique of  your answer to Q  uestion1. My original answer was more focused on airport baggage system rather than on the whole



airport so I have overlooked many factors that were of  prime importance. Further I never approached this question in a general project based manner, my analysis were specific to this problem. The examples given by the instructors and class discussions presented me with many more vital concerns about the project and how to handle these problems. The best thing I learned in class and which I have tried to incorporate in my answer is scope of 



term project and its role and importance. I am also more aware of  the term Project risk and trade-off  management and the importance of  s. This have changed my approach to the problem like now I believe that one potential solution for the problem could have been phased implementation so that risk of  delaying whole project is reduced. I also think that here performance should have traded-off  for timely completion after a certain point. Further I also overlooked leadership and change management issues which can be very crucial



at times. I have also tried to incorporate team coordination and importance of  communication in my analysis as I learnt that these are as important as technological competence. I also realized that a slight delay in one project can cascade into longer delays on other projects jeopardizing whole project, thus a periodic review is very important. I also learned to address different risk



involved in the project. the issue and I was addressing the I think my original answer was not covering the depth of  surface problems. I b elieve that class discussion has broadened my horizon and now I am in a better position to take my leanings from this case to u se in different scenarios.



3 a) Think of another situation that would benefit from analyzing the sources of uncertainty.



What do you imagine the sources of uncertainty would be in this situation? The implementation of  Infor mation Technology projects in an organization is the best example of  uncertainties. The prime source of  uncertainty is the scope of  project is generally not defined. Another source of  between time and budget. IT projects have been uncertainty is to trade-off  infamous for both time and cost overruns. I think many of  the lessons learn from this case will be applicable in an IT project as well like:



1) 2)



Large



number of  stakeholders C omplexities and scope of  project



 BAE Automated Systems (A 3) The lack of  coordination between different groups and team 4) Software part is dependent on hardware part and both are dependent on how end user uses them. in-house expertise 5) Lack of  leadership management. 6) No change of  proper contracts and agreement. 7) Lack of  risk mitigation and fall back option. 8) Lack of  precedence 9) Lack of  10) Absence of  outside consultant These are the some of  the issues which are common in every project where many parties are involved and companies are not used to implement.



3 b) what steps could be taken upfront to manage the risks you indentified? the steps taken in Denver airport case can be used for IT project implementation. Some of  Many of  the steps that can be taken upfront are: y y



y



y y y y



y y



Evaluate risks involved in the project and how to address them.



time, budget and performance so that the best trade-off  can be made when and Set priorities of  if  required. Have



a detailed contract and agreement with vendors to ensure timely completion, lack of  misunderstanding, proper implementation. Periodic reviews to detect problems and concerns in time. System of  Conduct market research to check for the precedence and examples. Hire consultant who can give a different and outside perspective. Have proper strategy for coordination among different teams and projects to ensure timely completion and efficient planning. possible, use prototype first to check the functioning of  If  system. If  possible, implement the project in phases.



4 How do the concepts of uncertainty and risk relate to an organizations competitiveness? Risks are the uncertainties involved in a project that can cause delay, increase costs or could jeopardize project performance. Hence, Risk management will involve the identification, assessment, and prioritization of  risks and then managing the risks with coordinated efforts.



risk adversely affects the competitiveness of  an organization as no organization works in Any type of  the absence of  competition or have unlimited time and budget. These constraints make it very important that organizations use their limited resources in the most efficient manner. The benefits and opportunities of  risk management should be viewed not just in the context of  the activity itself  good risk but in relation to the many and varied stakeholders who can be affected. The focus of  these risks. Its main purpose is to add maximum management is the identification and treatment of  the organization.  I t increases the probability of  sustainable value to all the activities of  success, and reduces both the probability of  failure and the uncertainty of  achieving the organizations overall objectives.



 BAE Automated Systems (A As we read in the case of  Boeing, any delay in the project can cause serious financial burden on the organization making it less competitive. Further any delays in the project allow competitions to take first movers advantage. Any performance issues related with risk can cause problems with clients or customers. In BAE case, risk was not addressed leading to the delays, financial burden and then less than opti mum performance. Any of  these issues can cause severe damage the prestige and future of  the project. Competitiveness is measured relative terms and thus risk can be major factor in deciding competiveness of  the organization.
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