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About The IE Business
Doctors

The IE Business Doctors, founded
and managed by Eugene Valdez, are a

strategic alliance of 15
predominantly In-
land-based business
experts from a variety
of disciplines who
meet twice monthly to
mentor each other
and share best prac-
tices. This column is
geared toward sharing
information with

small business owners. For more
informaton about The Business Doc-
tors, contact Valdez, Vice President-
Senior Relationship Manager of Com-
munity Bank in Ontario via eval-
dez@cbank.com. Opinions expressed
by the authors are their own personal
opinions and not the opinions of
Community Bank. 

About Peter Mehit
Peter Mehit is COO of Custom

Business Planning and Solutions. He
can be reached via 800-741-8444.

Eugene
Valdez

At one point in my career, I managed a
lot of software projects. At least once
on each project I would be handed

the classic dilemma: “You can have it on
budget or on time, but you can’t have both.”

The person that was saying
this to me was expressing
frustration about being be-
hind an eight ball, some-
times because of my plan-
ning, sometimes theirs and
sometimes it was the accu-
mulation of all the times we
didn’t say “no” to the client. 

During this period, I
learned about a concept

called the “triple constraint.” The triple
constraint consists of Scope, Time and
Resources. Explained below, it is a quick way
to think about any situation and be able to
know how difficult it will be. One way to
think about it is as three forces that are all
pushing against each other such that, any
change in one will affect at least one of the
other two.

Scope
The first force is scope. Well-defined scope

is at the heart of any contract, business plan
or project. Simply put, scope how much
work will be done and what the delivered

product will look like. For a project, it is the
set of tasks that will be met and the
objective of the project. For a company these
are the process steps that are used to deliver
its product to a customer. How big the scope
is drives two other forces: time and re-
sources.

Time
Time is literally how much time you want

a task or process to take. In selling a car, two
hours may be an acceptable time. Writing a
contract may take 10 hours. Machining steel
into a part may take a few minutes. Time
affects scope because the time limit will
determine how much scope you can ac-
complish. If you choose well in developing
your scope, you should be able to ac-
complish the work in the time you set.
Scope and time, in turn, are dependent on
resources. 

Resources
Resources are the things that you need to

get the job done. Most think this applies to
people alone, but it also can be a line of
credit, a machine or anything else that gets
your process steps completed so you can
deliver your product. A well planned busi-
ness or project will allow the work described
by scope to be performed in the time

allowed with the resources you select.
All these forces act on each other. A

change in one means a change in the others.
If you add more to scope, you will need more
resources, time or both. If you have a
reduction in resources, you will have to
increase time or reduce scope or both. 

For example, if you set contract scope for
100 parts per 8 hour shift based on your
shop producing a part in 4 minutes and you
find out that it actually takes 6, you have
several choices:

Reduce the number of parts required by
scope (result: fewer parts produced)

Add more resources in the form of
additional machines (result: higher costs for
more machines and labor)

Add more time in the form of overtime
pay (result: higher costs for labor)

The choice you make is based the specifics
of your situation. The important point is
that you have a quick way of analyzing the
impact of any change using the “triple
constraint.” It’s simple and powerful.

Understanding that changing any of the
three elements will have an impact on at
least one of the others, you can make quick
assessments of business situations and
rapidly come up with usable choices.

3 ways to avoid being put behind the 8-ball
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