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��GUIDELINE -1: PROJECT IDENTIFICATION







Responsibility for action



It is likely to be inefficient to do this work by means of meetings.  The actions are for individuals to take.  Responsibility for action lies with the person asked to take charge of the identification work by the potential sponsor.  In a larger investigation with several resources the person would be in the role of Project Manager.



Objective



It should be possible to test a need for a change or improvement to the business and/or IT to determine whether it should be done at all, whether it should be carried forward as a project, and what the scope and scale of a project would be



It should be possible to make an initial approximation of the margin of benefit over cost of doing the change or improvement



It should be possible to take an initial view of the feasibility of the proposals in terms of investment and whether the work should be done in-house or performed by a supplier��[Note: the assessment of feasibility in terms of impact of the total of all projects cross-company on key people is handled in the Project Prioritisation process – see guideline]



It should be possible to turn the need into a proposal that can be evaluated for prioritisation



Key qualities
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Definition of a project



A project has a beginning, a middle and an end; and an outcome (the benefits and expectations met)

It brings about a permanent change, i.e. it is not an item of repeating casework

If it impacts the plans of other people and business units it is big enough to be treated as a project.

If it can be done within the resource and budget of a group of people who are constantly in touch, and it does not impact anyone else, then it does not have to be treated as a project.



This definition means that projects can be brief – as little as a couple of weeks – and small – as few as a couple of people doing them.  In those cases the rule is to treat the project guidelines as a checklist.  Many of the actions and processes will not need to be done at all, or done only very simply, but it is useful to check for possible important actions.  For example it is always wise to have some sort of PID and plan, no matter how simple.



Process



The identification investigation may itself require staff time, specific skills and a budget beyond the resources of the sponsoring unit the investigation.  In that case a one-page summary following the lines of the proposal template, but without investigations to substantiate the business justification, should be prepared for the Executive or the Operational Management Committee to commission the investigation.  The proposal should stress the prima facie business case for the investigation.



Using the template proposal as a checklist, make investigations under each of the headings. 

The template requires that the scope of any project is defined, that key people impacted are identified and approximate estimate made of the impact on their time at different stages of the project, and that the likelihood of budget is stated.

The availability of a supplier and product, if appropriate, should be established, and investigation for any key show-stoppers recorded

Proposals for fund launch and product projects should be submitted to the Executive quarterly Business Plan review meetings, and for service level and efficiency projects to the Operational Management Committee



Template(s)



Project identification proposal



Hints and guidelines



In order to do this outline estimating needs to be carried out.  Without detailed planning this can be based on the “not greater than” and “not less than” approach (see benefits realisation guideline).

In estimating with so little basis of fact it is crucial to get the views of other people with experience of projects of similar scope in MCL.  Make sure anyone who can contribute, especially to estimating and QA of the estimates, has been consulted.

It is better to err on the pessimistic side in assessing costs and time at this point, as detail is certain to be overlooked.  An order-or-magnitude error of estimating at this point can lead to commitment to a project that is later seen to have no chance of being cost-effective.

�

��Project Management

 



 ��Project Identification Proposal

��[Date]��

�

1.	Introduction

[Meeting or event that has led to the possibility of a need for a project]

The purpose of the document is to establish the need for a project and to initially assess the feasibility of carrying it out.

This document has the following sections:

objectives and scope of the project

benefits to the business

indicative costs

timescale (commercial “window”)

personnel who would be key to the project, and approximately when needed 

[if appropriate, availability of 3rd party product and supplier and any potential�          show-stoppers]

finance�

2.  Objectives and scope

[Objectives in 1-3 sentences]

[List of expected results that are within scope]

[Indication of 1-3 key areas that would be out of scope that, by being stated, help to define the limits of the project]

3.	Indicative benefits to the business

[List benefits with “not greater than….not less than” value in cash terms.  Err on the low side in estimating to allow for partial achievement of objectives]

Indicative costs

[List main heads of costs with “not greater than….not less than” value in cash terms.  Err on the high side in estimating to allow for detail which will be discovered as the project is planned]

5.	Personnel who are likely to be key to the project	

[List of names of personnel, including any IT, whose availability will be key to the project.  Note against them which phases of the project they will be needed for, approximately what % of their time will be needed, and when in the timescale that need is most likely to occur.  This information will feed the table of cross-company commitments to projects and help to check the feasibility in terms of resource availability]

6.	3rd Party Suppliers

[List names of potential 3rd party suppliers.  For each identify any key questions which could be show-stoppers.  This is to focus investigation to quickly eliminate any infeasible supply situations.]

Finance

An indicative assessment (without discounting) is that the project is likely to be cost-effective with a margin of the order of   £……………... per annum. 

The proposed budget for the project will be from ………….. department
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Responsibility for action



It is likely to be inefficient to do the initial analysis in this work by means of meetings, although the conclusions will be important to the Executive and the OMC in their prioritisation planning and to a steering group of a project.  Once the project is underway, however, interdependencies are best identified in meetings of people impacted by the project (see Hints and Guidelines).  These meetings must be strictly chaired to maintain focus on identifying and nor solving interdependencies.  Solution should be off-line.

Responsibility for action at the project identification stage lies with the person asked to take charge of the identification work by the potential sponsor, and from the project initiation stage onwards with the person in the role of project manager.



Objective



People scoping projects at identification and initiation stages should know how to maximise the autonomy of projects



People managing projects should know how to divide projects up in such a way as to reduce the coupling between parts of a project and to maximise the internal cohesion of each part of the project



People involved in the direction and management of projects should have means to manage interdependency when it occurs



Project managers should be able to maximise the probability of surfacing interdependencies emerging from a detailed level.





Key qualities
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Key concept



Interdependencies between tasks and projects occur in one of three ways:



Contention for a shared resource.  The most noticeable interdependency.  More than one task or project requires the same resource at the same time, and one or more projects have to wait for the release of the resource.  Resource can be a unit of a person’s time, a deployment of a person’s particular skill, or a physical resource such as a room or equipment.



Coincidence of a shared process.  More than one task or project involves a same process.  People instinctively decide to perform the process once instead of replicating the work, causing the projects wait upon each others’ schedules.



Coincidence of a shared outcome.   More than one task or project requires a same intermediate result, deliverable or product.  People instinctively decide to create the result once instead of replicating the outcome, and again the projects are made to wait upon each others’ schedules.



These issues were resolved in computing 30 years ago to enable operating systems to deliver fast processing using single-processor sequential computer architecture.  The same solutions applied to project management give the following guidance.



Process



Project interdependencies



When a new project is identified ask each of the following 3 questions:



Is this project going to require a same resource at the same time as another project or requirement?�You can choose to do one of the following:

Accept the interdependence and plan in the delay while you wait for the resource to become available.  You must also plan in the accumulated risk of slippage from delay in release of the resource caused by unforeseeable events in the resource’s other involvements.�Choosing this approach sometimes leads exponential slippage and can produce a gridlock of projects.  Yet because it is the “do nothing” approach it is the most common choice.

Take control of the resource’s other involvements and manage the pushback from the other involvements.�Choosing this approach links projects together over resource rather than outcome.  It is common for the main effort in the project to become directed to resource management rather than getting desired results, which is not ideal.

Replicate the resource and plan in the additional costs.  Do not confuse this with adding resources to catch up slippage.  The replication of resources is specific and temporary.�Choosing this approach is expensive up-front, but it may be cheaper in the long run than (a) or (b)

Does the project include a process that is going on elsewhere?�You can choose to:

Accept the interdependence and plan in the delay while you wait for the other project’s process to coincide with your project plan.  You must also plan in the accumulated risk of slippage from delay caused by unforeseeable events in the other project.�Choosing this approach can lead to a gridlock of projects.  Again, it is the “do nothing” approach and is the most common choice.

Integrate the two projects.  Take care to remove tasks from both projects to others in order to keep the combined project to a similar overall scale.  This results in re-organisation and re-scoping of projects so as to maximise internal project integration.  It also has the effect of reducing dependency between resultant projects.�Choosing this approach links projects together over process rather than outcome.  There is a risk that the main effort in the project can become directed to repeated project re-organisation rather than getting desired results, but the risk is low.

Replicate the process and plan in the additional costs. It requires replication of the resource needed to carry out the process.  Choosing this approach is expensive up-front, but there is a possibility that it could be cheaper in the long run than (a).

Does the project appear to need an outcome being produced by another project?�You can choose to:

Accept the interdependence and plan in the delay while you wait for the other project’s outcome to be achieved to allow your project to move forward. You must also plan in the accumulated risk of slippage from delay caused by unforeseeable events in the other project.  Choosing this approach can lead to a gridlock of projects.

Integrate the two projects.  Take care to remove tasks from both projects to others in order to keep the resultant combined project to a similar overall scale.  This results in re-organisation and re-scoping of projects so as to maximise internal project integration.  It also has the effect of reducing dependency between resultant projects.�Choosing this approach links projects together over outcome, and is likely to optimise the overall picture.  The main effort in the project becomes directed to getting the desired outcome, which is what you want.

Replicate the process to get the same outcome, and plan in the additional costs. It requires replication of the resource needed to carry out the process but it may be possible to cut running costs of the replicated outcome later in a rationalisation exercise.  Choosing this approach is expensive up-front, but there is a possibility that it could be cheaper in the long run than (a).

Once the project is underway, further interdependencies will tend to develop in response to previously unforeseen resource constraints and necessary processes.  Above all new required outcomes will arise from discovery of missed detail and from requests for scope increase.  The questions at 1-3 above will need to be asked again by the project manager and will lead to changes in the project PID, plans and estimates.



The overall effect of applying these questions and making the choices at the planning stages is to cause a re-organisation of project scopes and resources so as to enable each project to proceed autonomously.









Task interdependencies – internal to the project



Refer to the planning guideline before doing this process.  Once the initial task list is available from planning, go through the following steps:





Assume that resources are infinite and that all tasks can be done immediately and simultaneously.  Then ask,  “Why shouldn’t this task start on day one?”.  Identify cases where there is a logical dependency (i.e. “this task cannot logically be done until that task delivers”) of one task upon another. 

Group and link them.  You will now have the tasks organised into sets, each one of which is a string of logically dependent tasks being done as early in the project as possible.  



Note that the project plan will now have become front-loaded.  The techniques used to work out what the tasks are to put in the plan (see planning guideline) tend to back-load the plan.  The process described here redresses that but optimising not only the concurrency of action but also making sure tasks are done as early as possible.



Recognise that each set of tasks is now as logically independent of the others as possible.  They may yet be dependent over shared resources.



Add the resources and estimated timescale for each task.  Timescale will of course depend to a great degree on the skill level of the resources.

Add in the dependency links resulting from issues of availability of resources.

Once the project is underway, further interdependencies will tend to develop in response to previously unforeseen resource constraints and necessary processes, new required outcomes arising from discovery of missed detail and requests for scope increase (see change guideline).  The most effective way to surface them is to have regular meetings of people impacted by the project, including the project team, to talk through what people are doing and to encourage people to table dependency issues that they notice. 

The process in 1-4 above will need to be repeated on a smaller scale as changes arise during the project.  It will lead to changes in the project PID, plans and estimates.





Template(s)



N/A





Hints and guidelines



When handling emerging new interdependencies, do not be content with re-planning and estimating.  The changes needed to handle them are more fundamental, impacting scope, costs and the basis on which the project was commissioned in the first place.  The PID will need to be revisited regularly.

Software tools for project planning lend themselves to the process of finding logically dependent sets of tasks.   As the very first step of using the tool, list the tasks into the planning screen allowing each one to default to the tool’s pre-set value of 1 day duration.  Then while you go through the task interdependency process above use the editing facilities to move the tasks up and down the list and use the linking facilities to mark the dependencies.  Only then add the estimated length of each task, which is another easy facility in the tools, as is adding the resource initials and the new dependencies caused by resource contentions. �This is about the simplest use one can make of a planning tool!

Don’t be tempted to make use of the resource loading and balancing functionality in the planning tool.  People are not widgets with unit outputs per hour as the software tools assume.  They have personal diaries and complex contention for their time.  Worse still, the resource loading and balancing functionality can lead you into spending hours on the software tool instead of managing the project.

Meetings during the project to surface dependencies need strict chairmanship, as not everyone will be concerned with every item discussed.  Progress through reports has to be brisk.
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Responsibility for action



This is one of the few functions that have to be done in meetings.  Responsibility for action is with the Executives’ quarterly reviews of the business plans and the monthly meetings of the OMC.



Responsibility for maintenance of the “key resource impact tool” should lie with one individual, with a deputy for backup.  That person needs cross-company knowledge and should at least be a member of the OMC.





Objective



At any point in time the projects being prepared or are in action should be the right ones for the business.  There should be no projects in progress that are, or have become, not valuable for the business.



Relatively less important projects should not be overlooked.



Relatively more important projects should not be delayed by the impact, direct or indirect, of less important projects.





Key qualities
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Definition of a project



A project has a beginning, a middle and an end; and an outcome (the benefits and expectations met)

It brings about a permanent change, i.e. it is not an item of repeating casework

If it impacts the plans of other people and business units it is big enough to be treated as a project.

If it can be done within the resource and budget of a group of people who are constantly in touch, and it does not impact anyone else, then it does not have to be treated as a project.



This definition means that projects can be brief – as little as a couple of weeks – and small – as few as a couple of people doing them.  In those cases the rule is to treat the project guidelines as a checklist.  Many of the actions and processes will not need to be done at all, or done only very simply, but it is useful to check for possible important actions.  For example it is always wise to have some sort of PID and plan, no matter how simple.





Process



Fund-launch and product projects



[Note: The process is not a major departure from the current agenda of the Executive’s quarterly review of the Business Plan]



At the quarterly review of the MCL Business Plan the Executive should review business project proposals coming forward from the Strategy Committee (see Project Identification guideline)

The Executive should review the project progress chart (see Cross-Company Project Visibility guideline).  

The Executive should prioritise projects based on the business cases, the costs and benefits and the feasibility of new proposals, and the progress towards of achievement of the existing projects.  They should take into account the cross-company impact on key resources (see Key Resource Impact Chart)

The prioritisations and the brief reasons for them should be communicated to project proposers and sponsors.  In more complicated cases this might need a meeting with the sponsor.



Service level and efficiency projects



[Note: this is the current IT Prioritisation Committee process]



An eMail is issued to all staff asking for notification of impending projects.

Note:  In future this may be targeted at identifying projects with service level and efficiency objectives and having an impact on IT resource.

The Operational Management Committee should review the project progress chart (see Cross-Company Project Visibility guideline). 

The Operational Management Committee should prioritise projects based on the business cases, the costs and benefits and the feasibility of new proposals, and the progress towards of achievement of the existing projects.  They should take into account the cross-company impact on key resources (see Key Resource Impact Tool)

The prioritisations and the brief reasons for them should be communicated to project proposers and sponsors.  In more complicated cases this might need a meeting with the sponsor.



Template(s)



“Key Resource Impact Tool”



The “blob chart” concept successfully used to manage impact of work on IT resources is to be explored to see whether it can be adapted to show the impact of all projects and key project stages on c. 30 key named resources in MCL.  It is likely that such a chart would be too large for hard copy presentation. It is thought possible that the facilities for resource impact statistics in MSProject, however, could be used in a simple way to approximate resource overloads and infeasibilities cross-company.



Hints and guidelines



The prioritisation process must address the fact that the right action may be to abort a project and write off its costs in order to enable another more valuable project to be commissioned or accelerated.  This is often the most difficult decision for people to face up to.  It requires a firm grasp of the business priorities and its operating costs, and the authority to impose the decision.

The group or committee that makes the prioritisation decisions needs to be at senior Board level as proposed.  In organisations where it is at a lower level decisions get debated and then referred upwards, usually with the expense of a lot of meetings and the loss of a lot of elapsed time.

The group or committee that makes the decisions must take a commercial view of the value of the projects.  Project costs and effort can be large and, like unprofitable products, can easily embed losses into the company’s routines.

The group or committee needs, as proposed here, to have a clear and insightful picture of all of the projects and the key facts about their value and costs.

The prioritisation and the reasons for it need to be carefully communicated.  If people who are committed to their own project do not understand and accept prioritisation decisions they tend to waste a lot of time and cost trying to find ways around the decision, or just dragging their heels against the company.

�GUIDELINE – 4: CROSS-COMPANY PROJECT VISIBILITY







Responsibility for action



It would be inefficient to do this work by means of meetings.  The actions are for one individual to take.  Responsibility for maintenance of the realisation chart and the progress chart should lie with one individual, with a deputy for backup.  The person doing this role needs cross-company knowledge.

.



Objective



It should be possible for the Executive to:



See how the outcomes of each of the projects in action in the business are contributing to the business high-level objectives



See the progress of all the changes to the business in action at any particular time



Identify projects which are no longer meeting business high-level objectives and intervene to stop further investment in them



Identify high-level objectives of the business, which may not be met because there are no initiatives to attain them or because the relevant projects are delayed, and intervene to take corrective action.





Key qualities
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Process



Establish a routine to gather information about high-level business objectives, including the need to refresh the information regularly

Establish a routine to collect the relationship between the benefits analysis in each new project PID and the high-level business objectives

Build the matrix relating project outcomes to high level business objectives (see realisation chart example)

Establish a routine to refresh the realisation chart on a similar frequency to the initiation of new projects, probably monthly

Establish a routine to collect key milestones from each new project plan

Establish a routine to meet with every project manager on a weekly basis to make a challenging assessment of the state of progress of each milestone – achieved, on schedule, at risk of slipping, slipped

Assess the level of overall risk from Quality Assurance using a RAG (Red, Amber, Green) coding, and use the coding on the cross company project progress chart

Plot the milestones on the cross-company project progress chart (see progress chart example)

Establish the routine to be used by the Executive to review the chart and to intervene through project sponsors where they want to add or stop projects

Establish linkage between the Executive actions and the Prioritisation Committee





Template(s)



Benefit Realisation chart example

Project Progress chart example





Hints and guidelines



Don’t be tempted to use project tools to automatically produce a cross-company project progress chart.  Let project managers use MSProject or Excel or a simple list for their plans, and then go round them on a regular basis to discuss and retrieve progress from them.  Use this information to update the chart.��This advice is strongly borne out by experience.  Project management software tools are invariably most complex and expensive to use in the area of aggregating projects to programmes.  The human intervention has the added value of making a challenge to each project manager when they give a verbal assessment of their project’s achievements and progress towards key milestones.�

The MCL business plan is volatile over timescales of months if not weeks.  The routine of updating the business objectives component of the chart will need to be done with a similar frequency

Don’t let the chart fall into disuse.  It’s a helicopter view of where the company is on the way to achieving its current objectives.  Those few organisations that have applied this approach have found they needed to make some dramatic cuts and re-directions in their investment in projects.
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Responsibility for action



It would be inefficient to do this work by means of meetings.  The actions are for one individual to take.  The project manager has responsibility for the initiation actions in a project.   A meeting is involved only at the point where the steering committee approve the PID and commission the project.



Objective



All relevant preparations for the project should be covered so that as many needs and contingencies as possible have been anticipated and provided. 



Expectations and intended outcomes of the project should be properly understood and defined.



The terms under which the project can be commissioned and continue should be defined, together with the processes that will keep these under review and the action that will be taken when there is a threat that they will be breached.



Key qualities
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Definition of a project



A project has a beginning, a middle and an end; and an outcome (the benefits and expectations met)

It brings about a permanent change, i.e. it is not an item of repeating casework

If it impacts the plans of other people and business units it is big enough to be treated as a project.

If it can be done within the resource and budget of a group of people who are constantly in touch, and it does not impact anyone else, then it does not have to be treated as a project.



This definition means that projects can be brief – as little as a couple of weeks – and small – as few as a couple of people doing them.  In those cases the rule is to treat the project guidelines as a checklist.  Many of the actions and processes will not need to be done at all, or done only very simply, but it is useful to check for possible important actions.  For example it is always wise to have some sort of PID and plan, no matter how simple.



Process



The following process should be followed, but it is crucially important to adapt the scale to the size of the project.  For a project involving just one small business unit, for example, the PID (Project Initiation Document) could be no more than 2 pages long.  In these cases there will be some headings that remind the project manager to consider the point but where they will make a conscious decision that no preparation is necessary.



Using a template PID as a checklist and a precedent PID for a similar project as a guide, preparations should be made under each of the headings.

The PID requires that project staff should be identified, project governance and accounting put in place, stakeholder expectations analysed and confirmed, and benefits identified.  It also requires that the first round of planning and of estimating should be carried out.

Make sure anyone who can contribute, especially to estimating and QA of the estimates, has been consulted.

The first cycle of risk analysis and project communication (visibility) should be performed.

The PID should be written and submitted to the sponsor for acceptance and to get the project commissioned.

After acceptance the PID should be circulated so that people impacted can see the objectives of the project and the terms under which it is going ahead.



Template(s)



Project Initiation Document

PID example



Hints and guidelines



It is useful to have a standard PID (Project Initiation Document) or Charter because this acts as a practical focus and checklist for the preparations.

Effort and time spent on thinking ahead and preparations at the initiation stage will save several times as much effort and time after the project is under way.  It’s not just poor planning so much as poor preparation that contributes to project failure.

This is the last opportunity to manage stakeholders’ expectations of the project.  If you don’t think you can deliver them, raise the issue now and don’t even start until you have changed their expectations to match what really can be delivered.

What you don’t secure in the way of resources, both people and environment, at this stage will be harder to secure later.

The thinking and preparation take time.  The PID itself should be a simple document, normally only half-a-dozen pages long.  The plan and benefits tables are appendices.

View the PID as a contract under which the project can proceed.  The project sponsor and the project manager should refer back to it whenever there are any doubts about what was intended.

�

��Project Management

 



 ��Project Initiation Document

��Final - 18th June 2001��

�

1.  Introduction

This Project Initiation Document has been produced following a meeting on 31st May 2001 with Colin Winchester, Bill Lambert, Martin Brown and Nicky Lightbody to initiate the “Project Management” project.  The purpose of the document is to establish a reference point of intentions at the commissioning of the project. 

This document has the following sections:

objectives and scope of the project

sponsorship and stakeholders

outputs

team

project plan 

reporting

finance

governance



2.  Objectives and scope

The objective is to propose how good project management practices could be applied to planned new developments and changes throughout Martin Currie.  The work will be conducted during June, July and early August of 2001, and will conclude with a presentation to the Executive. 

The belief is that implementation of project management can deliver or at least contribute to a number of improvements:

Better estimates of delivery dates and costs

Reduced slippage

Improved communication and visibility		  			

Better integration and alignment with business plans			

Results delivered can be ensured to be of high quality - right first time, reliable, flexible			

Better morale and job satisfaction			

The work will deliver a proposal for implementation including a number of guidelines that could be applied.  It will also include an identification of project management skills, an exercise to identify the level of skills existing for certain people in Martin Currie, and a statement of training needs.

It will review existing project management arrangements only for the purpose of checking what may be already in place to build upon.

The study will conclude with the proposal and will not extend into implementation. 



Sponsorship and Stakeholders

The sponsor of the work is Colin Winchester, but it is noted that Willie Watt has commissioned the project. 

The stakeholders (those with an interest in the impact of the project) are Martin      Brown, Pat Cox, Sandy Dudgeon, James Fairweather, Keith Falconer, Bill Lambert, Nicky Lightbody, Barry Sagraves, Willie Watt, Colin Winchester, and Joy Young. 

Outputs

The outputs will be a set of guidelines on:-

Project prioritisation

Project initiation

Project planning

Project staffing

Project estimating

Project governance

Project accounting

Risk management

Change management

Quality management

Cross-company visibility of projects

Cross-company interdependence of projects

Stakeholder expectation analysis

Benefits realisation

Project skills requirements

Current training requirements

These guidelines will take the form of examples, templates and guidance on how good project management practices could be applied.  They will not constitute or be a substitute for an MCL project management standards manual.

In addition an indicative implementation plan will be put together.



6.   The Team	

The team is:-

Martin Brown

Alan Fowler	(project manager)

Bill Lambert

Nicky Lightbody

Colin Winchester  (sponsor)

With the exception of Alan Fowler, all the members of the team are also stakeholders in the project.

There is no separate quality assurance role, but the team in their role as stakeholders will do their own QA at review meetings.



7.   Project Plan

The Project Plan is attached to the PID at Appendix A.

The overall finish date is 10th August.  Milestones (i.e. results which have a value in their own right) are the completion of assembly of current project management processes by 12th June; the completion of guidelines for project management leading practices by 29th June; the completion of an indicative implementation plan by 27th July; delivery of a presentation to the Executive by 3rd August; and completion of the skills gap and training requirements by 10th August.



8.  Reporting

Alan Fowler as project manager will report to Colin Winchester as sponsor.  Colin’s concerns under this heading will be (1) achievements of the previous week, (2) what is planned to take place the following week and (3) any issues affecting the conduct of the review that have arisen.

As Colin is in the team there will be no need for weekly progress notes, and Alan will report any issues under (3) in person. 

 Finance

The assessment of benefits of the project are attached in the realisation chart at Appendix B.  The costs of the project are:
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An indicative assessment (without discounting) is that the project is likely to be cost-effective with a margin of the order of   £652,000 per annum.  This is based on:-

A conservative value of benefits from Appendix B (£699,000 )

The estimate of costs above (£47,000)

Assumption that the proposals from the project are implemented

The project should be stopped for status review to either abort the project or change the basis of the PID on which the project was commissioned if the: 

Trend of actual costs (tracked by individual’s time consumed) predicts that the project will exceed estimates by 10%; or

Actual achievement of milestones (tracked by review meetings) suggests that more than 10% of benefits will not be realised; or

Business plans (tracked by the sponsor) indicate that more than 10% of the benefits will not be needed.

This discipline is the equivalent of the PRINCE methodology Stage Authority.



Governance

There will be regular review meetings in which the team members will adopt sponsor and stakeholder roles.  At these meetings milestone achievement and threats to achievement will be assessed and the financial case reviewed.

Colin Winchester as sponsor will report progress or threats to progress when appropriate to Willie Watt, who will be involved in any decisions if it should become necessary to review the status of the project. 







�GUIDELINE – 6: PROJECTS: STAKEHOLDER EXPECTATION ANALYSIS







Responsibility for action



It would be inefficient to do this work by means of meetings.  The actions are for the project manager or business analyst to take, using 1-on-1 interviews to gather expectations. 



Objective



The picture of what is wanted should be the same in the minds of the project team, the stakeholders and all of those to be impacted by the project.�

The project team, the stakeholders and all of those to be impacted by the project should be able to work towards a mutually-understood outcome�

The project team and the stakeholders should know how they will be able to tell when the project has delivered what is wanted



It should be possible for those people impacted by changes caused by a project to have a clear picture of what is to happen in the business and when



It should be possible for those impacted by changes caused by a project to have a clear picture of what the business and their job will be like for them after the project





Key qualities
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Process



Interview the sponsor and document their vision for the project in their words as a series of statements.

Check back that you have the vision correctly recorded

Interview the sponsor again and ask of each vision statement

Question until you get one or more specific events or measurable targets.

Take the vision and the specific events and targets to an interview with each stakeholder and discuss it with them.  This is to check that nothing has been missed and to make sure that there is no divergence of view of the objectives.

If the stakeholder wants to add something, make sure that they also answer, “What will tell you when this has been achieved?”

Check their contribution with the sponsor to make sure they are willing to endorse it as part of the project.

Insert the vision and the specific event and targets in the Scope section of the PID.



This may seem simple compared to other project management activities, but it is crucially important. It is what the sponsor, team and stakeholders are going to sign up to delivering, and it will be the benchmark against which changes to scope will be identified.



Use the vision and specific events and targets including date, place and context to start the benefits realisation table (see benefits realisation  guideline)

Pass the specific events and targets and their dates into the planning process (see planning guideline)

Use the specific events and targets and their dates as content for communication to the following groups:-

Project team (as one of the input to analysis and design)

Business personnel impacted by the project

If appropriate, a third-party supplier (e.g. for agenda-based selection)

If appropriate, customers impacted by the change�

Many companies now see that there is a hidden value in letting business personnel have detailed picture of the future.  If personnel impacted by the change understand the future of their part of the business and the job they will have within it, their understanding of the future will influence the way they do their day-to-day work in the direction of meeting the project goals.  The normal effort put into the business then tends to complement the project.  This can greatly reduce the size of project team required.  Consequently organisations are increasingly widening the media used to communicate the objectives of projects to staff.�

Different people respond best to different forms of communication.  Consider using more than one of the following:-

eMails 

Briefing notes

Cascade briefings

1-to-1 line manager meetings (especially where peoples’ expectations of their future career is likely to be impacted)

Posters

Future room

Model office

Company video

Issue the same communication content more than once.  Most people need to get about 3 communications before they absorb the content correctly





Template(s)



Benefit Realisation with vision statements and recognition events completed.



Hints and guidelines



As a means of communication language has many weaknesses.  The meaning of language is in the understanding of the listener, not the communicator.  Homonyms (one word with more than one meaning) and acronyms (abbreviations) are readily mistaken.  Pronouns are very frequently misread.  Use diagrams and visuals wherever possible.  Future rooms and model offices can be used as locations where parts of the business are run in prototype to show how the business will work in the future.

Encourage the sponsor and stakeholders to set up “appointments with the future”.  The events they say will tell them that the project’s objectives have been achieved can be marked in their diary with appointments to inspect.  If the team knows the appointment it can help to focus project efforts on the right work.

eMails are often proposed as the only means of communication.  It is not enough.  Remember also that people do not necessarily read all of their emails.  There have unfortunately been examples of people learning by eMail only that their expectations of their future work and career are going to be disappointed.  



�GUIDELINE – 7: PROJECTS: BENEFITS REALISATION





Responsibility for action



It would be inefficient to do this work by means of meetings.  Responsibility for benefits realisation actions lie with the project manager or business analyst.





Objective





The company achieves the commercial objectives of the project



The project is sustained until the commercial objectives are achieved�

The Executive, sponsor, stakeholders and project team should know how the outcomes of the project are intended impact on the company cash flows





Key qualities
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Process



Using the benefits realisation table initiated in the stakeholder expectation analysis, identify the events likely to have an impact on cash flow through enabling savings or increasing income.  Highlight them as value flashpoints.

For each value flashpoint, assess the scale of the impact on savings or income.

Sometimes a reasonably accurate figure is available, but more commonly no one will be prepared to try to put a figure on the impact.  In these cases, choose an impossibly large figure and ask, “Is it going to be greater than that?” to which the reply must be “no”.  Then choose an impossibly small figure and ask, “Is it going to be less than that?”

Repeat the question narrowing down the limits until the answers are “It could just be greater (less than) that”.

Ask for a best guess within the band.  If no one will guess, propose a figure, and people with either challenge or accept it.  Point out that the figure only needs to be of the right order of magnitude, and that costs can be grossed to a comparable level of precision.

Use the figure to complete the benefits realisation table, and in turn to complete the benefit to cost margin in the PID.�

Template(s)



Benefit Realisation example with values completed.



Hints and guidelines



It is tempting to think that many benefits identified cannot be quantified in cash values.  Challenge that assumption.  Use the example to see how it is done.

Remember that the project will now be monitored against the probability of brining about the events that will have the commercial impact the company wants.

The impact of this exercise is to highlight the importance of carrying through projects to the true point of completion, rather than the point at which an obvious deliverable – like the rollout of an IT system – is done.

A further impact of this exercise is to distinguish those projects which serve a company commercial objective from those which serve a “nice to have” objective.  The reverse sometimes happens – that something people felt was just a “nice to have” turns out to have a real cash benefit to the company.

�GUIDELINE – 8: PROJECT GOVERNANCE





Responsibility for action



This is one of the few project functions which are at least in part discharged by meetings, in this case of the project steering committee.  Responsibility for governance actions also lies with the project sponsor and with the Executive.





Objective



It should be possible for the steering committee and sponsor to know at any time exactly where the project is in terms of achievement, (actual and potential value earned), the level of threat to achievement based on changes to scope, resource, quality and time, and the accumulated cost of the project.�

It should be possible for the steering committee and sponsor to know at any time of changes in business priorities and/or stakeholder expectations of the project.



It should be possible to “time out” the project and re-direct and re-charter it at any time.



It should be possible to stop the project at any time and know the impact of doing so.



Key qualities
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Process



Executive



Maintain a business strategy

Prioritise business changes

Commission business changes, clarifying a single point of responsibility for each change

Express the required changes in terms of recognisable required states of the business – events and measures

Require a simple chart giving regular update on progress of achievement of milestones in major key projects

Notify a project sponsor immediately where changes in the business outlook may alter the objectives or priority of a major project in progress

Cancel a project where the changes in business need make them redundant or obsolete.





Sponsor



Identify the project manager/leader

Communicate the business objectives and any known limits of budget and resource to the project manager, and request a PID (Project Initiation Document).  This will cause the initiation work to be done (see Project Initiation guideline).

Assist the project manager in identifying stakeholders; translating executive aspirations and requirements into recognisable required states of the business – events and measures; and setting up the governance structure

Give the project manager authority where necessary and as appropriate to get the right priority for use of resources

Set up an agreed channel of communication with the project manager to be able to refresh authority and resources where necessary and appropriate

Appoint people to the steering committee (for selection of members of the committee see Hints and Guidelines below)

Set up regular meetings of the steering committee (see template agenda)

Agree with the project manager the content of progress reporting for the steering committee meetings

Chair the meetings of the steering committee



Steering Committee



Meet with a frequency to match the project duration.  For example, if the project lasts only 6 weeks then monthly meetings cannot effectively control or guide it.  The meetings would need to be weekly.

Progress, threats, solutions, and cost tracking papers should be issued to the steering committee from the project manager before the meeting

Members should come briefed and ready to authorise solutions if appropriate

As far as possible questions which concern understanding of progress, threats and proposed solutions should be raised and taken in advance of and off-line from the meeting. 





Template(s)



Agenda for a steering committee meeting



Hints and guidelines



The choice and number of people to constitute the steering committee should be driven by the function of the committee.  Suggested tests are:-

Can the set of people appointed make authoritative decisions that will stick?

Is there someone missing from the committee who has the authority to stop a proposed solution action being carried out?

Is there anyone on the committee who does not have authority to take decisions about the project that will stick?

If the issue is one of the committee lacking knowledge or expertise, then the necessary person is better co-opted to selected meetings than swelling numbers by becoming a regular member.

Good steering committee meetings where attendees come well prepared are brief, normally lasting 20-30 minutes only.

In the steering committee meetings, threats to achievement of project objectives may well include issues of interdependency with other projects or resources.  A steering committee meeting is one of the points where such interdependencies may be noticed and solutions authorised, because the attendees are usually senior and have an overview of business activities.  Interdependencies can, however, occur between projects at low levels of detail beneath the committees’ radar.  The steering committee should not be relied on as the only means of identifying interdependency issues.

It is common to find a sponsor cancelling or shortening meetings with the project manager or steering committee as the priority of the meetings is overtaken by new work priorities.  If this is noticed the project should be stopped and its priority reconsidered.  The business needs to achieve the required outcomes, not only to initiate projects.  The sponsor plays a critical role right to the end.�

�



………………………PROJECT



STEERING COMMITTEE MEETING AGENDA

DATE,  ………….ROOM







Attendees:-



……………. Sponsor

…………….

…………….

…………….

……………. Project manager





Agenda:-



Achievement of milestones

	

Threats to achievement of milestones

	

Proposed solutions to reduce or avoid risks to achievement

(Attendees should come prepared to consider giving authority to proposed solutions)



Costs to date

	

Probability of benefits and value

	

Steering/re-direction

	

Date of next meeting





Attachments:



Latest project plan showing progress

Risk log (includes proposed solutions and contingency plans)

Change log

Cost summary against estimate

Original benefit table

�GUIDELINE – 9: PROJECT PLANNING







Responsibility for action



It would be inefficient to do this work by means of meetings.  Responsibility for project planning actions lies with the project manager.



Objective



It should be possible to compare progress against targets. 



It should be possible to make everyone impacted by the project aware of what to expect and when.



Any plan should be easy to understand and easy to maintain.



Key qualities
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Process



There are several approaches to getting started with planning.  The chief difficulties are often recognising in advance all the tasks that will need to be done and knowing what level of detail is adequate.  For these reasons it can be valuable to use several approaches in order to crosscheck.



Where components of the project are similar to others that have been carried out in the organisation use the experience of those projects to produce a task list (conventional method), AND

Where components of the project output are in the form of objects or reports build phases and tasks from the structure of the objects or reports, so that each set of tasks and task delivers a component of the result (PRINCE method and similar to engineering), AND

Where the project output has been expressed in the form of clearly recognisable events, imagine that the events have successfully occurred and ask, “What were the key things we did that led to this successful outcome?”  Put these in the plan as milestones, and then for each milestone ask, “How are we going to achieve that?” to drive out tasks (reverse planning method).�

Remove any tasks that do not directly produce a tangible result, e.g. tasks using the verbs “consider”, “review”, “think about”, “report”.  These are indications that the plan is more detailed than it needs to be.

Consider removing any tasks that dictate how the work is to be done where there are likely to be several different successful ways of getting the result.  If the plan dictates how tasks are to be done rather than what they are to produce it has become a guidance note and is probably too detailed for a plan.  Tasks should describe their outcomes.�

List the milestones and tasks into the project planning tool.

Assemble them into sets that can be performed concurrently with minimum interdependence between sets.

Add resources and note the new dependencies over contention for shared resources.

Add the start and finish dates (see Estimating guideline)

Check the common sense of the plan.

Consider any innovative approaches to delivering the results that give a sufficient margin of contingency.

The plan should be regularly revisited and re-planned in the light of progress and at any “time-out” points.�



Template(s)



Plan example



Hints and guidelines



It is common to find that the project sponsor and stakeholder have unwittingly dictated end date, scope and resource constraints in such a way that the plan is a given before any estimating has been taken into account.  This can be a helpful start point for estimating (see Estimating guideline).  In this case, however, the planner needs to assess whether the plan dictated by these constraints is feasible.

If the plan has been re-considered for innovative ways to do it faster and still does not make common sense it is critical to firmly resist pressure to commission the project.  The onus lies with the sponsor to change the scope or to relax the end date; or, if they feel they have good reasons to doubt the plan, to plan and manage the project hands-on themselves or to replace the team. 

Consider milestones to be non-negotiable dates and deliveries, but be very flexible about re-planning the tasks that are part of how a milestone gets delivered.

Scope, end-date, resource and quality tend to be out side the sphere of influence of the project team.  They are part of the PID and therefore of the “contract”.  Focus, approach and skill-level applied are within the sphere of influence of the project team and can profoundly affect the rate of progress and hence the plan.�

�GUIDELINE – 10: PROJECT STAFFING







Responsibility for action



It would be inefficient to do this work by means of meetings.  Responsibility for actions to staff the project lies with the project manager supported by the sponsor.





Objective



The roles and skills required should be known for appointing people to the project organisation



The project organisation structure should be documented. 



People should understand their project roles and what is expected of them in their role



Key qualities
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Roles



Note that a “role” is not the same as a “post” or “job”.  One person can cover several different roles provided there is not a conflict of interest.  Roles may be part time, but the role of Project Manager (or Leader) is best done full time if possible.  



Steering Committee



Has ultimate authority over the project

Sets and resets the priorities for the project, i.e. steers the project

Sets financial and timescale tolerances for the project

Reviews progress of the project based on regular updates provided by the project manager, and stops the project if it exceeds tolerances

Ensures that the project retains its focus on delivery

Ensures that the project remains aligned with business goals

Approves budgets

Monitors costs

Approves achievement of milestones and monitors benefits

Reviews the project account balance (costs and savings/incomes) and approves changes to scope

Approves solutions of project issues referred to it by the project manager



Reporting lines:

Reports to the sponsor



Project Sponsorship



Has overall responsibility to the Board for project delivery

Chairs the Steering Committee

Reviews progress of the project based on frequent updates provided by the Project Manager

Makes business decisions for the project 

Makes user resources available

Approves work products

Disposes of issues and change requests not requiring project Steering Committee approval



Reporting Lines:

Reports to the Board



Project Quality Advice  



Reviews project achievements and plans from an external and objective perspective

Assures that the project processes and the project products are fit for purpose

Approves the quality management approach and plan*

Constructively challenges project decisions and actions

Identifies any associated projects which may need to be initiated in order for the project to meet its objectives

Ensures any quality management plan* is of a good standard�

* May not be appropriate unless the project is large and/or critical.

Reporting Lines:

Reports to Project Sponsor on matters relating to overall project management performance

Reports to the Steering Committee on Quality



Project Manager/Leader



Builds the PID components, i.e. identifies sponsorship and stakeholders, identifies scope and outputs, finds and appoints team, produces plan, documents agreed reporting arrangements, documents project finance cost and benefit predictions, documents agreed governance

Manages the delivery side of the PID “contract”.

Ensures that projects adopt a delivery oriented culture

Holds regular reviews with individual members of the project team, and liases with their line managers

Tracks that the project is working within the plan and approved cost and achievement tolerances

Identifies project risks and deploys appropriate risk avoidance strategies and takes appropriate mitigation action if risks materialise 

Reports project status to the project sponsor and the steering committee

Identifies and makes sure there are solutions to project issues, and refers to the sponsor or steering committee where necessary for authority to act on solutions

Directs the activities of the project in line with the approved scope set out in the PID



Reporting Line:

Reports to the project sponsor and steering committee on all matters associated with project progress, risks, issues, and change



Risk & Issues Management



Risks

Defines, implements, and manages the project risk management process

Ensures that risks are appropriately defined and logged in accordance with project standards

Ensures that project risks are regularly reviewed and their relative ratings amended to reflect any change

Ensures risk avoidance strategies are being fully implemented by risk owners

Ensures risk contingency actions are implemented if risks materialise

Regularly reports the status of risks to the project management team�

Issues [optional – good risk management can result in no issues]

Defines, implements, and manages the project issue management process

Ensures issues are appropriately defined and logged in accordance with project standards

Ensures that ownership of project issues is clearly identified and that owners are meeting their responsibilities

Monitors and when necessary assists in the implementation of issue resolution actions.

Ensures that issues without solutions or where solution action has not been taken are escalated to the sponsor or steering committee

Maintains the true status of project issues

Regularly reports the status of issues to the project team



Reporting Lines:

Reports to the project manager on all matters relating to issues and risks



Change Management 



Controls the change request process

Ensures change requests meet standards to allow analysis and assessment of changes to be conducted efficiently

Ensures conformance with the requirements of the change control process

Maintains the change request log

Ensures that change requests are moved through to a firm decision without unnecessary delay 

Identifies who needs to analyse change requests and defines what work needs to be undertaken

Co-ordinates and expedites activity necessary to analyse the impact of change requests

Proactively contributes to the overall assessment of change requests

Challenges impact assessments to assure their accuracy

Raises issues which surface as part of analysing or evaluating change requests

Defines risks which may arise through approval of changes



Reporting Lines:

Reports to the project manager

 

Project Administration



Arranges meetings on behalf of the project management team

Responsible for logistics of workshops, meetings, events

Maintains project document library

Provides a general DtP service to the project management team

Maintains project team diaries

Organises access to premises and systems for new project staff or visitors

Supports the project management progress reporting process�

Reporting Lines:

Reports to the project manager



Contracts Management



Manages procurement for the project in accordance with any relevant EU and other legislation

Advises on the scheduling of procurement projects

Advises on and assists with the negotiation or renegotiation of contracts as required by the project

Manages contracts of any relevant specialists contracted to the project

Advises the project manager on commercial norms with regard to contracts to be let by the project

Provides clear guidance to project managers on their obligations under any contracts with third parties

Liases with other project managers to ensure that the obligations of contractors and suppliers are clear and that records are kept for each supplier/contractor of any breaches of contract

Advice on such other procurement-related activities as might be required by the project manager



Reporting

Reports to the project manager on all commercial and contractual matters related to the conduct of the project





Template(s)



Organisation chart

Roles to skills table



Hints and guidelines



Where a project does not seem to merit one of the roles being given explicitly to an individual, the work will still need to be done.  If it is decided that the role is an unnecessary overhead, the work, though hidden, will impact the effort and time needed to do the project.

If the project manager/leader is not full time the project is at higher risk of interdependencies being overlooked.

It will often be the case that people can only be allocated part-time on the project.  In these circumstances the project will be impacted by contention with all the other streams of work in which they are involved, as if the project has become part of a larger programme of unrelated projects.  On top of that the project will be exposed to any unforeseen incidents in other workstreams that impact the individual’s diary.�When estimating, therefore, it cannot be assumed that people will be available when the plan intends them to be.�A solution is to avoid allocating peoples’ time in detail, but instead to set them outputs to achieve over a block of time.



�GUIDELINE – 11: PROJECT ESTIMATING







Responsibility for action



It would be inefficient to do this work by means of meetings.  Responsibility for actions of estimating lies with the project manager.



Objective



For a given scope and quality, actual time and costs should match the estimated time and costs. 





Key qualities
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Process



This guideline must be read in conjunction with the Planning guideline.



The golden rule of estimates is to get other people to bring their experience to bear to quality assure them.��There are two approaches to estimating, and they should both be used to cross-check each other:



Accumulating estimates from components



This is similar to the approach we all use when estimating how long a journey will take.  It crucially depends on including all the parts of the route to be followed (= identifying all of the tasks needed – see Planning Guideline) and on getting real data from previous experience of making all or parts of the same journey before.  The estimate will be much more accurate if you get data from the experience of other people.  Timesheets should be used on projects to gather objective data about actual time and effort consumed.



Make an estimate of the time and cost of each task shown in the plan.  Get as much actual data of the time and costs of similar tasks in previous projects as possible.  Use timesheets.  Consult other people.

Modify the time and cost to reflect the skill level of resources likely to be allocated to the tasks.

Modify the time and cost to reflect any known factors likely to impact the tasks (in the journey estimating example, this is the equivalent of allowing for known road works)

Compile the total time and cost, setting aside all consideration of business constraints and political pressure.

Remove all contingency time and cost that people may have added in to individual tasks and add it up into a single contingency task or reserve.



Deriving estimates from business constraints



This is similar to the approach we use when planning moving house where there is say 6 weeks from acceptance of offer to date of entry.  There is a heavy financial penalty (bridging loan) and/or legal penalty if we overrun, no room for scope change (e.g. no possibility of only half moving house), and the resource we have to make the move is a given – a removal firm and ourselves.  Yet we don’t expect to fail to make the removal on time and within budget.



Find the deadline by which the business must have the project completed, and subtract 20% (i.e. set a stretch target and provide a contingency for unforeseeable events)

Find the budget limit within which the project must be funded.

Find the resources that will in practice be made available to the project.

Using the above, derive the time and cost limits for the project and apportion them among the tasks shown in the plan.

If the result appears to show that the project as planned is not feasible within the given constraints, see if there is a fundamentally different way to achieve the project objectives (not forgetting to consult with others) with a radically different plan and task list.

Re-estimate using the accumulating method to see if the project is feasible with the different approach.



Cross-check the estimates from both approaches above and reconcile them.



What to do if the estimate says the project isn’t feasible within the business imperatives



If the project is still not feasible, make this clear to the project sponsor and steering committee and ask whether the business can tolerate:�- extending the deadlines and/or�- increasing the budget and/or�- releasing staff with master level of the required skills.

Re-plan and re-estimate.



Otherwise insist that the project as conceived is not feasible.  Either it must be given up, or the scope of the project must be radically changed.  



This position is most likely to occur where a project has an IT component.  IT is particularly unforgiving in the sense that there is a lot of detailed work that must be precisely correct and fully complete before the whole result will work without propagating errors.  It is sometimes feasible to separate the IT and business components so that the business part is changed to be able to succeed without IT, leaving the IT part to progress independently and be added later. 



Template(s)



[Data and statistics from previous MCL projects, if available?]



Hints and guidelines



The more widely you get the estimates cross-checked against others’ experience he more accurate they are likely to be and the more widely the responsibility will be shared.

Record actual times and costs during the project.  Use timesheets.  Keep them on record to provide statistics for future estimating.

If you get to the end of the process above and the project as conceived is not feasible, be prepared to refuse to get involved further.  Either there is someone else who can see a smarter way to do it within the constraints, in which case your duty to the business is to make way for them, or the project is one with which you are better not associated.

The estimating process, just like the planning process, needs to be re-iterated frequently throughout the project as progress is made and as unforeseen events force changes of plans.

Succeeding in matching estimates with actual results will be partly a matter of “managing the project to meet the estimate”.  As suggested in the Planning guideline, scope, end-date, resource and quality tend to be outside the sphere of influence of the project team.  They are part of the PID and therefore of the “contract”.  Focus, approach and skill-level applied are within the sphere of influence of the project team and can profoundly affect the rate of progress and hence success in matching the estimates.�

�GUIDELINE – 12: PROJECT ACCOUNTING





Responsibility for action



It would be inefficient to do this work by means of meetings.  Responsibility for actions of project accounting lies with the project manager, although in large project the role may be delegated to a finance specialist.



Objective



It should be possible to track project costs. 



It should be possible to track savings and/or income generated by the project, even if there is a substantial time lapse between cost and income



It should be possible to show that a project has an acceptable return on investment.



Key qualities
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Process



Complete the table of costs in the Finance section of the PID (see Project Initiation guideline).

Calculate the benefit value against each “value flashpoint” in the benefits table (see Project Initiation guideline)

Using the average staff costs including overheads in conjunction with timesheets, and adding in other costs such as accommodation, equipment, acquisitions, etc., measure and record actual costs on a regular (usually weekly) basis.

From any existing records and from any benchmarking exercise, establish current costs to use as a benchmark against which future costs can be compared to establish savings

Identify where savings and income triggered by project outcomes will appear in Company accounts, and make arrangements to record them when they occur, bearing in mind that they are likely to happen after the majority of project activity and costs have finished.

Create tables and graphs to make the costs and savings/income visible as the project progresses.

Report to the regular meetings of the steering committee





Template(s)



N/A



Hints and guidelines



Project accounting usually means taking a much longer term view of projects than is normal.  For example, a company might want its customers to submit data over the Internet, and plan to make savings by transferring staff from low-quality high-cost data entry work to high-quality lower-cost work as a result.  These savings would appear in all of the project justifications.  Even when the IT work is complete and rolled out, staff could not be transferred in numbers to make a significant cash saving until a significant threshold number of the customers change their habitual method of submitting data.  This might not occur for perhaps 2-3 years after the project “completion”.

People are likely to find the idea of tracking costs familiar, and they will readily build a lot of activity around it.  Keep it simple and keep the level of activity down, so that the figures have a similar order of accuracy as the benefit figures.

People find calculating benefits in cash terms unfamiliar and usually resist it (“You can’t quantify that sort of thing.  We just need to do it.  We know it’s needed”).  Challenge that.  You can find the cash impact, although often only in approximate terms.  See the Benefits Realisation guideline for how to do it.

If possible involve the company finance function in helping to calculate and track the figures.

Income or saving flows attach to the occurrence of specific events.  These flows should show as transactions in the company accounts.  The events are both the trigger of the changes in transactions and also milestones in the project plan.  The milestones link to tasks in the project plan.

In principle it should be possible to make project costs and savings consistent with the structure of the company accounts and thus make the project comparable with normal company functions.



�GUIDELINE – 13: PROJECT RISK MANAGEMENT





Responsibility for action



It would be inefficient to do this work by means of meetings, although the output of risk management should on the agenda of each meeting of the steering group for it to give authority to any risk solutions drawn to its attention.  Responsibility for actions of risk management lies with the project manager, although in a large project the role may be delegated to a specialist risk manager.



Objective



Ideally all of the threats to achievement of the project’s objectives should be anticipated and avoided or mitigated by early contingency planning and action. 



There should ideally be no issues (materialised risks) to manage, thus cutting out a traditional project overhead.

.



Key qualities
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Process



Establish a risk log – see template

Establish a process for collecting risks into the risk log.

Interview the project team, manager, sponsor and stakeholders (a) to let them know of the risk log, purpose and value, and (b) to encourage them to contribute risks and solutions whenever they think of them

Encourage people to propose avoidance solutions and contingency plans with the risks

Have the project team discuss the risk log and update it at least every week.  Focus on action on the top score risks.

Develop contingency plans only in proportion to the score of the risk occurring, i.e. if the probability and the impact are low then it should be enough just to have a contingency in mind.  If the probability and/or the impact are high then it may be worth having the contingency planned in some detail and provisionally resourced.

Use the benefit values to give an indication of business impact of project failure.

Table the risk log at every meeting of the steering committee, but only show the top score risks.  Remember that all the steering committee can do is give authority for contingency and solution actions recommended to them.  They are not there to solve the problem.

Liaise constructively with compliance, which has the role of ensuring that risks are being recognised and properly managed throughout the business.�



Template(s)



Risk management log



Hints and guidelines



Don’t expect people to add risks by filling in forms or online.  This may make life easier for the project but it makes life harder for your “clients” and reduces the probability of identifying all the possible risks.  Give them a service.  A good method is to tell people to ring up the project manager when they identify a risk, and for the project manager either to enter the risk to the log themselves (e.g. in a small project) or to pass it to whoever has the risk management role, or to the project administrator, to enter on the log.

Don’t assume a risk is dealt with when an owner has been found for the avoidance action or contingency plan.  This attitude annoys people who have raised the risk and who know that the problem hasn’t gone away until action has been taken and they agree that the risk is now a low score.

Some people tend to guard themselves against responsibility by not exercising judgement about risks.  An extreme but true and serious request was for contingency to protect an ordinary IT project against meteor impact!  Sensible for a nuclear reactor project maybe, but be absurd to provide against it for an IT project in MCL because the probability is very low and the impact to IT would be lost amongst the impact of suspension of the business already provided against by disaster recovery plans.�Take them seriously but low-score the risk off the log.



�GUIDELINE – 14: PROJECT CHANGE MANAGEMENT





Responsibility for action



It would be inefficient to do this work by means of meetings with the specific exceptions mentioned in “Process” below.  Responsibility for actions of change management lies with the project manager, although in a large project the role may be delegated to a specialist change manager.



Objective



It should be possible to know about all changes proposed and in action.



It should be possible to know the benefits and costs of changes before committing to them



It should be possible to know the impact of changes, and those impacted should have been consulted, before committing to them



It should be possible to control change i.e. commission and stop changes





Key qualities
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CHANGE MANAGEMENT IS ESSENTIAL TO PREVENT UNCONTROLLED PROJECT SLIPPAGE. 

No formal change control – no justification for complaining about slippage.





When should a “change” be formally managed?



The rule of thumb is “when it impacts more than one person or business unit”.  In using this rule of thumb you should remember that if a person takes on a change voluntarily but in doing so increases the time and/or cost of a task, the increased time does affect other people – so the change should be controlled and not just slipped through on the Q.T.



Process



Establish a change log – see template

Establish change forms – see template

Explain the change process to the project team, manager, sponsor and steering committee (a) to let them know how it impacts them and (b) to make sure they understand why it is important and the control it gives them (c) to make sure they know when they should use it (see definition above).

When a change is identified make an entry in the log and complete a form.  Completing the form makes sure that the significance and impact of the change has been considered and prompts analysis of the change and any necessary consultation actions.

Hold a meeting with the sponsor to obtain their authority for the change and for any increase or reduction in time and cost.  Changes that impact other people or business units are alterations to the original terms under which the project was commissioned.  The sponsor may have to refer to the steering committee as well.

Hold a meeting with any suppliers impacted to agree any changes in the contracts.





Template(s)



Change log

Change form





Hints and guidelines



Don’t expect people to add changes by filling in forms or online.  This may make life easier for the change manager role but it makes life harder for your “clients” and encourages the habit of slipping changes through on the QT.  Give them a service.  A good method is to tell people to ring up the project manager when they identify a change and for the project manager either to enter it onto the change log and a change form themselves (e.g. in a small project) or to pass it to whoever has the change management role or to the project administrator to enter it.

Do expect people to resist change control.  They will see it as bureaucratic.  Point out the cost to them of not doing it in terms personal failure, of slippage to the project, and (in very large projects with suppliers involved) contractual dispute.

There is very little effort indeed in filling the change form.  See it as a supplement to the PID.  The effort is in speaking with people about the change, and that is effort normally seen as well spent.



�PROJECT MANAGEMENT

Change Form���Change ID:��Change Name:�Priority��

�High�Medium�Low��Identified By:�Assigned To:�Date Submitted:��Description of Proposed Change:





















��Reason for Proposed Change (Benefits):









��Implications of Not Making the Change (Costs):











��Preferred Resolution:











��Who is impacted and needs to be consulted, including contractual implications:















���Change Impact�Progress��Status�High�Medium�Low�Authorised��Merged�Rejected���CHANGE LOG

PROJECT :��Key:	  (1)        U = Urgent	(2)	R = Request Rejected	Brief description of either the action undertaken or the outcome of the impact analysis

		 I = Important		A = Requested Action Approved

		O = Optional		I = Impact Analysis Requested

				��Change No.�Date Requested�Requested By�Request Priority�(1)�Date Assessed�Assessment Result�(2)�Approved By�Actions Assigned To�Estimated Start�Date�Action Result�(3)�Date Change Completed��1������������2������������3������������4������������6������������7������������8������������





�GUIDELINE – 15: PROJECT QUALITY MANAGEMENT







Objective



Project management functions should have the right qualities (see “key qualities” in each guideline) 



Project outputs should be right first time, or be re-built





Key qualities
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Process



Obtain the project management guideline Key Quality checklist

Be familiar with the project management guidelines

Establish an inspection/advice routine with the project team, project manager, project sponsor and steering committee.  Use a frequency to match the rate of delivery of the project.  There is no value in inspecting/advising on quality after an output is completed.  For, example, if the project lasts only 6 weeks, then monthly or quarterly inspection/advice will have no impact.  The routine would have to be weekly.

In each session, use the Key Quality checklist and make sure everything is going as it should.  Assess the overall state of the project using a RAG (Red, Amber, Green) coding, and pass to the project visibility function.

In each session avoid being a policeman.  The task is to spot oversights and then to give constructive help.

Establish a reporting routine with the sponsor and the steering committee

Report quality issues.  Prepare proposed actions and a modest estimate of the impact not acting.





Template(s)



Key quality checklist







Hints and guidelines



Quality management is a service and not a policing exercise.  The quality advisor is there to watch peoples’ backs for them.  If you are not helpful quality management will be resented and your efforts will be counterproductive. 

If the person doing the quality management is qualified to do it, then they will also be knowledgeable enough about project management to give helpful advice about issues they identify.

Bear in mind that quality is about conformance with good processes and intentions (see ISO 9000 and associated standards).

Conformance for quality needs to be intelligent and value-adding.  Mechanical application of a tick list is not enough.

People are apt to interpret “intelligent conformance” as an opportunity to avoid tasks and effort.  Intelligent conformance is working when the value of processes is understood and they are applied with the level of effort needed to get the value; no more, no less.



�KEY QUALITY CHECKLISTS













1.  Project identification
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2.  Project interdependence
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3.  Project prioritisation
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�





4.  Cross-company project visibility
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5.  Project initiation
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6.  Stakeholder expectation analysis
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7.  Benefits realisation
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8.  Project governance
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9.  Project planning



�EMBED Excel.Sheet.8���





10.  Project staffing
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�11.  Project estimating
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12.  Project Accounting
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13.  Risk management
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�14.  Change management
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15.  Quality management



�EMBED Excel.Sheet.8���





� INCLUDEPICTURE "http://www.martincurrie.com/img/corner_logo.gif" \* MERGEFORMATINET �



� PAGE �7�











� INCLUDEPICTURE "http://www.martincurrie.com/img/corner_logo.gif" \* MERGEFORMATINET �



� PAGE �5�
















