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Preface

Growing up, I didn’t want to be a project manager. Unlike the more popular options
of fireman and ballerina (and later doctor and chef), it wasn’t as easy to visualize
what being a project manager was all about. Since my love was for technology, I
studied Computer Science and worked on everything from software engineering
through to web development. It was only in the corporate world that I realized why
people wanted to be project managers.

Project management is about making things happen.

Good project management is what makes the real work a success. Bad or missing
project management can taint and nullify the efforts of even the most talented people.
It doesn’t matter how brilliant your work is if the project as a whole is twice as ex-
pensive as intended, or a year late. This is not to say that the real work isn’t import-
ant—it is still the core of any project. No project manager can make mediocre work
into an awesome end result. But fantastic work can be overlooked if the project

management required to deliver the whole isn’t there.

Like me, you’ve probably already realized this. You've worked on a project or two
where things went wrong at the project management level. You’ve figured you could
do a better job of it yourself—which is exactly why you bought this book! The good
news is that you were right. You can do a good job of the project management. And
this book will teach you how.

Who Should Read This Book?

This book is for anyone who wants to learn enough project management to ensure
their projects succeed. You won’t become a world authority on the project manage-
ment discipline, but you will become an effective and efficient project manager.
Although some of the examples in this book focus on projects that address techno-
logical or systems-related issues—a growing industry in need of skilled project
managers!—the book is intended for anyone who needs to manage projects of any
sort.

That said, this book won’t teach you to manage the construction of the next space
shuttle. For very large and very complex projects, you will probably need a few



extra and more rigorous tools. You’ll find some pointers to such tools in the appen-

dices.

What's Covered In This Book?

So What Is Project Management Anyway?
This chapter forms an introduction to the art and science of project management.
Here, we talk about the key phases every project goes through and why project

management skills are increasingly important today.

Getting Started
This chapter covers everything from picking the right projects, and working out
who needs to be involved, through to kick-starting the project itself.

Getting the Job Done
In this chapter, we discuss the real meat of any project—planning what needs
to be done, executing the work, and controlling the project as a whole to keep

things on track.

Keeping It Smooth
Here, we’ll look at communication, collaboration, and how best to deal with
change. This chapter is all about the softer side of project management—the
skills that make you not just competent, but great.

Following Through
To wrap up, we’ll look at what’s involved in successfully finishing off your
project and handing over like a superstar.

The Book's Web Site

Located at http://www.sitepoint.com/books/project1/, the web site that supports
this book will give you access to the following facilities.

Project Management Cheat Sheets

This book explains numerous concepts, processes, and ideas in detail, but on a day-
to-day basis, you’ll need a quick, easy reference to the key information we’ve dis-

The Principles of Project Management (www.sitepoint.com)
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cussed. These downloadable cheat sheets are the answer. Print them, pin them to

your wall, and refer to them as you work your way through the project.

Updates and Errata

No book is error-free, and attentive readers will no doubt spot at least one or two
mistakes in this one. The Corrections and Typos' page on the book’s web site will
provide the latest information about known typographical and code errors, and will
offer necessary updates for new releases of browsers and related standards.

The SitePoint Forums

If you’d like to communicate with others about this book, you should join SitePoint’s
online community.? The forums offer an abundance of information above and beyond
the solutions in this book, and a lot of fun and experienced business owners hang
out there. It’s a good way to learn new tricks, get questions answered in a hurry,
and just have a good time.

The SitePoint Newsletters

In addition to books like this one, SitePoint publishes free email newsletters includ-
ing The SitePoint Tribune, The SitePoint Tech Times, and The SitePoint Design
View. Reading them will keep you up to date on the latest news, product releases,
trends, tips, and techniques for all aspects of web development. Sign up to one or
more SitePoint newsletters at http://www.sitepoint.com/newsletter/.

Your Feedback

If you can’t find an answer through the forums, or if you wish to contact us for any
other reason, the best place to write is books@sitepoint.com. We have an email
support system set up to track your inquiries, and friendly support staff members
who can answer your questions. Suggestions for improvements as well as notices
of any mistakes you may find are especially welcome.

! http://www.sitepoint.com/books/project1/errata.php
2 http://www.sitepointforums.com/
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Conventions Used In This Book

You’ll notice that we’ve used certain typographic and layout styles throughout this
book to signify different types of information. Look out for the following items.

Tips, Notes, and Warnings

Hey, You!

Tips will give you helpful little pointers.

Ahem, Excuse Me ...

Notes are useful asides that are related—but not critical—to the topic at hand.

Think of them as extra tidbits of information.

Make Sure You Always ...

... pay attention to these important points.

Watch Out!
Warnings will highlight any gotchas that are likely to trip you up along the way.

Order the print version of this book to get all 200+ pages!
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Chapter

Getting Started

You’ve already got an understanding of the basic project life cycle, and we’ve just
talked through some of the underlying principles of project management. But I bet
you’re itching to actually do something. In this chapter, we’ll talk about the work
that comes before the project life cycle—finding possible projects, working out
which projects are worth pursuing, and getting to know the different groups of
people who will be involved in any project. Finally, we’ll discuss the process of
actually initiating a project.

In each of the sections that follow, you’ll find a discussion of what the process is
and why it matters, followed by tools and best practices that will help you get your
project off to a flying start.

Discovery: Finding the Projects

Projects don’t just spring from nowhere. Although many project managers only get

involved when it’s already been decided that a project will be undertaken to achieve
some end, there is, of course, a phase before this: discovery. Discovery is the process
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by which the organization reviews the available opportunities and decides which
of them will become projects in due course.

Ideally, the discovery process should ensure that the best opportunities are pur-
sued—not just those that were mentioned first, or those that have the loudest sup-
porters. Where this process is undertaken, it’s usually combined with some sort of
portfolio planning through which the potential projects are matched against the
resources or capabilities of the organization itself. The eventual result is a list of
projects that are truly the top priorities.

The sad reality is that in many cases, there’s either no process at all for discovery
and portfolio planning, or the process that’s in place doesn’t result in the selection
of projects that will deliver the most value. It’s also true that as a project manager,
your influence may be very limited at this stage—after all, in many cases, you won’t
even know about the potential projects until one is assigned to you!

However, understanding what has been discovered, and how the project that you're
managing came to be started, is very important. It can tell you whether the project
is truly of high value to the organization for which you’re working (either as an
employee, contractor, or service provider) or whether its potential value still needs
to be ascertained. It may also give you early insight into the complexities you might
have to face during the project.

If you find that little or no discovery work has been done, don’t despair—do it
yourself! Find out why people in the organization think your project is important.
Understand what they’re expecting the project to deliver—try to focus on what it
means to them, not the nuts and bolts of what will be built. If their answers suggest
that they don’t think the project matters, find out where they think the time and
effort would be better spent.

Your first instinct will be to protect your project, but you might find an opportunity
for another project that will deliver even more value. Even if you don’t end up jet-
tisoning the original project and taking on the new one instead, bringing it to the
attention of the stakeholders within the organization will make you stand out as a
project manager who really cares about the good of the company, not just your own
projects.

The Principles of Project Management (www.sitepoint.com)



http://www.sitepoint.com/launch/2682d5

Getting Started 19

Example 2.1. Choosing the Wrong Options

Imagine there’s a team at a company you’re working with that deals with customer
orders. The team members have identified a number of opportunities:

Remove manual work from current processes.
Many in the team feel that they spend almost all their time shuffling paper,
rather than actually dealing with the customers.

Speed up inventory checking.
When a customer places an order, the team members have to call up the invent-
ory team to find out whether the goods are in stock or not. Making this process
faster would improve their efficiency greatly.

Improve tracking of customer orders, queries, and complaints.
Currently, all tracking of customer interactions is done manually. There’s actually
one person in the team whose full-time job is collecting the information and
putting it in an Excel spreadsheet!

Allow customers to interact in more ways.
A number of customers have signalled that they’d like to be able to email the
team as a whole, or to input queries and complaints online.

As you might have guessed, the opportunities above are ordered in terms of import-
ance. The team feels that reducing their manual work is most important, with the
inventory tracking improvements and customer tracking automation coming a close
second. Once these fundamental issues have been fixed, the team feels that it can
start work on items that will really benefit the customer—introducing a web site
and email addresses so they can log orders, queries, and so on.

When people from elsewhere in the organization get involved, however, they get
very focused on the web site for the customers. Marketing can see that this will be
areal selling point and the sales teams think that it will delight their contacts. They
don’t realize that in order for the customer web site to be successful, the team needs
to have all the other opportunities addressed first.

Order the print version of this book to get all 200+ pages!
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The first you know about any of this, however, is when you’re brought in to build
the new customer web site. You get started working on it, but are finding that the
people from the team who deal with the orders are very difficult to work with: they
won’t answer questions clearly, don’t turn up to meetings that you’ve organized,
and don’t answer emails unless they’re reminded to again and again. You're sensing
hostility, but you have no idea why—you’ve only been there a week. Surely you
can’t have offended them already?

You get in touch with some of the IT guys that you know from the last project you
worked on for this company and ask them what’s up. They explain about the other
projects that this team identified ... and that the team actually thought those other
projects were more important. However, someone in the marketing team, having
heard about the possibility of the web site being developed, promised one of the
big customers that it would be ready soon, so management decided to prioritize this
project over the improvement of the systems.

Now you understand why the team is so unresponsive! They’re upset because their
own needs have been ignored, and now you’re working on the project that they’ve
been forced into prematurely.

At this point, it can be very easy to get depressed or start panicking. What if the
team continues to sabotage the project and you get blamed when it isn’t delivered?
You don’t have the power to go back and work on the project they really wanted to
happen, so perhaps you should just give up now ...

The point, though, is that now you understand what was causing the team to be
unhelpful and unresponsive. Armed with that knowledge, you can do something
about it!

As we’ve already discussed, often the project manager won'’t be involved in deciding
which projects will be undertaken. In this particular situation, however, you can
try to mitigate some of the impacts of the web site project being prioritized over
that of updating the existing systems.

Firstly, you have a discussion with Pamela, the team member who’s been the main
cause of friction so far. You explain that you understand there were originally other
projects on the cards, and ask her to clarify for you what they would have entailed.

The Principles of Project Management (www.sitepoint.com)
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As she talks, you realize that some of the elements of the existing manual process
are going to be problematic for your project as well—for instance, it won’t be possible
to determine whether or not an item is in stock without someone making a phone
call.

In this particular example, there’s an obvious route forward—help to identify the
modernizations of the existing system that are required for the web site project to
be a real success. Then push either for these to be brought into the scope of your
own project, or for a separate team to be set up to deal with those issues in parallel.

However, even if you won’t be able to influence the organization to work on the
productivity improvements as well as the site, just having spoken to Pamela seems
to have improved relations immensely. She commented that you were the first one
of the “techie guys” who had taken the time to really understand why the team is
so frustrated. She has started responding to your queries and emails and even seems
to have told the rest of the team that they should help you out as well.

The point is that without understanding where your project’s roots lie, you're flying
blind. By investing some time to find out a little more about how the discovery

work was or wasn’t done, and how the decisions were made, you can gain a valuable
insight into the challenges you might face, day to day, on the project. This approach
can also give you an early warning of any office politics that might make your life

difficult!

Picking the Best Projects

Choosing the best projects to work on involves a three-step process:

1. Identify the opportunities.
2. Compare the opportunities.
3. Rank them and decide which to undertake.

Identifying the Opportunities

There are many approaches to identifying opportunities, some of which are more
sophisticated than others, so let’s start by considering some of the basic tools that

you’ll probably already have come across.

Order the print version of this book to get all 200+ pages!
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The most obvious option is a brainstorm. Get people in the organization together,
and ask them to think of anything that annoys them, anything that could be done
better, or things that aren’t being done yet that could be started.

The Stop, Start, Continue Approach

One model that you can use to get people to focus called Stop, Start, Continue.
Here, you essentially ask the people in the room to name one task they want the
organization to stop doing, one task that it should start doing, and one task that
it should continue to do.

If it’s obvious that a particular business process or set of processes is causing a lot
of pain, manual work, or rework in the organization, it might be worth charting that
process. You can do this using any tool—from the good old marker and whiteboard,
through to bespoke process-flow mapping tools or UML diagrams.'

Once you have drawn out the business process, look at each step and ask, “Why do
we do this?” If there isn’t a good reason to take the step, remove it! If the step is
necessary but could be done more intelligently, ask how. If the question of what
needs to change isn’t answered easily, a project to fully investigate the options and
create a solution could spring from your analysis.

Example 2.2. Innovate or Improve

One example of the need for innovation is made clear by the anecdote about an
early 20th-century buggy whip manufacturer. The organization was focused on
making whips (used on horses that drew buggies and carts) faster, cheaper, and
better ... at a time when horse-drawn carts were rapidly being replaced by motor
cars. Making the buggy whip cheaper was not going to increase sales, since price

was not the problem.

" UML stands for Unified Modeling Language, and constitutes a set of standard formats for creating flow
diagrams of processes, data, etc. UML tends to be popular with usability professionals and software en-
gineers. As always, think carefully about the tools you choose—they need to be understandable and ac-

cessible to everyone involved.

The Principles of Project Management (www.sitepoint.com)



http://www.sitepoint.com/launch/2682d5

Getting Started 23

Remember, though, that sometimes the opportunities that are the biggest—the pro-
jects that will make a huge difference to the business—might be those that don’t
represent incremental improvements. In many cases, the real way to make a differ-
ence may be to realize that there’s a completely new direction to take, product to
focus on, or way to operate.

Comparing the Opportunities

Once you have a list of opportunities that could be addressed, you then need to
work out which is the most important. You might want to start by identifying what
benefit would be generated if the process was fixed, the gap was filled, or the new
service was created. Would it reduce the amount of work for someone? Make the
company more money? Bring in new customers? Reduce risk in some way?

Typically, the reasons why a company decides to approach an opportunity are
one—or a combination—of the following benefits:

to increase income (higher sales, new market, new service)
to decrease costs (make it cheaper, faster, lower inventory)
to improve productivity (same work done with less time/cost/people)

to reduce risk (increase tax compliance, improve audit score)

Once you’ve identified what the benefit of each project is, you need to work out
how big that benefit will be. Ideally, you’ll want to be able to measure the benefit
in numbers somehow—whether it’s that someone can get 50% more invoices posted,
that sales increase by $50,000, that widgets now cost only ten cents, or that your
accountants smile for the first time in living memory.

What's the Problem?

At this stage, you're still comparing the opportunities, not the projects! Think of
problems and gaps at this stage—we’ll be looking at the solutions (projects) soon
enough.

Later on in this chapter, one of the discovery tools we’ll look at is value creation—an
approach to working out the value that will be delivered by a project.
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Ranking and Choosing Opportunities to Pursue

Now that you have an idea of the available opportunities, and how much of a benefit
could be gained from addressing them, you need to work out which one to tackle.
You may have uncovered an opportunity that’s so big that you feel it’s imperative

to go ahead and deal with it immediately. More likely, however, is the eventuality
that you’ll have a number of options, and will need to decide which is the most

important.

First, rank the opportunities in order of their potential benefits. Second, work out
what a project might entail in very, very rough detail—literally just a sentence or
two describing how you’d go about solving the problem. If you have no clue, the
project may well focus on researching and finding a solution that can, ultimately,
be implemented!

For instance, if we think back to our earlier case study, the problems had already
been ranked in the order that was most important to the customer service organiza-
tion. Their focus was cost saving and productivity. It was when the marketing folks
(who are more focused on increasing sales) got involved that the equation changed,
as they were interested in the increased income.

In this situation, we might rank the opportunities available through a project in
terms of the number of areas each would affect. To do so, we could use a matrix
like the one in Table 2.1.

Ideally, the next step would be to quantify the benefit by working out the numbers.
In the case of a clear cost saving, assigning a figure is easy. If you predict that redu-
cing paperwork will mean a monthly saving of the funds currently spent on paper,
printers, photocopiers, and so on, you can simply total those numbers. When you
start to predict increased sales and productivity improvements, however, the calcu-
lations become fuzzier. Don’t get hung up on representing everything in cash terms;
instead, express the benefit as clearly as possible, so you can get it in front of the

right people to have a decision made about the project.
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Table 2.1. Ranking and Roughing Out Opportunities and Benefits

Opportunity Project Benefit

Remove manual work from Combine process analysis (to remove Productivity improvement;
current processes. manual steps) and automation. cost reduction

Speed up inventory checking. | Connect inventory system with existing | Productivity improvement
customer order system.

Improve tracking of customer | Develop additional functionality in the | Productivity improvement;

orders, queries, and existing customer order system to increased income (from
complaints. accommodate queries and complaints | increased customer
tracking. satisfaction)

Allow customers to interactin | Introduce customer service web site and | Increased income

more ways. email address.

Next, try to rank the projects in terms of which are easier or cheaper to complete.
Depending on your situation, the questions of ease and affordability may be of
greater or lesser importance. If people within your organization could be assigned
to a given project, you’re probably more concerned with how quickly they could
make a difference. On the other hand, if you’d have to pay a third party to come in
and deal with the project, the project’s cost may be a bigger issue.

Having worked out where the greatest benefit can be gained for the lowest cost, you
can, in collaboration with the relevant stakeholders, pick a project or two to proceed
with.

It's Only a Rule of Thumb

Don’t forget that at this point, all you have are initial estimates. You haven’t spent
a great deal of time making sure that the potential benefits and projected costs are
really accurate.

This is a “rule of thumb” type tool—in the project Initiation phase, you should
make sure that both the cost and benefit sides of the equation are investigated and
validated. If you find that an element of the project is considerably different than
you’d predicted, you might even come back to the discovery phase and pick a
different project to work on.
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Is the Best Project for the Organization the Best for You?

This process is focused on finding the best projects for the organization. As an
external contractor or service provider, you also need to care about the benefits
your business will gain from the projects you work on.

You might also want to conduct a similar comparison of the projects you have
the option of undertaking—across all your clients—and picking the ones most
likely to benefit your own organization. The process will be the same, but some
of the considerations might be different. For example, you might choose to under-
take a project that will make less profit, but has strong potential to lead to more
work in future. You should invest as much energy in choosing the right projects
for yourself as you do in helping your clients select the best projects for their own
needs.

Spotting Bad Projects

As we’ve already discussed, many project managers aren’t involved in the discovery
phase, where good projects are selected. As a result, an ability to spot the signs of
a bad project is a valuable skill for the project manager to develop.

First of all, let’s think about some hallmarks of good projects:

They deliver big benefits, with defined metrics that specify the size of those be-
nefits.

They’re important to the future of the organization (or, in management speak,

they’re “strategically important”).
Sufficient resources are invested in them.
They have supporters within the organization.

We’ll talk more about the kinds of supporters you need, and the importance of
having a sponsor for your project, later in this chapter.

The hallmarks of a bad project contrast rather predictably with those outlined above:
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Projects for which no one has really identified the business benefit, or for which
the closest you can get to a cost estimate is someone waving their hands in a
the-size-of-the-monster-catfish-I-caught-last-summer type gesture are dangerous.

Projects that focus too heavily on the present and neglect the future are dangerous.
Think of the buggy whip manufacturer investing in making his production lines
faster and cheaper, rather than realizing that a change in direction was needed.

Insufficient—or nonexistent—resource investments in a project are another
warning sign that you should beware of. Projects without budgets, people, or
equipment are risky from the outset.

Projects that are being undertaken even though only a few people in the organ-
ization believe that they should be completed are the most dangerous of all.
These kinds of projects quickly start to feel like everyone’s just standing around
watching, and waiting for you to slip up and prove them right.

Beware of Focusing In the Wrong Place

Today’s technology is very advanced, and as a consequence, our options seem
limitless. It’s rare that tasks aren’t attempted because they’re viewed as being im-
possible. In fact, quite the opposite is true—organizations often choose the unlike-
liest paths, optimistically believing that their rough plans will all come right in
the end.

I have nothing against optimism, but personally, I like to have the odds stacked
in my favor! Making sure that you’re focused on the real reasons for completing
the project, rather than on what’s technically possible, is imperative. A benefit-
focused approach also often makes the difference between a fantastic project
manager (who achieves what the organization needs) and a mediocre project
manager (who does what’s asked, but doesn’t work out if that’s what’s best).

Why would any of these projects survive, you ask? Well, the reality is that they
won’t! The reason that they get started in the first place is that the people creating
the project aren’t really sure about what they’re trying to achieve. Helping them to
define the business benefit is usually the first step to fixing this issue—as soon as
they realize how important the project is, dedicating the required investment into
resources is an obvious step to take. Supporters also flock to important projects (so
much so that you might actually be overwhelmed). Making sure that the work is
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aligned with the strategic objectives of the company is what those high-level sponsors

are good at.

Project, or Day-by-day Improvement?

The other question that needs to be worked out during the discovery phase is
whether a project is really needed at all. Although a project is, at its simplest, just
a one-time piece of work, in practice, most organizations also have guidelines that
describe what’s seen to constitute a project, and what’s regarded as merely a minor
change or fix.

As an example, the rule of thumb in many companies is, “if the job needs at least
one full-time staff member for two weeks (or the equivalent), then it’s a project.”
The important issue here is the size of the effort—if you’re going to have two people
working full-time for a week, or four people working at 25% of capacity for two
weeks, those staff hours all reflect the same amount of effort. A job that will take

one person a day or two, by contrast, would not be treated as a real project.

Work that’s routine or ongoing is never a project. The management speak for this
kind of work tends to involved words like “operational excellence” or “continuous
improvement,” which are both really just corporate ways of saying “being better at
what we do every day.” Sometimes, a project will be undertaken to introduce a
capability that will make the day-to-day work more efficient and productive—for
instance, updating the systems that are used, or introducing new business processes
such as problem, change, and incident management.

Very small pieces of work, or mini-projects, may well be absorbed into the normal
day-to-day work. This approach can blur the lines between project work and normal
operations for many people. It’s worth understanding how the organizations you're
working with distinguish projects from regular work, and thinking about the impact
this may have on the projects you're leading.

If some of the people involved in your projects usually just work on day-to-day

operational tasks, they may be completely unfamiliar with a project-based style of
work. You might need to meet with them separately to explain project management,
clarify your role as the project manager, and illustrate how the project will be run.
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Setting Expectations and Priorities

You might also need to set expectations more explicitly around deadlines and
priorities—it can be hard for individuals to prioritize project work over day-to-
day operational tasks unless they’ve been told this is the right attitude to take.

Again, this isn’t a huge issue, but you should be aware of it. When you’re very used

to completing project-based work, it can be easy to forget how the other half lives!

Discovery Tools and Practices

The full range of tools and practices that can be useful in discovering projects
within an organization would include:

idea elicitation
portfolio management
organization building

resource planning

On their own, the discussion of these tools could easily warrant a separate book,
so I'm going to focus on the tools and practices you're most likely to need as a project
manager who gets involved once the decision to undertake the project has already
been made: project proposals and value creation.

Project Proposals

Project proposals are simple, short (usually single-page) documents that outline
the potential project, provide brief background information, identify the value of
undertaking the project, and give a very rough estimate of the resources (budget,
people, time) that would be required to deliver the project.? Ideally, a project pro-
posal is collected for each of the possible projects, and from this pool, the projects
that are determined to have the potential to deliver the greatest benefit to the organ-
ization are chosen. The project proposal is a document that illustrates the value of
completing the project and recommending that the project be resourced.

2 Project proposals are sometimes called project request documents (PRDs) or project charters, though
the latter indicates a little more finality and is more like the project initiation document we’ll talk about
later in this chapter.
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Now, this may sound good, but have you spotted the big warning sign yet? These
proposals are the first indication to management of what the project will be, and
what it will deliver. They even include rough estimates of how long the project will
take, how much it will cost, and how many people will need to be assigned to it.
Yet minimal effort is invested in getting these estimates right—the project doesn’t
exist yet, so no one’s actually working on it! Of course it would be unrealistic to
expect anything else, so really this is just a caveat we all need to be aware of.

We’ve already identified that project proposals are fundamentally flawed, so why
am I advocating them? Well, what would be worse than a flawed project proposal?
It would be worse to have nothing at all! At least if you have a proposal, you have
documentation that represents the foundations of a contract between the project
team, the customer, and management. Without it, you have to guess the expectations
of each group—clearly an unenviable task unless your telepathic skills have been
improving recently!

But what can you do if there isn’t even a project proposal, and you're faced with
amorphous, hand-waving descriptions of what the project is meant to be? This is
the beauty of the project proposal—you can have a proposal written retrospectively,
even if the decision to go ahead with the project has already been made. Some

companies and freelancers use a very similar template to form the basis of quotes.

Once the project proposal is written—by you, or by someone else—what can it give
us? There are three key pieces of information that project managers will want to
obtain from the project proposal:

1. Understand the project’s background.
What problem does the problem solve? What process does it affect?

2. Gain a clear explanation of the business value that the project will deliver.
Why is the project important to the organization?

3. Ascertain the expectations of the project’s timing, personnel, and budget.
If, from the outset, you can see that the project is hopelessly underfunded, or
that the delivery date is wildly optimistic, it will be better to deal with these
concerns up-front rather than coming to them later, when your wish to change
these factors may be perceived as an attempt to renege on the initial project
agreement.
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Project proposals can also help us to identify assumptions and constraints. Remember
the four opportunities we discussed earlier, in the example in the section called
“Discovery: Finding the Projects”? When we go back to write project proposals for
each of those opportunities, it’ll become obvious that implementing a customer web
site without fixing the manual processing, inventory, and call-tracking issues isn’t
sensible.

The scope of the project can then be expanded to include a complete customer rela-
tionship management (CRM) solution. This way, the operational team will only
need to use one system to manage all of the customer interactions, and the task of
optimizing the business processes can become part of your project.

Value Creation

Delivering value is the only real reason to undertake a project. Whether you're in-
creasing the monetary value of your home by adding an extension, or increasing
the productivity of a team by making computer systems easier to use, there should
always be a clear benefit to completing the project.

One of the most common issues that causes misunderstandings between business
people and technical people is that they talk about value in different ways. For ex-
ample, a technical team member might be talking about load-balancing the servers
and introducing new quad-core processors while the business person stares at her,
perplexed. When she’s asked to elucidate, the techie starts trying to explain how it
all works, so that the business person can comprehend the terms she’s using, rather
than hearing the cry for help that’s inherent in the question!

Getting into the habit of talking about value in business terms is both smart and
useful for any project manager. It can help reduce the number of communication
problems you’ll have, and smooth the way for the customer and the project team
to work more effectively together. After all, if the technical person in the example
above had explained that the project was needed so that twice as many customers
could use the web site at the same time, all would have been clear to the project
manager.

Value equals money. When you’re talking about value creation, you’ll need to be
able to tie the project back to money. Whether the value is direct (that is, you're
actually cutting costs or increasing sales), or indirect (you're increasing productivity,
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helping the organization’s public image, and so on), you should at least find it easy
to explain what the value is. Ideally, it should also be possible to quantify that value,
for instance, to say “this project will save $30,000, or the equivalent of 50% of a

full-time staff member.”>

You can work out whether a project is worth undertaking in a number of ways.
Regardless of which method you use, the most important points to ensure are these:

The method for calculating value should be crystal clear (use the organization’s
standard methodology, if one exists).

Any estimates of time or cost should be provided by the people who are closest
to the problem. Only the people who are currently spending two hours a day
manually reconciling invoices are going to know exactly how long it takes them.

The approach you’ll use to measure whether the results are actually being
achieved should be identified up-front. For example, if you plan to make a saving
of two hours per day, exactly how are you going to measure that? By asking the
team members? Timing them while they work?

Industry standard methods for calculating the value of a project do exist, but they
can be quite complicated and certainly are more involved than those that are com-
monly used in most organizations. The most important point is to establish that
value is being created, so that the organization can be certain to enjoy definite,
measurable benefits if the project is undertaken.

When the time comes to measure that benefit in a more sophisticated way, perhaps
to justify funding or to compare similar opportunities, understanding more about
net present value (NPV), return on investment (ROI), internal rate of return (IRR),
and similar methods and measures will be useful. Appendix A lists some locations
at which you can find out more about these formal metrics.

3 As an aside, be aware that productivity savings seldom translate into staff actually being made redundant,
except in very large-scale projects like mergers or factory relocations. The approach that involves
measuring the amount of manual work that’s removed is used here to illustrate that the team members
will have that much extra time to invest in their day-to-day tasks—time which, otherwise, they wouldn’t
have had.
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Now that you’ve hopefully seen or constructed a proposal for the project you're
about to undertake, and you’ve formed a better idea of what sort of value it will be
creating, it’s time to move on to look at who will be affected by, and involved in,
the project.

Who Are All These People?

... and what are they doing on my project?

Even the smallest project can impact a number of people. As the project manager,
you're at the centre of an intricate web of people who are bound together by their
common interest in the project you're managing. Let’s meet the various people who
are involved in any project, discuss the roles they play, and explore how you can

manage their participation.

Stakeholders

Stakeholders are those people who hold a stake in the project—they’re people who
care about the project’s outcome. “Stakeholders” is really a catch-all term that can
be used to describe such disparate groups as senior management, end users of sys-
tems, customer representatives, administrators, members of the local community,
and union representatives. Anyone who feels that the project might affect them
could regard themselves as a stakeholder.

How then do you go about identifying stakeholders? And why would you want to

do so in the first place?

It’s important to identify your stakeholders so that you can understand their points
of view, and get an idea of the pressure they’ll try to exert on your project. An archi-
tect may not think to worry about the local group of amphibian enthusiasts until
they start petitioning the local government to withdraw the permission it granted
the architect to build on a particular site that is in fact among the last-remaining
habitats of great-crested newts—which the architect has never even heard of before!*

4 You may think I'm being funny here, but that’s a real world example! One of the office buildings on
the business park where I work had to be delayed because the site was one of the last remaining habitats
of the great-crested newt.
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Luckily, most stakeholder groups are more obvious than this, and they’re usually
very keen to have their voices heard from the outset. The way to start identifying
stakeholders is to think about the project itself:

What are you building?
What business processes are you changing?
Who are the people that are currently executing those business processes?

How will they be impacted by the change?

The easiest stakeholders to identify are those who are directly affected by the project.
If we consider this chapter’s case study project, in which you’re introducing a web
site to deal with customer orders, queries, and complaints, we can readily see that
the main group affected will be the customer service team. The management of that
team will also be affected, as will the IT staff who need to help make the existing
call-tracking system integrate with your new web site. And, of course, the actual
customers will be affected too—some of them may love the idea of reporting issues
via a web site, but others will be concerned that the change in technology will mean
slower, less personalized service.

Thinking a little more broadly, we also realize that the sales and marketing teams
are stakeholders in the project. After all, as soon as they heard about the possibility
of the customer web site, they had the influence to get it prioritized over the other
potential projects! After the project proposals were drawn up and you realized that
the four projects really needed to be combined to deliver the true business value,
the product supply team, who’s in charge of the warehouse (and therefore the in-
ventory system), were also identified as stakeholders. Can you think of anyone else
who might be affected?

Sometimes the most important stakeholders to worry about are those who are less
obviously linked to the project. Senior managers who have promised to deliver a
“step change” in the efficiency of the call centre group, or those who are trying to
prove that the entire department could be outsourced to Bangalore, may keep their
motives closer to their chests. Equally, interest groups from outside the company
(whether they’re politicians, consumer groups, or the local amphibian enthusiasts’
society) may be difficult to locate.
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Don’t get too hung up on identifying every possible person who might care about

your project, but do make the effort to involve those that are obviously interested.
Talk to people in the organization about who will be affected and actively seek out
those who you believe will care most. Understand their concerns and think about
how to involve them in the project. After all, taking the initiative and defining how
they will be involved is better than ignoring them, then later having them force their
way into a project meeting and explode at everyone!

We’ll now look at two special groups of stakeholders—the project board and the

project team itself.

The Project Board

The project board is a small group of people whose main responsibility is to make
the really big project decisions. Much as you, as the project manager, have an in-
credibly important role to play, and indeed will make many of the day-to-day de-
cisions, you'll always be focused on delivering the project. The project board is
there to make the really big strategic decisions—even if that means potentially
killing the project.

Your project’s board should consist of:

the project sponsor
a technical advisor

a business advisor or domain expert (if needed)

The project sponsor is the embodiment of the project customer, that is, the person
for whom the project is being delivered. Typically, this person will be the head of
the department that will benefit the most from the project, though in some cases,
if multiple groups within the company will all benefit from the project, the sponsor
may be someone who’s even higher up within the organization. This person is
usually also the one who’s paying for the project, so he or she will have a clear in-
terest in ensuring that value for money is delivered. Ultimate decision-making au-

thority resides with the project sponsor.

Choosing the right project sponsor is very important. This person needs to be inter-
ested enough to stay involved and take the project seriously. He or she equally needs
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to be senior enough to have the authority to make the very big decisions—even the
decision to cancel the project if necessary.

Sometimes, you don’t get to choose the project sponsor: either someone has already
been selected, or is chosen without much input from you. This can be fine—the
sponsor may be interested in the project and have sufficient authority to help you
achieve results. Equally, they may seem disinterested and disengaged from the

project.

Dealing with Disinterested Sponsors

If you find yourself working with a disinterested sponsor, sit down with that
person and discuss the project, his or her role within it, and your expectations.
If the person can be the sponsor you need, engaging him or her in a discussion
may well pique the sponsor’s interest and lead to more active involvement. Altern-
atively, if you need more than the sponsor can give, he or she may step aside
quietly, or even volunteer to help you find a replacement.

The technical advisor and business advisor or domain expert are there to provide
perspective and advice to the project sponsor. The sponsor may not understand the
full technical or business process implications of certain decisions that need to be
made through the project—he or she can rely on these advisors to promote and en-

courage the best possible decision.

As project manager, you should expect to meet with the project board regularly to
provide progress updates and discuss any key decisions. Usually, the role of the
project manager is to lay out the options and recommend the course of action that
you believe is the best way forward. However, it’s important to realize that the
project board’s job is to make the really crucial decisions, which may even extend
to stopping the project if it’s been delayed too long, is too expensive, or if there’s
evidence that the desired value will not or cannot be delivered.

Usually, the biggest challenge with the project board is not to identify the three
members, but to keep the size of the board to just three! All sorts of stakeholders
will feel that they should be on the project board, particularly in organizations

where decision-making authority is seen to convey status.

The Principles of Project Management (www.sitepoint.com)



http://www.sitepoint.com/launch/2682d5

Getting Started 37

What you ideally want is for all stakeholders to feel that they’re being represented
on the board by at least one of the three members, rather than needing to be on the
board themselves. This is another reason why project board members are often
senior members of the organization—if the other stakeholders report to them (either
directly or indirectly), the board members will also be representing their views.

But let’s get back to our example. Before we realized that the four projects really
needed to be combined, the project might have had a very different project board,
as different teams would have been involved and affected. However, for the combined
project, we identify that since the customer service, sales, marketing, IT, and product
supply departments are all affected, John Vaswani, the Head of Operations (which
encompasses all these groups) is the right person to be the project sponsor.

The technical advisor will be Sandra Chan, Head of IT, who can advise on how the
solutions being proposed will fit with the existing company systems, and how on-
going maintenance and support will be completed. The Head of Customer Service,
Adam Garcia, will also participate on the board as the business expert. They will,
of course, be advised by their own operational teams, but the point is that the project
board will include three key people who can make the big calls!

As soon as she heard about the project board being formed, the Head of Marketing
wanted to be included as well. You had a difficult decision to make. As far as pos-
sible, it’s best to keep the number of board members low. Any efforts to expand the
board can easily snowball until half of your stakeholders want to be on the board
casting their votes! That said, if the project scope is broad, and you’re going to be
working on business processes in a wide range of areas, as in this case, it can be
useful to have multiple business experts.

In this case, however, you sit down with the marketing chief and explain that the
marketing department will still be consulted—you want to have some of the market-
ing team on the project as “consultants” to ensure that the solution that’s developed
isn’t solely focused internally, on the customer service team’s needs. The marketing
department’s point of view would also be represented on the project board by John
Vaswani, who, as Head of Operations, will be interested in making sure that all of
the different areas work together as efficiently as possible.

You come away from this meeting with a double win: content with the proposed
arrangement, the Head of Marketing has already assigned some of her team members

Order the print version of this book to get all 200+ pages!



http://www.sitepoint.com/launch/2682d5

38 The Principles of Project Management

to be more directly involved with your project. You’ve also managed to keep the
size of the project board down to three, which will make the decision-making process
much smoother than it would have been if the team was bigger.

The Project Team

The other stakeholders that are very obviously quite invested in the project’s success
are the project team members themselves. These are the folks who are working
alongside you to deliver the actual work and, as such, they’re essential! Depending
on your circumstances, the project team members may herald from different back-
grounds and companies, and may have been brought together just for this specific
project, or they might comprise an existing team that’s been charged with focusing
its efforts on this new challenge.

Whichever is the case, ensuring that you have the right mix of abilities on the project
team is key. We’ll talk a lot more in later chapters about how to help your team
members work well together, but the first step towards harmony is to make sure
that they have the skills necessary for the job.

As with the other stakeholders, you’ll want to understand where the people in your
project team are coming from. You may well find yourself with a mix of contractors
and employees, some working full-time and some part-time. What are their personal
motivations? How do they feel about working on this project? Are they viewing it
as the opportunity of a lifetime or a punishment? Do they feel they have the needed
skills, or are they worried that they’re out of their depth?

“Hang on a second!” I hear you protest. “I'm not their manager. Why should I care
about how they’re feeling?”

Even though you may not be their line manager, or responsible for their careers,
you still need to care about how your team members feel, since this will affect your
project. People will always be the most complicated component of any project, so
it’s crucial that you become adept at understanding them. While this may seem
daunting, the reality is that just by listening to your team and trying to understand
where they’re coming from, you’ll learn almost everything you need to know. The
elements that you don’t uncover by talking to them, you’ll learn from watching

them work together (or failing to work together, as the case may be!).
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When you’re starting a project with a new team, I suggest that you sit down, one on
one, with each individual. Ask them what they’re looking forward to and what
they’re feeling apprehensive about. Share your vision for the project and how you
see them being involved. Try not to pile on the expectations too much, though;
rather, focus on listening to how they feel about the project and what concerns they

might have.

What If It's Just Me?

Sometimes you may find yourself being both project manager and project team. In
this situation you might doubt the need for project management. Your doubts would
be valid! If you're a team of one, the tools and practices of project management that
focus on team collaboration won’t be as useful. With no need to share and commu-

nicate, you can keep track of your tasks and deliverables however you like.

Realistically though, much of the true value of project management is in communic-
ating to the stakeholders and project board, rather than your team. Project success
depends on the involvement, trust and often contributions of the stakeholders.

Equipping the project board to make well-informed key decisions is also extremely

important.

If you are a freelancer or similar, primarily working solo on projects, then you may
well want to strip down to just the essential tools and best practices. By focusing

on the tools that smooth your interfaces to stakeholders and project board, you will
get the most out of your investment in project management. For more information,

see Appendix A.

Stakeholder Tools and Best Practices

Let’s examine some of the tools and best practices that will help you identify

stakeholders and manage their involvement in your project.

The Project Organization Chart

A project organization chart is a simple graphical illustration of who’s involved in
the project and where they fit in the overall organizational, or project, plan. First

you’d include yourself, the project manager, with the project team linked in beneath.
You report to the project board, which is led by the project sponsor. Depending on
the specifics of your project, you will likely then group the remaining stakeholders
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into their respective areas (for instance, end users and IT staff). These groups are
shown on either side of the project team, since they’ll be giving input as the project

progresses, as Figure 2.1 reflects.
To create a project organization chart, follow these steps:
Write down the names of everyone who’s involved in the project.

Group them according to their roles—project board members, stakeholders, and
project team members. In most cases, you’ll need to split the stakeholders’ group
further into the various stakeholder categories.

Chart the results graphically, with project board at the top, the project team in
the middle, and stakeholders radiating out from them. If some of the stakeholders
report to the project board members, it may be worth indicating this on the chart.

Figure 2.1. A simple organization chart
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The project organization chart is useful because it illustrates to everyone within the
organization who’s directly involved in the project (that is, the project team and
board), and who has a more advisory role to play. You may need to consider estab-
lishing a team of key stakeholders who will be directly involved in the project,
whether they’re providing realistic testing for the product, or helping with the re-
quirements gathering task.

Is There Anybody Out There?

If people in your project haven’t worked together in the past, or if they’re spread
across offices or even time zones, it may be worth adding their photos and contact
information to the organizational chart. Making it easy for team members and
stakeholders to get in touch with each other can only aid communication and
collaboration.

As your project progresses, keeping the project organization chart up to date becomes
more and more important. Projects tend to get more complex as they continue, and
more people get involved, and understanding where any given person fits into the
bigger picture is important if you are to have a context for his or her input. A partic-
ular stakeholder who complains about everything, wants to be involved in every
decision, and generally makes a nuisance of himself or herself can be difficult to
deal with. But, by looking at the project organization chart, you might realize that
that particular individual is really a minor stakeholder, but reports to the project
sponsor. In the process, you may also recognize that the person is trying to get no-
ticed in the run-up to the annual review period, which can help you work out how
best to deal with this individual.

Perhaps you’ll choose to have a word with that person in private, and ask for his
or her help in making the project a success; you may also involve this person more
obviously in the project so he or she obtains the desired visibility. On the other
hand, if the person is being positively destructive, you might choose to have a word
with the sponsor to see if that individual’s efforts couldn’t be redirected somewhere

more constructive.
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Organizational Chart Evolution

Quite often, your organizational chart will evolve. Before your project has really
started, you might not have a full picture of what the team will look like, and
which stakeholders will be involved. It’s a useful tool from the very start, though,
so always start by drawing a rough chart on a piece of paper, even if you only
progress to a shareable electronic version later on during the project’s Initiating

or Planning phases.

The Communication Plan

A communication plan is a simple document that outlines how you will communic-
ate the project process, how frequently you’ll do so, who will be invited or involved,
and who will be in charge of making sure the communication occurs.

The communication plan should cover everything from monthly email updates
(which might be sent to all the interested parties) to daily meetings (for the project
team) and fortnightly board meetings (organized by you with the project board). It
might also define what specific information you’ll be reporting to a much wider
public—for instance, for particularly important projects, it might be worth posting
summary updates on the homepage of the company’s intranet. Therefore, anyone
who’s interested in the project, or feels that their own work might somehow overlap
with what your team is doing, can see what’s going on. You should always include
your contact details alongside this type of communication—after all, you never
know who might warn you of the next big project hiccup!

Letting Them Know

Believe it or not, some of the value of your communication plan lies just in letting
people know they’ll be kept informed! Uncertainty is the cause of a lot of noise
in projects. The communication plan can not only reassure stakeholders that
they’ll be kept in the loop, but can also inform them of how and when this will
happen. It can also help you to ensure their input is directed to the appropriate
people and points in the project, and avoid having them crash your team meetings!
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Initiating Your Project

Now we’re ready to really get going with the project! So let’s look at why initiating
your project well is so important, and how you should go about it. We’ll also invest-
igate some of the tools and best practices for doing so.

The Purpose of Initiating

The purpose of the Initiating phase is to set the project up for success. I often argue
that it is the most important phase of the project life cycle, since, if it’s neglected,
the results can be catastrophic. After all, the beginning of the project is the point at
which you form with the customer the contract (both formal and informal) that ex-
plains what will be delivered, roughly how it will be done, and when it will be
ready.

The formal contract will be the piece of paper you sign, but the informal contract
is the unspoken understanding between yourself and the other interested parties.
Often the informal contract is the more important of the two—people are more in-
terested in what they believe you're going to deliver than the specifics written in
the contract. This is especially true if the contracts are drawn up by a lawyer or
separate part of the organization. If you’re working internally and there’s no formal
contract, the informal contract is all that matters!

Keeping the Project in Perspective

Unless this is agreed on, you and the customers can walk away with completely
different understandings of what you’re trying to accomplish. These differences
of perspective will only creep out of the woodwork to cause you trouble later on,
unless you consciously shine a light on them during the project’s initiation.

Initiating is also the best chance you’ll get to define success. At the very outset you
can agree on the project’s success criteria—key elements that need to be delivered
for the project to be successful. These criteria will then help guide you throughout
the project. Of course, if it’s obvious from your initial discussions that the success
criteria aren’t clearly linked to the business purpose of the project, again, you’ve
uncovered a potential stumbling block very early, before too much energy has been
invested in the project.

Order the print version of this book to get all 200+ pages!



http://www.sitepoint.com/launch/2682d5

44 The Principles of Project Management

The Process of Initiating

The process of project initiation is quite simple. Gather information about:

why the project is happening
what needs to be delivered and how this will be done
who will be involved

the timings to which the project will be delivered
Make sure to get input from all the key stakeholders:

Summarize the why, what, how, who, and when of the project into a Project
Initiation Document.

Review the Project Initiation Document with the project board and key stakehold-

ers to get their agreement.

Hold a kickoff meeting to herald the start of the project, share the success criteria,
and plan going forward with the project team, board members, and key stake-

holders.

There may well be a number of unfamiliar terms in that process explanation, but
don’t worry about that just now. We’re about to look at the different tools and best
practices that will help you get your project off to a flying start. The key point to
take away from the initiating process is that you should start the project with
everyone on the same page, and move forward towards a common, agreed goal.

Initiation Tools and Best Practices

The project’s Initiation phase will be eased by the following key tools and practices.

The Project Initiation Document

The Project Initiation Document (PID) summarizes the what, how, when, and why
of the project. It represents the agreement between all parties on what the project

is about and, importantly, why the project is being undertaken. Although obviously
some facets will change during the course of the project (notably the details of how
the project is achieved, the project’s timings, and the resources available) the fun-
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damentals of what the project is and why it’ll make a difference to the organization
should be pretty stable.

The Project Initiation Document needs to summarize:

the project’s objective (what you’re trying to achieve)

the key deliverables (how you’re going to achieve the objective)
the overall rationale for the project (why you’re undertaking it)
the initial timings (when it will be achieved)

the project’s initial organization (who is involved)

Other elements that should be included in the initiation document are key assump-
tions and constraints, and success criteria. You may also want to include high-level
information about the risk and quality management approaches you’ll use, although
this detail is often included in the project plan, rather than the PID.

It’s important that the PID be as concise as possible. The shorter the PID, the greater
are the chances that the stakeholders will actually read it at the outset, which can

smooth the project’s progress over time.

Once you’ve written your initiation document, don’t just stick it on a shelf and
forget about it! The document should be agreed upon up-front with your project’s
key stakeholders (including the project sponsor and board), and should be referred
to subsequently throughout the project. Whenever you’re making difficult decisions
about which changes to the project’s scope or design should be accepted, referring
to the project’s original objectives and success criteria will prove invaluable.

A PID Is Not a Contract!

The Project Initiation Document is not a legal contract. For a start, it’s much
shorter than any contract I've ever seen! The PID can’t replace the contract, either.
If you're a freelancer or a business providing services to a client, you still need to
make sure that you have all your regular contracts in place. You probably want
to refer to the PID in the contract, but since it’s accepted that the actual execution
of the project will likely diverge from the descriptions in the PID, you can’t rely
on it as you would a contract.
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If you're employed by an organization, and providing project management services
to another part of the same company, it will depend very much on the company
culture whether or not you need to have a contract in place. Many companies
don’t have formal contracts for internal projects. In such cases, the PID serves an
even more important role, since it’s the only place where the expectations that
the project team and customer have of each other are recorded.

Let’s consider the project initiation document for our example project, which will

address all four opportunities originally identified during the discovery phase.

The first section defines the business need—it’s simply a paragraph or two that

describes the opportunity for the project, as Figure 2.2 shows.

Figure 2.2. The Business Need section of the PID

Then comes the project objective, as shown in Figure 2.3. You’ll notice that this

part is written to a particular format that includes:

an overall description of what the project’s about
a description of the key areas to be addressed

a definition of the specific business benefit that the project will realize

This is a very useful format for describing objectives. You may find another standard
in use in your organization, though, and it’s often best to use the format that people

are familiar and comfortable with.
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Figure 2.3. The Project Objective section of the PID

SMAC Your Objectives

Your objectives should be SMAC: specific, measurable, actionable, and consistent.
The key feature is that at the end of the project, you should be able to say “yes,
we did that” or “no, we failed.” There should be no gray areas. Throughout the
project, you should be able to track the team’s progress towards those objectives.

The next section of the PID identifies the project deliverables, as shown in Figure 2.4;
it describes how you’re going to achieve the objective. This description must neces-
sarily be completed on a very high level, because the project is just getting star-
ted—you haven’t done any detailed planning yet. Here, you just need to give an
idea of the biggest chunks of work to be done. Try to make sure that no deliverable
will take longer than a month to complete, though—if you’re still looking at phases
of three months or more, break those phases into a little more detail.

Figure 2.4. The Project Deliverables section of the PID

Next, we come to the project timeline. If the project is one that you’re familiar with,
you might already have a good idea of rough timelines for the various phases as
well as the project overall. If you can, list the major deliverables against the week
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or month in which they’ll be delivered (there’s no fine detail here, of course—you’d
really only use a weekly breakdown if the project time was less than three months).
In this case, the first two pieces of work are going to define the rest of the timeline,

so we’re only setting a deadline for these two phases, as Figure 2.5 shows.

Figure 2.5. The Estimated Timeline section of the PID

Is it Feasible?

In some organizations, the initial analysis of the business processes and investig-
ation of whether to buy or build a system might form what’s known as a feasibility
study or feasibility project. Rather than starting the full project with such uncer-
tainty, a separate smaller project would be undertaken just to work out whether

the main project is worth undertaking, and what would be required if it was.
The last part of the PID outlines the project organization. For this project, we’ve
just pasted in the organization chart that we’d already prepared, as in Figure 2.6.

Depending on how much the organization values role descriptions, you might want
to put in more detail about what’s expected of each individual.

Figure 2.6. The Project Organization section of the PID
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Brief details of assumptions and constraints are often included in the Project Initi-
ation Document. If the feasibility study had been split into a separate project, we
would have listed all the assumptions we were making about buying the technical
solution as compared to building one. However, since this project is starting with
an investigation, these sections are not as important as they might be if we were
going straight into the Executing phase.

The Kickoff Meeting

The kickoff meeting is more of a best practice than a tool. It’s essentially a meeting
at which you bring together the key players in the project to officially get the project
started. Usually this will take at least a couple of hours, but you should judge an
appropriate timeframe based on the complexity of your project.

The key attendees of the kickoff meeting are the project team and the interested
stakeholders. The kickoff meeting is probably the first time that everyone involved
will have come together for the project, so it’s a great opportunity to get everyone
enthused. Since you are (I hope!) working on a project that’s important to the future
of the organization, you might want to ask the sponsor to say a few words about
why he or she thinks the project is important, and what will be achieved, before
going into the main discussion points. A typical kickoff meeting agenda might look
like this:

welcome and introduction

highlights from PID (with a particular focus on the “why” of the project)
project approach (sharing some of the details of how the project will be managed)
communication plan (so that everyone knows when they’ll hear more)

plan for moving forward (that is, what will happen in the immediate future)

The fifth point is the one likely to inspire the most debate. Hopefully, through the
process of creating the project initiation document (PID), you’ve ensured that you’ve
captured everyone’s opinions about why the project should happen. Conversely,
the project approach and communications plan are unlikely to be particularly con-
troversial. But the plan for actually going and tackling the work can inspire rigorous
debate!

This is why it’s particularly important to have the key stakeholders in the meeting,
as well as the team—it would be a rare project on which you won’t need their help

Order the print version of this book to get all 200+ pages!



http://www.sitepoint.com/launch/2682d5

50 The Principles of Project Management

and input during the actual project activities, so involving them in some of the
initial planning work is a smart move.

Hand Out the PID

The real focus of the kickoff meeting is to get everyone aligned on the initiation
of the project, so why not hand out a copy of the Project Initiation Document to
every attendee? This will make sure everyone has the same information from
which to form expectations of what the project will involve, and how it will work.

Seven Essential Steps
for a Successful Initiation

Follow this advice, and you’ll drastically increase your chances of running a suc-

cessful project that makes a real difference!
1. Pick projects that are important to the organization and to its future.

2. Make sure that you have appropriate resources for your project—whether those
include people, equipment, or budget.

3. Include the people who are affected by, and interested in, your project in the
project itself—their inputs and opinions matter!

4. Set up a project board with the necessary members right at the beginning of the
project, not just when the difficult decisions need to be made.

5. Create a Project Initiation Document and review it with the project team, board
members, and key stakeholders.

6. Get your project started with a kickoff meeting, both to ensure the alignment of
stakeholder expectations, and get everyone enthusiastic about the project!

7. Create a communications plan that outlines who needs to be kept informed about
your project’s progress, and how you’re going to communicate with those people.
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Summary

In this chapter, we firstly looked at the discovery phase—how projects are identified
and prioritized based on the business value they can deliver, and their relative im-
portance to the future of the organization as a whole. We then considered a discovery
tool and a best practice: project proposals and value creation, respectively. The
former is a short summary of the project, which can be compared to other project
proposals in order to evaluate its priority. Value creation is an important task because
unless you know up-front what business benetfits you are trying to deliver, you
won’t know whether or not the project has been successful when you complete it!

Next, we looked at all the people involved in the project, ranging from stakeholders
(essentially anyone who'’s affected by the project) to the project board (which makes
the really big decisions) and the project team (those that actually undertake the
work). The key tools we discussed included the project organization chart and
communication plan.

Finally—and most importantly—we looked at actually getting your project off the
ground! The key tools we considered were the PID and kickoff meeting. The Project
Initiation Document (PID) summarizes the what, why, how, who, and when of the
project, so that you can share and agree on these details with the project’s stakehold-
ers. The kickoff meeting brings everyone involved together to start the project,
helping the stakeholders feel engaged in the project, and demonstrating the commit-
ment of the project board.

Create a PID for an Existing Project

Make sure that you familiarize yourself with the tools that we’ve been talking
about. One really good way of coming to terms with these tools is to retrospectively
create some of the documents for a project you're currently working on (or one
that you've already completed). A great way to start is by creating a project pro-
posal and a PID.
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What's Next?

If you’ve enjoyed this chapter from The Principles Of Project Management, why

not order yourself a copy?

You've only seen a small part of what it takes to run your projects on time and
to budget. Grab yourself a complete copy of this book and you’ll be on your

way to becoming a project management superhero!
In the rest of The Principles Of Project Management, you’ll learn:

o How to start every project on the right foot.

o Master planning, execution and keeping control of your projects.
o The secrets of slick communication and change management.

o Project warning signals and how to keep your projects on track.
o The benefits of using the right tools, resources, and people.

o How to give a superstar handover.

o And much, much more...

Buy the full version now!
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roles, 147-149
tools and best practices, 151-153
training and documentation, 149-151
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hard value creation
defined, 156
Heerkens, Gary R.

Project Management: 24 Steps to Help
You Master Any Project, 181
Hersey, Paul
leadership and management types,
109
hierarchy of communication methods,
94

I
identifying
deliverables, 5758
dependencies, 59-60
impacts
assessment of, 170
of change requests, 125
improvements day-by-day
versus projects, 28—29
inherent contingencies
time estimates, 64
initiating phase, 43—50
explained, 4
tools, 155—-162
internal rate of return (IRR)
defined, 157
International Association of Project and
Program Management (IAPPM), 186
International Project Management Asso-
ciation (IPMA), 186
issue lists
template, 166—169
using, 86—-87
issues
about, 84-85

reporting and resolution process, 105
tracking software, 117-119

J

Joel on Software
web site, 183

K

key measures score
(see also measures)
closing projects, 144—145
kickoff meetings
agenda, 162
conducting, 49-50

L

launch phase (see initiating phase)
Lawver, Kevin

estimating conventions, 63
leadership

roles of, 109-113
lessons learned sessions

closing projects, 145—-146

summary template, 177-178
life cycle (see project life cycle)
Lifehacker web site, 183
Linked In web site, 184
Linux

project planning software, 172
Lister, Timothy

Peopleware: Productive Projects &

Teams, 182

live demos

in project reviews, 140
logistics

of meetings, 115

The Principles of Project Management (www.sitepoint.com)



http://www.sitepoint.com/launch/2682d5

logs (see change logs)

Lopp, Michael
Managing Humans, 183

M

Macintosh
project planning software, 171-172
management
of change, 122—-131
multiple projects, 121-122
roles of, 109-113
measures
(see also key measures score)
operational contracts, 152
measuring
deliverables, 81-82
earned value management (EVM), 82—
84
meetings
(see also get-to-know-you sessions;
kickoff meetings; lessons learned
sessions; one to one meetings;
stand-up meetings)
forms of, 93
project review, 142
setting up, 105
standards for, 114-116
Microsoft Office Suite, 174
Microsoft Project software, 171
milestones (see deadlines; deliverables)
misperceptions
of project management, 6—8
mitigation plans
creating, 68
multiple projects
managing, 121-122

N

negotiations (see contracts; customer
agreements; renegotiations; opera-
tional contracts; service level
agreements (SLA); support con-
tracts)

net present value (NPV)

defined, 156
norming stage of team building, 102, 104

0

objectives

example, 160

project, 160

SMAGC, 47
one-on-one meetings, 88
operational contracts

project handovers, 152-153
operations management

versus project management, 9
opportunities

comparing, 23

identifying, 21-22

ranking and choosing, 24-26
opportunity cost

defined, 157
organization charts (see project organiza-

tion charts)

outcomes

in communications, 97
owner

of an issue, 167
ownership

adding to existing plans, 78
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P

parametric estimation technique, 166
“parking lot”
in meetings, 116
payback period
defined, 157
people management
versus project management, 8
PEPS meeting agenda, 115
perceived value
versus real value, 12
percent complete measure, 56
perceptions
of project management, 6—8
performing stage of team building, 102,
104
personal communication
about, 93
preferences, 94
personal plans
transitioning to, 107-108
personal productivity
versus project management, 8
personal responsibility, accountability
and productivity, 77-78
phases
(see also controlling phase; executing
phase; initiating phase; planning
phase)
project life cycle, 3
pie shop web site case study
RASCI matrix, 121
plan reviews
using, 74
planning phase, 53-76

benefits of, 54-55
change request impacts, 130-131

components of, 55-56
how to, 56-71
importance of, 5
software for, 170-174
tools and best practices, 71-76, 162—
175
plans
(see also risk management plans)
as a communication tool, 117
template, 162-163
portfolio planning
customer orders case study, 19
in discovery process, 18
practices
(see also best practices)
in discovery process, 29-33
preferences
(see also styles)
communication methods, 94-96, 105
principles
of project management, 10-15
priorities
change request template, 170
of an issue, 167
setting, 29
processes
importance of, 14
productivity
personal accountability and respons-
ibility, 78
personal versus project management,
8
professional qualifications for project
management, 185-186
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project boards (see boards)
project closing (see closing projects)
project documentation packs (see docu-
mentation packs)
project handovers (see handovers)
project initiation document (PID)
example, 159161
explained, 44—49
project kickoff meetings, 50
project sign-off, 143
project life cycle
explained, 3-6
project management
defined, 2—-3, 8-9
Project Management Institute
A Guide to the Project Management
Book Of Knowledge, 182
Project Management Institute (PMI)
about, 185
project management skills
need for, 9-10
project organization charts
example, 161
explained, 158
stakeholder involvement, 39—42
project proposals
explained, 29-31
template, 155-156
project reviews (see reviews)
project sign-offs (see sign-offs)
project sponsors
customer orders case study, 37
defined, 35
project teams (see teams)
projects
defined, 2

good versus bad, 26-27

selecting, 21-33
proposals (see project proposals)
pull communication approach, 94
purpose

in communications, 97

push communication approach, 94

Q

qualifications for project management,
185-186
quality
defined, 2
earned value management, 83

R

Rands in Repose

web site, 183
ranking

opportunities, 24—26
RASCI matrix, 119-121
real value

versus perceived value, 12
recommendations

lessons learned summary template,

178

relationship building, 104
remote work teams, 105—107
renegotiations

at project handovers, 148-149
reporting

issues, 105

project status, 116-117
requirements

changes in, 122
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resolution process

issues, 105
resource dependencies
defined, 59
resource leveling
using Gantt charts, 73
resources
books, blogs and web sites, 181-184
requirements, 156
responsibilities
communicating in emails, 114
responsibility
personal, 77
reviews
meeting preparation, 142-143
of plans, 74
project closing, 139-140
stakeholders and change management,
127-129
rewarding
collaboration, 104
risk management plans
creating, 66—68
defined, 69
project plan template, 163
template, 164
risks
about, 84—-85
roles
project handovers, 147-149
rolling wave
in project planning, 5
time estimates, 62

S

schedules
(see also timelines)
defined, 69
project plan template, 163
versus plans, 69
Schwaber, Ken
Agile Project Management with
SCRUM, 181
scope
customer orders case study, 31
defined, 2
project sign-off, 175
work breakdown structure, 71
scores (see key measures score; meas-
ures)
service level agreements (SLA)
project handovers, 152
service management
versus project management, 9
sign-offs
closing projects, 143—144
template, 175-176
skills
(see also project management skills)
matrix of, 106
Slacker Manager web site, 184
SMAC
objectives, 47
soft value creation
defined, 156
soft work
making time for, 105
software
(see also tools)
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and people problems, 11

for planning, 170-174

for project tracking, 174—175

for tracking issues, 117-119

in work breakdown structure, 72
sponsors (see project sponsors)
stages (see controlling phase; executing

phase; initiating phase; planning
phase)

stakeholder reviews

change management, 127—-129
stakeholders

change review boards, 130

communicating contingency, 65

identifying, 33—-39

in initiation phase, 4

plan reviews, 74

status updates, 116

tools and best practices, 39—42
stand-up meetings, 79
status

of an issue, 168
status updates, 116-117

template, 169
stop, start, continue approach, 22
storming stage of team building, 101, 103
structure

in communications, 97
styles

(see also preferences)

leadership and management types,

110

success criteria

defined, 43

project closing, 134

support contracts
at closure phase, 6
supporting leadership and management
style, 110
switching tasks
time estimates, 64

T

targets (see deadlines)
task switching
time estimates, 64
task-based planning
problems with, 55
teams
creating, 38—-39, 99-104
setting up meetings, 105
size of, 79
working remotely, 105-107
techniques (see best practices; practices;
software; tools)
templates (see best practices; tools)
three-point estimates, 166
time
(see also schedules)
estimating, 60—63
length of meetings, 115
remote teams, 106
for soft work, 105
timelines
(see also schedules)
example, 161
tools, 155-179
(see also best practices; software)
change management, 127-131
closing projects, 142—-147, 175-179
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communication and collaboration, wikis

113-122 in project communication, 119
controlling phase, 86—88 Windows
described, 71-76 project planning software, 171-172
discovery process, 29—-33 work breakdown structure (WBS)
executing phase, 78-79 example, 163
importance of, 14-15 explained, 71-72
initiating phase, 44-50, 155—162 working with remote teams, 105-107
planning, executing and controlling

phases, 162—175 Z
project handovers, 151-153 zombie stakeholders
selecting, 12—13 project review meetings, 143

stakeholders, 39-42
top-down estimation
defined, 165
tracking
controlling phase, 80-81
issues using software, 117-119
software for, 174-175
training
project handover, 149-151
transitioning to personal plans, 107-108

\"

validation
versus verification, 85—-86
value
creation of, 155, 156—157
identifying in project proposal, 31-33
importance of, 12
project management skills, 9
verification

versus validation, 85—86

W

web site resources, 183—184
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