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A Standard for

Project Management

Best Practice Guidelines


Introduction

This booklet has been provided to help people who are managing projects within Company A adopt a consistent approach. It provides a quick reference guide and should be used in conjunction with the formal training provided in the area of project management.

Due to the very nature of projects, it is impossible to define one correct way that will suit every single project. Projects vary immensely in their duration, complexity and scope. These best practice guidelines have been put together using a benchmark of a three to six month project, of medium complexity being implemented in a single business area. The guidelines will have to be adapted for projects that are shorter or simpler than this, or indeed longer, more complex or wide ranging.

In addition, continuous improvement is very important to Company A. It should be recognized that best practice will evolve over time. New improved ways of doing things should be communicated throughout the business so that everyone has the best possible chance of managing successful projects.

This booklet has been structured to follow the six stages of the Company A project management process. That is:

· Initiate

· Define

· Develop

· Pilot

· Deploy

It provides hints and tips in relation to the skills of project management as well as using project management software

Phase 1 - Initiate

The purpose of the initiate phase is to ensure that projects will deliver results aligned to the company’s strategic intents. It starts when anyone has an idea, and continues until there is a management decision to start the project, name the Project Leader, and define their high level expectations (budget, end date, etc). 

This phase should include a rough validation that there are sufficient resources to do the project, and that the expected benefits show that it is a worthwhile investment. The initiate phase is closed by the preparation of a brief that describes what the organization requests of the project leader

Best Practice Tips

In conjunction with the Project Sponsor…

1. 
Draw up a 1-2 page Project Initiation Document that briefly describes the:

· Reasons for undertaking the project (the context, and in response to which opportunities or threats?)

· Objectives and constraints of the project (what specifically will be achieved?)

· Directions concerning the solution (how are the objectives likely to be achieved, in broad terms?)

· Identities of the main stakeholders (the sponsor and project manager should already be identified)

2.
Define the project goal in a single sentence, with a deadline, and transfer this to your project management system.

3. 
Agree the project objectives, and write them in terms of measurable business benefits. Transfer this to your project management system.

4. 
Identify the project deliverables (changes that will be observable within the business), and write these down in your project management system.

5.
Brainstorm (with other team members if identified) the likely assumptions and constraints of the project. Note these down in your project management system.

6.
Clarify the project parameters. What is most critical within the project? Time, cost or specification?

7.
Select core team members (others may be added later when the ‘definition’ phase begins) based on their knowledge/experience, interest and availability.

8.
Identify the stakeholders. Make contact with those who are likely to have the greatest influence over whether the project will be approved or not, and begin to understand their perspective, needs and wants in relation to the project.

9.
Hold a formal meeting with key stakeholders (especially those who have authority to approve the project) to outline the business benefits that the project will bring, likely approach, timings and costs.

10.
Complete the key information relating to timings, budgets, costs and likely (financial benefits) in your project management system.

Phase 2 - Define

The purpose of the Define phase is to ensure that all potential solutions are analysed, that their initial feasibility is validated and the expected results can be achieved.  During this phase, the Project Leader working with a preliminary team, will do any analysis and/or feasibility studies to validate the idea. This will typically involve benchmarking activities to see how others achieve the same result, and looking at all existing data on the subject. 

The result of the define phase will be a complete project plan, including measurable objectives, a list of expected deliverables, a timeline, risk analysis, budget, and so on. The Define phase will be "closed" by the validation that the Project Leader is committed to the project as described in a “Charter” and a decision by management to invest the budget and internal resources in the project

Best Practice Tips

1.
Benchmark best practice for projects of a similar nature, to help to understand how the project goal and objectives can be best achieved. Both the project manager and sponsor can be involved in this. Effective benchmarking should consist of:

· Internal research – what similar projects have been run before? Can you talk to the project manager?

· External research – can any insights be gained from trade journals or the internet?

· Researching your project management system – have any relevant  ‘lessons learned’ been logged that can provide insights?

2. 
Assemble the core project team for a planning meeting. Depending on the size/complexity of the project, this may last for a couple of hours, or all day.

During this meeting…

3.
Clarify the assumptions and constraints that were identified in the ‘Initiate’ Phase, and amend/add to them as appropriate.

4.
Brainstorm any additional issues including pre-requisites and identifying the other processes likely to be impacted by the project. Note the agreed items down in your project management system.

5. 
Share any insights gained as a result of the benchmarking exercise, and outline the proposed approach.

6.
Use post-it notes to breakdown the project into discrete ‘chunks’ of work or activities. Move them around until the output appears to be right.

7.
Identify the outputs, tasks and milestones as a result of this activity.

Either during the meeting, or separately from it…

8.
Create a Work-Breakdown Structure that illustrates the various work streams, and the tasks/activities associated with each one.

9.
Identify the critical path, which will determine the order in which tasks can be completed, and impact upon the timings and resources allocated.

In a second project planning meeting…

10. 
Review the WBS and Critical Path. Gain agreement from the team that it is complete and realistic.

11.
Work through each key activity and allocate people to it. Ensure that one person is made responsible for it. Identify who the Actors will be, and anyone who should be consulted/informed. Always gain agreement from the individual concerned when allocating responsibilities.

12.
Once responsibilities have been allocated and agreed in relation to each deliverable, update your project management system accordingly. Deliverables should be expressed in measurable terms, and all responsible team members should be indicated.

13.
Use the project team to help allocate time to specific activities. This in turn will allow deadlines and milestones to be agreed. Check that times are realistic, and not just ‘possible’.

14.
Add details of the activities to be completed to the ‘workplan’ in your project management system, along with agreed start and finish dates.

15.
Estimate costs associated with the project, and clarify the budget that is required/available.

16.
Update your project management system with details of budgets, costs etc.

17.
Brainstorm the risks associated with the project, and note any with substance down.

18.
Agree the Project Indicators (small, measurable business indicators) with the team, which will demonstrate if the project is on track to achieve its goal.

With the project sponsor…

19.
Check that the proposed plan is realistic, and gain approval from the sponsor, before confirming it with the team.

20.
Put together a project steering committee who will constructively challenge the project team, to ensure the best possible result.

21.
Agree project governance measures that will be in place to ensure project quality and viability. Select at least 3 methods (which may include meetings, presentations, formal reports, verbal reports etc). It is recommended that:

· your project management system is updated whenever anything changes/happens or on a weekly basis (following the team update)

· weekly reports are issued

· weekly team updates (via a meeting or tele-conference)

· monthly presentations/updates to stakeholders

· steering committee meetings are arranged at milestones

Document these measures in your project management system.

22.
Diarise all meetings in advance – they can always be cancelled if later, it is felt they are unnecessary.

23.
Discuss risks and agree how likely they are, what the impact will be if they occur. Draw up a risk management plan that identifies what can be done to prevent the notable risks from occurring, and what contingency plans will be in place if it does. Transfer the risk management plan to your project management system.

24.
Draw up a Stakeholder Communication Plan that analyses each stakeholder group in terms of their commitment and influence, and outlines a plan for influencing them. Transfer this to your project management system.

Phase 3 - Develop

The Develop phase is where we start to deliver the project (Initiate and Define were more "thinking" steps). This involves doing all the activities that were included in the project plan, and finalising all the deliverables, ready to be tested in a "live" Pilot. This could include implementing an IT solution, training of people, documenting the process, clarifying and implementing the KPIs that will be tracked. 

Best Practice Tips

1.
Hold a project start-up meeting with all team members. This meeting should:

· be notified in advance, and in writing

· last 1-2 hours

· be positive and energetic in style

· include a short presentation by the project leader outlining the purpose of the project, the benefits it will realise, and an overview of how the results will be achieved

· provide an opportunity for team members to clarify their understanding of the scope of the project

· outline what will happen next

2.
Delegate aspects of the project to those who are responsible for it, using the COASTAR approach.

3.
Agree appropriate levels of monitoring and control depending on how critical/complex the activity is, and the skill/will of the person responsible for it.

4.
Informally monitor progress of individuals who are actively engaged in project work every day via a quick phone call or casual conversation. Take an interest in what they are doing, and offer help and support.

5.
Coach people as required

6.
Formally check progress of key activities a few days before the agreed deadline. If things are not on track, discuss with the person responsible for that activity what can be done to get them back on track. Alternatively, amend the deadline in your project management system, and explain why in the notes section.

7.
Look for evidence of how the project is progressing. Give feedback to those people who are doing a great job, and those who may be going off track.

8.
Hold weekly team meetings or teleconferences (if the team is widespread geographically). This helps to improve communication and understanding between team members. Ensure that the agenda is sent out in advance, and minutes are circulated soon after the meeting.

9.
Update your project management system after every weekly meeting. Ensure that the record is correct, complete and honest.

10.
Invite the project sponsor to be involved in the meetings, or if this is not possible, arrange a meeting with them on a regular basis (ideally weekly) to keep them informed of progress.

11.
Hold regular meetings with the steering committee, and feedback appropriate comments/suggestions to the relevant project team members.

12.
Make regular contact with key stakeholders (in line with the Stakeholder Communication Plan) and influence them to maintain/increase their support their support, and remove obstacles to the projects’ outcomes.

13.
Identify issues and risks that may occur as the project develops. Handle these issues pro-actively, focussing on finding solutions not laying blame. Use process mapping or value analysis if appropriate.

Phase 4 - Pilot

The Pilot phase relates to the testing of the deliverables in a small real life environment to validate that the solution gives the expected results, and that the "users" accept the changes that are required. As part of this phase, we need to collect all the issues in a "log". This ends by a review of the conclusions, changes to the deliverables, clarification of which Issues will be resolved, and the decision to deploy.

Best Practice Tips

1.
Oversee the pilot, but do not take-over. Provide support to those responsible for it; check that risks have been minimised, and everything that can be done to ensure a positive outcome, has been done.

2.
Gather feedback from as many sources as possible regarding the outcome from the pilot. Typically this will be:

· end-users

· members of the project team

· impartial observers

· suppliers/customers

· selected managers

· key stakeholders

3.
Analyse the results of the pilot to identify what went well, and the problems/issues arising.

4.
Update issues and risks in your project management system
5.
Hold a problem-solving meeting with the project team to:

· analyse why the problems/issues occurred

· suggest how they can be prevented/resolved going forward

· evaluate each possible solution

· recommend a solution to be implemented.

6.
Report the results of the pilot, and recommended changes to the steering committee/stakeholders and sponsor. Gain approval for the changes.

7.
Hold a project planning meeting to agree what needs to be done, when by and allocate responsibilities. 

8.
Record the agreed changes in your project management system, and note down additional tasks (to-do items) and changes, along with appropriate deadlines. Remember to note down why changes have been made.

9. 
Revise the risk register and stakeholder management plan if necessary.

10.
Review the original objectives, deliverables, timescales and budget associated with the project, and update these on your project management system if necessary.

Phase 5 - Deploy

The deploy phase is a wide scale "Pilot" and involves the implementation of the solution across all the planned scope. Within Deploy we measure the changes, and the results using specific KPIs, and confirm that we are achieving the project objectives. We continue to use the issue log to track difficulties and ensure that they are resolved. The Deploy phase is complete when all the deliverables are in place, and the objectives have been achieved.

At this stage, the main role of the project manager is to closely monitor the implementation, and make changes as necessary. This will generally be done by measuring the project indicators that were agreed during the ‘define’ phase. It is still up to the project team to intervene if things look like they are going off-track at this stage.

Best Practice Tips

1.
Hold a project meeting with all team members to ensure they are clear about what will happen now (as a result of the pilot), and provide an opportunity for them to ask questions.

2.
Ensure everyone is clear about their role, and agree appropriate levels of monitoring and control depending on how critical/complex the activity is, and the skill/will of the person responsible for it.

3.
Informally monitor progress of individuals who are actively engaged in project work every day via a quick phone call or casual conversation. Take an interest in what they are doing, and offer help and support.

4.
Formally check progress of key activities a few days before the agreed deadline. If things are not on track, discuss with the person responsible for that activity what can be done to get them back on track. Alternatively, amend the deadline in your project management system, and explain why in the notes section.

5.
Look for evidence in the wider business of how the project is being implemented. Actively look for evidence that will demonstrate that project indicators are being achieved. 

6.
Actively seek out feedback from:

· end-users

· managers

· suppliers/customers

· specific business units

· key stakeholders

7.
Intervene as appropriate if the project is going off-track.

8.
Give feedback to those people who are doing a great job, and those who may be going off track.

9.
Coach people as required.

10.
Work with the project sponsor to actively promote the work of the project in the wider business – be a true advocate of what is being implemented.

11.
Notice and work to actively manage the impact of change within the business

12.
Be available to trouble-shoot, and provide support to all team members.

13.
Keep your project management system updated of any major developments

14.
Publicise success stories to gain momentum for the project in the wider business, and also to motivate the project team members.

Phase 6 - Close

The Close Phase is about evaluating the project against the PID to measure its success. It is also about "lessons learnt" and ensuring that the organisation understands what went well, and what could have been done better.

Best Practice Tips

1.
Evaluate the success of the project by comparing the results achieved with the project goal, objectives and indicators specified during initiation/definition. 

2.
Identify any objectives still not achieved, so they can be addressed by future projects

Hold a project Closure Meetings to:

3. 
Communicate clearly the achievements of the project 

4.
Review what worked well, and what didn’t during the project·

5.
Formally bring the team/project to an end – don’t let it drift away.

6.
Review working relationships·

7.
Publicly thank everyone for their contributions

8.
Provide a formal way of keeping in touch (e.g. swapping contact details or arranging a reunion event).

After the meeting…

9.
Provide constructive feedback (on a one-to-one basis) so people can grow·

10.
Formally  handover of responsibilities to operational management  to maximise the value of the output of the project

11.
Complete all project documentation/contracts

12.
Complete your project management system and add any ‘lessons learned’

13.
Identify any opportunities to capitalise on the project, and initiate a new one!

