Creativity and Innovation


The Six Stages of Effective Project Management

	Stage 1: Initiate
Clarification of strategic intent and priority
	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 organisation requests of the project leader
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	Stage 2: Define
Analysis of potential solutions and document project
	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.
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	Stage 3: Develop
Design of solution and preparation of prototypes
	Once we are in Develop, we have started 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. 

This will be concluded by the agreement to start the Pilot.

	
	


	Stage 4: Pilot
Test the solution in a limited environment
	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 of 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.
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	Stage 5: Deploy
Implement the solution for all project scope
	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.
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	Stage 6: Close
Evaluate the results and capitalise on lessons learnt.
	The Close phase is about evaluating the project against the Project Initiation Document 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.


