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Preface

This book is designed to help you understand the theory, tools, techniques and key success factors for

you to succeed in your projects.

We will be looking at all aspects of managing projects — from the technical checklists to the soft skills

that are essential for a Project Manager to succeed.

Christine Petersen, PMP, the founder and Director of the international specialist training, coaching and
consulting company VIRAK, is the author of this book. Christine has been managing projects in Europe
since 1990, and founded VIRAK in 2002 in order to provide solid, practical training courses, coaching
and consulting to companies that need and use Project Managers, and in particular to concentrate on the
human side of projects. Many books and courses have been written that are geared towards the technical
side of Project Management, but Christine realized through her experiences that without strong team
management and leadership as well as thorough management of people’s reactions to change, projects
have a high possibility of failure. She understood clearly the high cost to companies that project failure
entails when the Project Managers are given their role by chance and without training and experience in
the process of managing projects. Christine is often invited to speak at conferences, and has published

several articles on-line and in print.

VIRAK is specialised in providing coaching, consulting and training in Project Management (they
are one of the leading providers of a PMI® Project Management Professional Certification Preparation
course in Switzerland) as well as in all the Soft Skills that enable people to work more efficiently and

effectively — and with less stress.
Contact VIRAK:
Online: www.virak.com

Email: info@virak.com

Phone: +41 78 854 24 68
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1 Introduction

This is the Project Management process that we will be using to manage our projects. It is based on
the PMI® (Project Management Institute) processes and terminology as found in the PMBOK" (Project
Management Body of Knowledge).

Initiate ( Plan [ Execute B Control B Close

Project Results | Delays | —>| Signoff |
Charter Plan
Close
Schedule Reports | Changes | > Suppliers
Resources | Team | o| Lessons

Deliverable

Learned

Risks

Client

Communi

cation

Figure 1: Project Management Process

The 5 stages of a project are: Initiate, Plan, Execute, Monitor and Control, and Close.

Below every stage you see the main outputs. These are the main deliverables to be done at each stage.

There are other, minor deliverables that we will discuss in this book.

Even if you deliver nothing else except for these deliverables, your project will have a much greater

chance for success.

Success Factor: Use a checklist to
make sure you do not forget any steps
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The Practical Guide to Project Management Introduction

1.1 The Project Process

/&~
\@’

Figure 2: The Project Process

This is the Project Process using the PMBOK® terminology. It shows that “Planning” and “Executing”

are not discrete processes but continue throughout the life of the project, from beginning to end.
It also shows that “Control” takes place continuously throughout the project.

1.2 The Importance of a Project Management Process

Projects are becoming more and more common in companies, and expectations are higher and higher

in terms of performance (time, cost, specifications).

It is therefore important to have a project process in place that helps us achieve the expectations that

the organisation places on us.

Projects are always tight on time and budget. The trick is to know how to balance these, together with

the element of quality, to achieve a successful result.
We want a result where our customers are happy and want to work with us again.
We want a result where the team is motivated, and want to work with us again.

We want an effective process in place - not too light, not too heavy. Just enough to support us without

blocking us with administration.

9
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Visible and sponsored: Your role as Project Manager is also that of a salesperson. You have to continuously
sell your project, or people will forget it exists and then not give it the priorities it needs. Your project
needs a Sponsor — someone high enough in the organisation to be able to help you solve problems and

clear the path when you cannot do it yourself. Someone who has political weight in the company.

Repeatable: The more you can repeat a process, the better you will become at using the process. This
is like learning to ride a bicycle. The first time you use the process, it will feel strange and difficult, but
once you have used it a couple of times, it will become a habit, and you will be able to save time and

energy, and have more chance of success.

Measurable: To improve, we need to be able to measure. If you cannot measure the project progress,
then you will not know if you are doing it right, or well enough. So, having a process in place, you can

measure its effectiveness, and this can help you continuously improve your performance.

Predictable: A good Project Manager has a very long sight. He needs to see far ahead in order to see the
obstacles (or risks) coming, and act to avoid hitting them. With a good process in place, we know what
is coming up, and can spend more time being pro-active rather than re-active. This saves time that you

can then spend dealing with the real unexpected issues that come up.

Success Factor: With a good process
in place, we know what is coming up,
and can spend more time being pro-
active rather than re-active.

1.3 Project Definition

A Project is defined as:
« A temporary endeavour undertaken to create a unique product or service.
« It is often organized under the direction of a Project Manager, who will ensure that the
project achieves its objectives.
A Program is defined as:

o A group of projects managed in a coordinated way.

These are the definitions according to the PMBOK®.
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Note the key words: Temporary and Unique.
The title of Project Manager can be substituted by

- Project Director

- Project Coordinator
- Project Chief

- Project Lead

- Etc.

It is not important what the title is. It is important that the Project Manager knows that their role is
to coordinate the team’s work to achieve the required objectives in the time required with the budget

required.

1.4 Project Management Definition
The application of:

o knowledge

o skills

o tools

o techniques

to project activities to meet the project requirements

The only thing that you cannot learn is “Experience”. That takes time.

Success Factor: Learn as much as you can
from others, and make sure you know
what a Project Manager should do
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The Practical Guide to Project Management Initiation

2 Initiation

In the Initiation phase, the project is analysed, and first you have to decide whether to actually do the

project.
The main outputs are:

Project Mission — why?
Project Objectives — what do we want to achieve?
Project Deliverables - the steps we need to achieve our objectives

Project Stakeholders — who has an interest in our project or result?

2.1 Project Criticality

It is important for the Project Manager and the Sponsor to have analysed the project and understood
the CRITICALITY of the project in terms of the company.

SMS from your computer
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A Key to survival and long-term

Business success of the organization
Portfolio o
B Key to accomplishing and
implementing the organization’s
Managemen business objectives and strategies
u Key to improving operating
processes and procedures

Figure 3: Project Criticality
Not all projects are equally critical, or equally important to the survival of the company.
2.2 Project Type (Complexity)

Project Requirements

Stable Evolving
... low probability of ... high probability of
major change major change
No
Can we do in-house? I v
oStructure
«Staffing
*Skills
«Systems Yes I 11
eCulture
*Style

Figure 4: Project Type

It is equally important for the Project Manager and Sponsor to have understood the TYPE of project

that they are dealing with since not all projects are the same.

221 Challenge to Capability:

LOW - We have the skills, staff and systems IN-HOUSE to do the project.

HIGH - we do not have the skills, staff or systems in-house, and need to find them outside the company.
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The Practical Guide to Project Management Initiation

222 Project Requirements:

STABLE - we can know the customer requirements and they remain more or less stable through the
project.

EVOLVING - The project is to develop or create something totally new that we've never done before,
so we have little idea of our requirements from the beginning, and they change and evolve as we go

through the project.

Success Factor: Not all projects are the
same. It is important to agree on each
project’s criticality and complexity.

2.3 Scope Statement

« Creates a sentence (or two) that answers the following questions:

o What?

o Why?

o When?

e Who?

« How much?
o  Where?

« How many?
» How do we know we achieved our goals?
o What is OUT OF SCOPE??

Resources

Figure 5: Competing Constraints

14
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The Practical Guide to Project Management Initiation

In any project, it is important that we can communicate what it is about. People will ask questions about

it, or simply need to know what we are doing.

The 7 questions above are the most common questions people ask, so if you can answer them in advance,
and create one or 2 sentences with the answers, then you will not need to keep answering the same
questions again and again.

This also helps your team, your sponsor, your customer, and yourself understand more about the project.

The question “How Many?” may not need to be asked, if there is only one project result.

It is crucial to have defined how we know we have achieved our goals. If we do not know whether we

have achieved our project goals, then we will not know whether our project was a success.

It is also crucial to define what is OUT of Scope. This avoids a lot of Scope Creep later on, as you can

then simply refer back to the Scope Statement when people want to add scope to your project.

YOUR WORK AT TOMTOM WILL
BE TOUCHED BY MILLIONS.
EVERYDAY.

Join us now on www.TomTom.jobs

follow us on Linked m
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As you can see, once we have answered the questions and created our Scope Statement, we will have

filled our Competing Constraints triangle.

Success Factor: Know as much about your
project’s Competing Constraints as
possible BEFORE you start to work. Agree
on the Scope Statement with the team.

24 SMART Objectives

Once the Scope Statement has been defined, please apply the SMART evaluation to it.

Specific - Does it address a real business problem?

Measurable - Are we able to measure the problem, establish a baseline, and set targets for improvement?
Attainable - Is the goal achievable? Is the project completion date realistic?

Relevant — Does it relate to a business objective?

Time Bound - Have we set a date for completion?

2.5 Project Charter

The Charter is a document. It should not be too long, but concise, easy to read, and to the point. It
should be signed by the Sponsor (or customer) and the Project Manager. It is created at the very start
of the project.

It is written by the Sponsor and the Project Manager and is in essence a contract between them.

If your project is for an external client, then the Charter may well be the Supplier Contract.

Project title and description - keep it short and in language that everyone can understand

Project Manager Assigned and Authority Level - it is important that it be clear who the Project Manager
is from the start of the project, and what his authority level is: what are the limits for signing and for

decisions concerning the project?

Business Case - WHY are we doing this project? How will the result help the company?
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Scope Statement (including objectives) — As above.

Product description / deliverables - What does the end result look like? What will we need to deliver

in order to provide the end result?

High level Risks - already at this early stage, it is important to have thought about the risks of success
or failure. If there are too many risks or if they are unacceptable, it is better to stop the project early on,

before too much time and resources have been wasted.

High level Constraints and Assumptions — Constrains are restrictions or limitations. Assumptions are

factors that we believe to be true until proven different.

Signed and approved by... - The Sponsor or Customer. It is important for the Charter to be signed, as

it will then be taken more seriously.

Success Factor: Be sure to write the
Charter together with your Sponsor, so
that they are aware of and agree to the
terms of the proiject.
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The Practical Guide to Project Management

An example of a Project Charter

Initiation

| Project Name | | Project Code |
| Start Date | | End Date |
Sponsor Team Members

Project Manager

Support

Goals and Objectives Scope

<A <A

-B -B

.C - C

Approach

<A

-B

-C

Milestones Dependencies/Related Projects
A A

-B -B

-C -C

Deliverable Completion Criteria

Deliverable A

Completion Criteria for A

Deliverable B

Completion Criteria for B

Deliverable C

Completion Criteria for C

Assumptions

<A
-B
-C

Risks and Issues

<A
-B
-C

Signed by

Sponsor:
Project Manager:

Date:
Date:

Figure 6: Project Charter

18
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The Practical Guide to Project Management

2.6

The Golden Rule states that if you have no Sponsor then you should not continue with the project. In
reality, this may not always be true. However, be aware of the risks involved in not having a Sponsor or
having a Sponsor who is either not active or does not know his/her role. It may also not be possible in

reality to define the whole team at this early stage. It is important to define those team members you

Sponsors

can, and start to bring their understanding up to the same level as your own.

Sponsor - Project Manager Checklist

Initiation Phase

O

O 0o ogoo o

Initiation

There is one clearly identified Sponsor

The PM understands what the Sponsor expects

The problem or reason for the project has been clearly documented

The Project Content, what is IN and OUT OF Scope has been clearly documented

Project Specifications have been clearly identified and documented (in terms of numbers, time, etc.)

The budget and the Project deadline have been documented

The Sponsor has signed the Charter (comprising the above information)

Planning Phase

O

O

o 0o oo

O

The main project risks have been clearly documented

The constraints and assumptions have been clearly documented

The Project Stakeholders have been identified, analyzed and documented

The list of Suppliers has been documented

The Roles and Responsibilities Matrix (RAM) has been documented

The Milestones have been identified and documented

The Authority Level of the Project Manager has been documented

The Sponsor has signed the Project Plan (comprising the above information)

Execution Phase

|
a
a

O

Agree with the Sponsor how often they wish to be informed and in what format

Communicate to the Sponsor appropriately (see above)

Immediately let the Sponsor know of any changes to the Triple Constraints : Time, Cost, Scope, Quality,
Resources

Get Sponsor Signature on all changes that affect the Triple Constraints

Closure Phase

a
a
O

Get Sponsor Signature at the end of every phase

Get Sponsor Signature at the end of the Project

File all documents relevant to the project at the end of the project

19
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The Practical Guide to Project Management Initiation

Success Factor: Ensure that you have a
meeting with your Sponsor at the start of
the project to define roles and
responsibilities and expectations.

2.7 Stakeholders

Anyone
o Affected by activities or results of a project
o Who can influence, support or resist the outcome

« With a personal, financial or professional interest in the outcome

Failure to address stakeholder issues often leads to project “failure”!

One of the critical factors for success of a project is to have spent time on defining the stakeholders. If
you do not identify all the stakeholders then those whom you have forgotten will be the ones who will

cause you problems later on.

You will see that the list of stakeholders is a lot longer than you would expect. This is fine. It is important

to build this list, and add to it as the project moves on in time.

(]
B By 2020, wind could provide one-tenth of our planet's

ra I n p O W e r electricity needs. Already today, SKF's innovative know-

how is crucial to running a large proportion of the

world’s wind turbines.

Up to 25 % of the generating costs relate to mainte-
nance. These can be reduced dramatically thanks to our
stems for on-line condition monitoring and automatic
jcation. We help make it more economical to create

Therefore we'need the best employees who can

eet this challenge!
T@f Power of Knowledge Engineering

Plug into The Power of Knowle‘

Visit us at www.skf.com/knowle
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One easy way to define your stakeholders is to work with your team in a brainstorming session, using

post-its.

It is important not to filter out any of the stakeholders, but to include them all. We first have to analyse

the stakeholders before we know whether we can filter them out.

The Stakeholder Assessment Grid then allows us to analyse the Stakeholders.

Identification — Stakeholder “Post- Stakeholder
its” Assessment Grid

High I:I
| ) i I:I

Power

| | ]

[ N e B Low High

L I Ik Interest

Figure 7: Stakeholder Analysis

- Power: The ability to contribute or withhold resources and/or to accept or reject outcomes.

- Concern: Affected by technical and social impacts and perceptions.

Once we have placed each stakeholder in the relevant box, we then must decide whether the stakeholder

is a:

- Proponent (Is the stakeholder FOR the project?)
- Resistor (Is the stakeholder AGAINST the project?)

Success Factor: Don’t forget any
stakeholders. Know who is for and against
the project — work actively to influence
those that are against. Keep stakeholders
involved.
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2.8 Requirements

Now that we know who our Stakeholders are, it is time to understand what their requirements are.
What are their NEEDS and WANTS for this project?
What is the difference?

In real life, it is important to go and talk with the Stakeholders to understand their point of view, and get

a dialogue going. Many stakeholders become resistors because nobody took the time to listen to them.

A deliverable for this step can also be called a “User Requirements Document’, or a “Requirements List”

or similar.

Once we have defined the requirements, a useful exercise for the team to do is to analyse the requirements
in terms of DIFFICULTY in achieving this requirement and the IMPORTANCE the requirement will

have on the success of the project.

You can then number the stakeholders, and place the Stakeholder number on the requirement that they

are expecting.

This is a good exercise since it allows us to be sure to have listed the requirements of all our Stakeholders

(we have not forgotten anyone), and make sure that each requirement belongs to a Stakeholder.

Success Factor: If you don’t know your
stakeholders’ requirements, you will
never be able to meet them. Ask
auestions from the start.

Download free eBooks at bookboon.com



The Practical Guide to Project Management Project Planning

3 Project Planning

Now that we have analysed our project in more detail, and understood the type of project, its criticality,

the stakeholders, the Sponsor, and the requirements, we are ready to start planning the project.
The Project Management Plan describes HOW I plan to manage the changes to:

o Scope

e Time

e« Cost

o Issues

« Risk

o Quality

¢« Communication

« Resources

It is a procedure or a set of procedures. Once defined, it can be used again in other projects.

It describes the steps that will be taken, who will take them, when, and how.

> Apply now

REDEFINE YOUR FUTURE
AXA GLOBAL GRADUATE
PROGRAM 2015
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The Project Management Plan is a living document, and evolves as the project evolves.

According to the PMBOK?, the following is a list of the key deliverables in a Project Management Plan.

They can either be separate chapters of the document, or separate documents (if the project is very large).

« Project Management approach

o  Work Breakdown Structure (to the level at which control will be exercised)
o Budget

o Scheduled start and finish dates

« Responsibility Charts/Assignments

« Change Control plan/system

o Performance Measurement Baselines

o Major Milestones and their target dates
« Resources

« Risk Management Plan

o Open Issues

« Pending Decisions

+ Project Organisation Chart
It is important to have been through this list and decided what is applicable to YOUR project.
At the start of the project, we may only have a high-level understanding of the various deliverables (for
example: we may only have an overall budget or end-date), and not yet be able to give more detail. As

we advance in the project, we will be able to fill in more and more detail.

3.1 Project Planning Checklist

Project Step Step Description Inputs Outputs Comments

Scope Planning Developing a Scope Project Charter Scope Statement ~ Why, What, When,
Statement - detailing what Who, How Much,
the project will achieve Where, How Many?

Team Creating the Team

Development

Scope Definition Subdividing the Scope into Scope Work Breakdown
deliverables Statement Structure
Activity Definition ~ Subdividing the Work Work Activity List MS Project?
Packages into Activities Breakdown
Structure
Activity Identifying interdependencies  Activity List Project Network Either by activities or
Sequencing between activities Diagram by Work Packages
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Project Step

Step Description

Inputs

Outputs

Comments

Activity Duration

Estimating the time each

Project Network

Take into account the

Estimating activity/Work Package takes Diagram resources available,
the effort and
durations required

Schedule Developing the Project Project Network = Schedule (Gantt)

Development Schedule Diagram
Staff Acquisition Getting the right people Schedule Project Staff Get the best people
(Gantt) assigned for the jobs; negotiate
with line managers
Cost Estimating Estimating the cost of the Schedule Cost Budget Take into account the
project (Gantt) duration, the efforts
required, and other
costs
Risk Management  Defining the procedure for Risk What is the risk
Planning managing risks Management threshold; how to
Plan manage; when to

hold meetings, etc.

Project Plan
Development

Defining the integrated
Project Plan

all subsidiary
plans

Project Plan

First do all individual
plans, then integrate
into Integrated
Project Plan

Quality Planning

Defining the procedure for
managing quality

Quality
Management
Plan

Communications

Defining the procedure for

Communications

What; to Whom;

Planning managing communications Management When; How; Where;
Plan by Whom
Risk Identification  Brainstorming to list all WBS; Risk List Use negative
possible risks Experience; Risk brainstorming
categories
Risk Analysis Ranking risks by importance Risk List Ranked Risk List (excel spreadsheet)

(Impact x Probability)

Risk Response Creating actions to take to Ranked Risk List ~ Risk Action Plan (same excel
Planning lower impact or probability spreadsheet —
remember person
responsible and end
date)
Procurement Define what to buy and how WBS Procurement Roles of PM in
Planning Management procurement; role
Plan of Purchasing
department
Procurement Buying goods or services Procurement
needed for the project Management
Plan

Figure 8: Project Planning Checklist
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3.2

Success Factor: If you don’t know where
you are going and how to get there, you
will most likely not get where you want —
or get there in time.

Kick-Off Meeting

In order to get the Project Team working together quickly and efficiently, we strongly recommend that

you hold a kick-oft meeting as early as possible in the project. This meeting can last % day or 1 day, and

should address the following points:

9.

® N U w D

Introductions

Presentation of Project

Scope Statement

Team Work Questionnaire

Conflict Management Questionnaire
Work Breakdown Structure for Project
Resource Assignment Matrix for Project
Network Diagram of Project

Agreement on Culture, Behaviours, Standards

10. Meeting Standards and Norms
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3.3 Work Breakdown Structure

A Work Breakdown Structure (WBS) is another of the key factors for project success.

Build a house

Deliverables Marmenment Sullding Services Finishing
Work Packages Schedule = Floor = Electricity | = Parquet
Funding = Walls = Gas == Painting
e Roof - Water || Kitchen
installatio

Figure 9: WBS Example

It is a diagram that breaks down the work to be done (a “WHAT” Breakdown Structure) in the project.

is currently enrolling in the
Interactive Online
programs:

enroll by October 31st, 2014 and
save up to 11% on the tuition!
pay in 10 installments / 2 years
Interactive Online education

visit to

vvyvVvyyVvyy

find out morel

Note: LIGS University is not accredited by a

nationally recognized accrediting agency listed

by the US Secretary of Education.
ore info here.
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At the top, you enter the name of the project. Then on the second level (yellow in our diagram), you
enter the top deliverables of the project. Make sure always to have “Project Management” as your first
Deliverable. The reason for this is that there are a lot of activities and work packages related to managing

the project, and not just those related to the result of the project itself.

For the third and subsequent levels, the question to ask is: “what do I need to do to achieve the level /

box above?”

The most important thing to remember is that at the end of this exercise, you have all the work packages

and only the work packages necessary to produce the project result.

You may find that a single work package in a WBS for one Project Manager becomes a whole project

for another Project Manager.

WBS - Rules of Thumb

A “Rule of Thumb” is not a rule or a law. It is a strategy that we do because we know it works.

« There is no rule as to the number of levels that a WBS has

o Always start with Project Management as the first Deliverable

o There should be no more than 10 top-level Deliverables

o Use a Noun: Object naming convention

o Each sub-component must have a deliverable... the lowest level of sub-division with a
deliverable is called a “work package”

o Each and every sub-component must be assignable to one and only one person...

« Do not break the work into any finer detail than you intend to track or is of value - do not

micro-manage

Success Factor: Creating the WBS with
your team will ensure common
understanding of the big picture and how
each person fits in.

34 Network Diagram

Once you have your list of low-level Work Packages, they should be sequenced into a Network Diagram

and given time estimates
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Figure 10: Network Diagram Example

Building the Network Diagram with your team is another of the key factors for project success.

Remember to take only the LOWEST level post-its (Work Packages) and then re-organise them in a
timeline, from START to FINISH.

We are looking for DEPENDENCIES:

- What work needs to be done before I can start another work package?

- What work can be done in parallel (at the same time)?

We will also write the names of the responsible people on each of our Work Packages.

3.4.1 Duration vs. Effort

Remember that Duration is not the same as Effort. In the Network Diagram, please enter DURATION.

This is the time a task should take to be completed, in an ideal situation.

Creating the Network Diagram is an iterative process. Once you see the length of time the project lasts

in an ideal world, you then start to take reality into consideration:

o Number of people

o Weekends

« Holidays

o Multi-tasking
o Ftc.

We can use several tools to visualise our project information. Some Project Managers use MS Project

or other scheduling tools (Primavera, etc.). Others use a simple EXCEL sheet.
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Figure 11: Project Visualisation Tools

It is important to clearly define the project tasks, and to show them in a timeline in relation to one

another, in order to see if the project is realistic.

TURN TO THE EXPERTS FOR
SUBSCRIPTION CONSULTANCY
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retention strategies.

Learn more at linkedin.com/company/subscrybe or contact
Managing Director Morten Suhr Hansen at mha@subscrybe.dk
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A Gantt Chart is extremely useful as a communication tool, and if you put a vertical line on today’s date,

you can see what has already been achieved and what still has to be achieved.

We prefer to show the Milestones within the Gantt Chart.

3.4.2 Network Diagram Analysis

Once we have created the Network Diagram, we will start to use it to define two more critical success

factors:

Critical Path - the path through the network where the tasks have NO FLOAT. If any one of these tasks
is even one day late, it will delay the whole project. These are the CRITICAL TASKS.

Float - those tasks that are NOT on the Critical Path will have more flexibility in when you can start

them. There is room to manoeuvre.

Forward Pass

Early Start  Early Finish 7 12
» CS 12 13
41 7 7 10 » F1
» B3 » D3 1720
11 17 » I3
0| 4 4 11 » G6
A4 » E7 11 13

Figure 12: Forward Pass Example

Remember to start on day “0”.

You then add the time the task takes, which gives you the Early Finish day of that task. You move the

number across to the following task, and repeat.

When you have two tasks going into one task, you take the HIGHER of the two numbers.

Once you have completed your Forward Pass, you will see how long the project will take in the best of

all worlds.
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We have not taken into consideration the resources we have, weekends, holidays, etc.

We are now ready to calculate our Backward Pass.

Backward Pass

17 20

I3

7 12
» C5
12 13
Late Start  Late Finisk 116
ate Start ate Finish 4 7 7 10 > Fl
» B3 » D3 16 17
8 11 13 16 11 17
0| 4 4 11 » G6
0 4 4 11 11 13
Note: Float can be calculated: > H2
Late start — early start or o
Late finish — early finish 15 17

Critical Path can now easily be identified

Figure 12: Backward Pass Example

The backward Pass starts from the back, and SUBTRACTS the task duration.

When you have two tasks going into one (for example, C and D go into B), then choose the LOWER

number.

When you have completed your Backward Pass, you will be able to find your Critical Tasks, and by

stringing them together, you will see your Critical Path (or Paths).

A way to check that you did the Backward Pass correctly is to ensure that the first task(s) have Early

Start and Late Start both as “0”.

The tasks that are not on the Critical Path will have some amount of FLOAT.

Float is calculated by subtracting the top left number from the bottom left number for the task (for

example, in C5, 11-7 = 4. Task C has 4 days of float).
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Success Factor: Build and analyze the
Network Diagram with your team for
common understanding and a common
base for planning.

3.5 Gantt Chart

Once you have found the Critical Path and calculated the shortest length of time that the project can
take, then you can start to place the tasks on a Gantt Chart. This will start to add more reality to the

project timing. You will be able to add weekends and holidays to the timeline.

Of course, this means that the total time the project will take will be longer than the Critical Path duration
(26 days instead of 20 days).

“I studied
English for 16 p
years but... »
...I finally
learned to
speak it in jus
Six lessons”

Jane, Chinese architect

OUT THERE

Click to hear me talking

before and after my

unique course download
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Figure 13: Gantt Chart Example

3.6 Managing Risks

Once we have defined the WBS, the Network Diagram, and the Critical Path, we are in a position to be

able to define our risks in more detail.
Risk Management is one of the most CRITICAL Success Factors.

If you manage your risks actively, you can save money for the company, and you have a much greater

chance of finishing your project on time, on budget, and with happy customers and other stakeholders.
The process is a simple step-by-step check-list:

Identify risks

Evaluate probability

Evaluate impact

Document

For medium and high risks, define Action Plan (with dates)
For high risks, define Contingency Plan

Manage actions

Evaluate results

Y N e w N

Repeat at weekly project meetings

Please ensure that you repeat the process every week, since risks change, and if you ignore them, they

very often very quickly turn into problems.
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To identify your risks, you can use several methods:

« Review past projects

o Interview experts

« Analyse the flow charts of the existing or future processes
o Do a “What-If analysis”

o Negative Brainstorming

o SWOT Analysis

o Cause and Effect Diagrams (Fishbone, Ishikawa)

Once you and your team have defined your risks, the next step is to analyse each one.

Probability of occurrence: 1 - Low
2 - Medium
3 - High
Impact on my project: 1-Low
2 - Medium
3 - High

You can then place the risks on the below matrix, in order to visualize their relative positions.

Figure 14: Risk Management Matrix
If you have many risks, you can add a third dimension: Time
This means how soon the risk may happen: 1 - Long Term
2 - Medium Term

3 — Short Term
4 — Critical
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Only when you have analysed the risks can you start to decide what to do to avoid them becoming
reality (or ISSUES).

We recommend placing the risks in a Risk Register — an excel sheet (with a description of their
consequences, their Probability and Impact numbers, and the multiplication of the two - the X-factor —
which allows you to sort the risks by their importance).
You can then code the risks by colour: RED, YELLOW and GREEN.

o Those of high risk (RED) should be resolved, transferred or mitigated

o Those of medium risk (YELLOW) should be resolved or a contingency plan developed

o Those of low risk (GREEN) should be left to the team members to solve

Your goal should then be to carry out the actions necessary to have only yellow and green risks.

It may not be possible to do all the actions for every risk. It is therefore important to analyse each risk
and decide WHAT TO DO.

DO YOU WANT TO KNOW:

What your staff really want?

The top issues troubling them?

How to make staff assessments
work for you & them, painlessly?

How to retain your
top staff

FIND OUT NOW FOR FREE

Because happy staff get more done
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Avoid Eliminate threat by eliminating the cause

Transfer Shift responsibility to third party (i.e. Insurance or supplier)
Mitigate Reduce probability and/or impact - create Mitigation Plan and Reserve Plan
Accept Accept and create contingency reserves

Figure 15: Risk Strategies

It is also important to add the action, the due date, and the person responsible to your Risk Register.

Success Factor: Actively managing your
risks will allow you to proactively manage
your project and see problems coming in
time to save the project.

3.7 Teams

Think back to the teams you have been part of - this could be a team at work, sport, or other hobbies.

Think of the BEST team you ever worked in, then think of the WORST team. What was the difference?

What made one team so great and the other team not?

As a Project Manager, you have the choice as to which type of a team you create. It is YOUR job to
help the team become really great. If you think of the best team you have been on, many of the above

characteristics were most likely there.

A successful team:

- Meets Stakeholders expectations - it knows what the expectations are, and is able to meet
them.

- Reduces barriers — between the team members, and between the team and the Team
Leader. The team members know and respect one another’s differences and similarities.

- Embraces and controls change - if there is one thing we can be certain about in Projects, it
is that we will have change. A successful team uses this to move forward, to learn and grow,

and to continuously improve the way they work.
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- Ground rules - without ground rules, nobody knows what is acceptable and what is not.
Ground rules can be written, or just talked about, but a successful team has clear ground
rules (or expectations) right from the start.

- Communicates - a successful team communicates openly. The notion that “information is
power” does not apply.

- Mutual Accountability - As a team, we feel responsible and accountable for one another
and our common results. We work together to produce a team result.

- Collaborative creativity - this allows us to find new and innovative solutions to problems
or questions. We are able to work together effectively and as a team, be more creative than
as individuals.

- Joint decisions - a successful team is used to taking decisions together. The Team Leader is
there to help, and at times to take final decisions, but the team actively participates.

- Appropriate initiative - a Team Leader should make sure that the team members feel
valued and empowered enough to take the initiative when needed - that they do not feel

they have to wait for their Lead. This saves time, and motivates people to do even better.

Any team you can think of - in work, sports, or other activities — even a relationship - goes through a

series of steps before they can become truly effective and “performing”

Objective: To get conflict
out early in the PLC to establish
team culture of conflict and

Storming : .
resolution strategies
E Norming
= .
c Forming
8 Performing
s
o Adjourning
()
L
g o
Q | | | | I
Initiation Requirements Design Development Deployment Close-out

Definition

Project Life Cycle >

Figure 16: Team Life Cycle
The first stage - Forming - is when we first meet. We don’t know each other yet, we are polite, we hold

back, and are waiting to understand what the others are like, what their positions are, their thoughts

and opinions, and where we all fit into the team:
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Storming - It is necessary to go through the storming phase before a team can start to perform. Storming
may not mean outright fights and conflict, but it is the phase where team members start to voice their
opinions, and to make their place in the team. It is the phase where we realise that we do not all agree
with one another all the time, and it is where we start to discover how to make decisions and come to

agreement as a team.

Norming - once the team members have found their place, and found strategies for making decisions

and coming to agreement, the team relaxes a bit, and starts to feel more comfortable.

Performing - in a project, time is very important, so the quicker the Project Manager can bring the
team to performing, the better. Without the storming phase, a team will never get to performing, so it
is important to create the storming (in a controlled way!) by having a kick-off meeting, by making sure

the team has to make decisions that affect the individuals at an early stage.

Adjourning - every project ends, so every Project Team will come to an end. This phase has also to be
managed by the Project Manager, to make sure the team members feel valued enough to want to work in

the team again, and to make sure that they feel that the project “chapter” has closed. Having a celebration

or just a team dinner or team drink at the end of the project is very important.

EXPERIENCE THE PC
FULL ENGAGEMENT...

RUN FASTER. G
RUN LONGER.. READ MORE & PRE-ORDER TODAY &
RUNEASIER. _ WWW.GAITEYE.CO _
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Success Factor: It is your role as Project
Manager to get the team working
efficiently together as FAST as possible. We
have little time to waste in projects.

3.7.1 Roles in Teams

These are the natural roles that people will play in teams. Every role is necessary for a performing team.

Meredith Belbin has developed the following list of roles that people in teams play:

Organiser - The Organiser’s role is to direct the group, but this tends not to be done in an overbearing

manner. They are dominant without being overly assertive.

President — The President’s concern is to win to reach goals by putting every effort into the process.

They are highly motivated. They have a high degree of nervous energy and a great need for achievement.

Doer - The Doer is conscientious and is concerned with detail. Doers are excellent doers of schemes

which others have devised. Doers prefer to work alone.

Creative — They are creative and innovative. They are responsible for the production of ingenious new
ideas and novel strategies. They are very bright; their ideas may often be radical and practical constraints

may sometimes be overlooked.

Enlightener - The Enlightener, as the name suggests, is good at finding out what is available and what

can be done. They ask questions to make sure everyone understands, and to clarify information.

Evaluator - The Evaluator is very good at weighing up the facts, carefully considering the pros and cons

of each option, and finally coming to a well considered decision.
Co-worker - The Co-worker is a good communicator, trusting, sensitive and caring. They will tend to
place the group’s objectives and the smooth running maintenance of the group itself before their own

personal ambition.

Finaliser - The Finaliser pays attention to detail. They are hard working and conscientious. As their title

suggests they are good at picking up the loose ends and tying them up.
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Success Factor: Give your team mem-
bers the Belbin Team Roles Question-
naire to ensure everybody understands
more about their roles and how to work
together.

3.7.2 Virtual Teams - the 6 Challenges

Six major challenges are driving virtual teams apart:

1. Cross-culture differences:

Many studies have been done on the differences between cultures. There seems to be agreement

on some basic areas of difference, and this has been summed up in The Cultural Orientation

Framework (COF) which was developed by Philippe Rosinski based on the works of many

known experts in the intercultural field, including Hofstede and Trompenaars. The full model

is published in the book, Coaching Across Cultures.

a)

b)

c)

Sense of Power and Responsibility
Control: People have a determinant power and responsibility to forge the life they want.
Harmony: Strive for balance and harmony with nature.

Humility: Accept inevitable natural limitations.

Time Management Approaches

Scarce: Time is a scarce resource. Manage it carefully!

Plentiful: Time is abundant. Relax!

Monochronic: Concentrate on one activity and/or relationship at a time.

Polychronic: Concentrate simultaneously on multiple tasks and/or relationships

Past: Learn from the past. The present is essentially a continuation or a repetition of past
occurrences.

Present: Focus on the “here and now” and short-term benefits.

Future: Have a bias toward long-term benefits. Promote a far-reaching vision.

Definitions of Identity and Purpose

Being: Stress living itself and the development of talents and relationships.
Doing: Focus on accomplishments and visible achievements.
Individualistic: Emphasize individual attributes and projects.

Collectivistic: Emphasize affiliation with a group.
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d) Organizational Arrangements
Hierarchy: Society and organizations must be socially stratified to function properly.
Equality: People are equals who often happen to play different roles.
Universalist: All cases should be treated in the same universal manner. Adopt common
processes for consistency and economies of scale.
Particularist: Emphasize particular circumstances. Favour decentralization and tailored
solutions.
Stability: Value a static and orderly environment. Encourage efficiency through systematic
and disciplined work. Minimize change and ambiguity, perceived as disruptive.
Change: Value a dynamic and flexible environment. Promote effectiveness through
adaptability and innovation. Avoid routine, perceived as boring.
Competitive: Promote success and progress through competitive stimulation.
Collaborative: Promote success and progress through mutual support, sharing of best

practices, and solidarity.

e) Notions of Territory and Boundaries
Protective: Protect yourself by keeping personal life and feelings private (mental boundaries)
and by minimizing intrusions in your physical space (physical boundaries).

Sharing: Build closer relationships by sharing your psychological and physical domains.
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f) Communication Patterns
High Context: Rely on implicit communication. Appreciate the meaning of gestures,
posture, and voice and context.
Low Context: Rely on explicit communication. Favour clear and detailed instructions.
Direct: In a conflict or with a tough message to deliver, get your point across clearly at the
risk of offending or hurting.
Indirect: In a conflict or with a tough message to deliver, favor maintaining a cordial
relationship at the risk of misunderstanding.
Affective: Displayemotionsand warmth when communicating. Establishingand maintaining
personal and social connections is key.
Neutral: Stress conciseness, precision, and detachment when communicating.
Formal: Observe strict protocols and rituals.

Informal: Favour familiarity and spontaneity.

g) Modes of Thinking
Deductive: Emphasize concepts, theories, and general principles. Then, through logical
reasoning, derive practical applications and solutions.
Inductive: Start with experiences, concrete situations, and cases. Then using intuition,
formulate general models and theories.
Analytical: Separate a whole into its constituent elements. Dissect a problem into smaller
chunks.
Systemic: Assemble the parts into a cohesive whole. Explore connections between elements

and focus on the whole system.

. Time differences: It is harder to coordinate working in different time zones, with different
holiday calendars.

. Communication: The majority of our communication is non-verbal and gets lost when we
communicate over e-mail or by phone. Misunderstandings and miscommunication is more
likely.

. Coordination: Project work requires countless small adjustments, such as a question about
where to get certain information, a request for clarification, etc. In collocated teams, these
adjustments can be done quickly and informally (i.e. at the water cooler).

. Cohesion barriers: Groups that are collocated develop closer bonds and are more likely

to trust each other, help each other, and work harder for each other. Since this bonding
happens in informal settings and needs non-verbal communication, it is much harder to
develop in virtual teams.

. Control: “Out of sight — out of mind” is a major challenge for all virtual managers. Control
efforts without seeing, observing, and face-to-face dialogues with the staff are less effective.

The result is more duplication of efforts, late discovery of problems, and more rework.
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3.7.3

Six Rules for Leading Virtual Teams

. Create a trustful environment

Whenever you lead a virtual team, you have little or no authority or control over the team
members.

You have to trust that your team members are doing the job perfectly.

A best practice approach is to create trustworthy relationships. Therefore, every single step in
the project has to deepen the trust in:

You as the leader of the virtual team

Your virtual project or virtual company

All virtual team members

Trust all your team members, especially in the beginning. If you demonstrate trust, then your

team members are likely to develop trust as well.

. Establish meaningful team specific symbols

Because virtual teams are not located at one place of work, you have to establish meaningful
symbols so that your team members feel connected closely, even over a distance:

If possible, have a face-to-face kickoff meeting or at least a video-conference.

Make sure that all team members know their personal benefits from being part of this team.

Be creative in finding recognitions and rewards to show appreciation for the performance of

individuals and the team.

. Facilitate opportunities for team members to get to know each other

Because virtual team members have only limited personal contact, you have to make sure that
the team members can learn more about each other:

Provide space for team members to learn more about each other with a full profile of all team
members covering professional and private aspects, including their birthdays and hobbies.
Have a monthly project newsletter with a wide range of contributions. If possible arrange at
least an annual meeting of the project team.

Have a short personal, informal meeting with the team on a regular basis discussing problems
and getting feedback on each other.

Encourage your team members to organize themselves in smaller workgroups of two to three
people to work on some areas of the project. The RAM is a great tool to formalize this approach.
Encourage your team members to bring ideas forward. Appreciate all ideas of your team

members. Make sure that your reaction to the ideas is perceived as fair.
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4. Create a clear vision
With virtual teams, there are frequently breakdowns and loss of motivation after face-to-face

meetings. Therefore you should:

- Create clear and understandable intellectual bonds so that all team members know what
the objectives of the team are

- Create a strong emotional relationship on the personal level that works across long distances

- Have a clear vision that supports all team members with daily guidance

A good tool to support you here is the Project Charter that we saw previously.

360°
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5. Treat everyone equally, regardless of distance
It is important that all team members feel fairly treated, regardless of whether they are close
or distant. If one team member is perceived as getting special treatment, then this can damage

the level of trust and confidence quickly:

- Avoid the temptation to have more contacts with team members who are physically
located closer to you

- Treat all needs of all team members alike

- Give everybody the opportunity of being seen and contributing meaningfully to the
achievements of the team

- React immediately if you spot poor performance. You have to correct unacceptable
performances and behaviours despite the long distances to bridge.

- Act predictably and fairly; make sure all members are fully responsible for their acts and

performances

6. Use multi-channel communications.
Bad communication and uneven distribution of information can quickly destroy the trust within

a virtual team. Problems are sometimes hidden for several months until they become visible.

During this time, they slow down progress and reduce the productivity of the virtual team and

project. Therefore make sure that you communicate clearly by including:

- Visual clues - pictures, graphics, diagrams, tables
- Tangible clues - things to touch, to sense, to experience

- Verbal clues - details, analysis, comparisons, examples, processes

It is your responsibility to ensure that the communication flows are effective within the project and team.

A good tool to support you here is the communication plan.

Success Factor: Be sure to establish
ground rules with your team and
communicate often - especially when
working in a virtual environment.
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3.7.4 Responsibility Assignment Matrix

High Collaborating or
Accomodating Problem Solving
Playing down the conflict Searching for a solution
and seeking harmony among that meets each others
Interest the parties Needs
in the

Compromising
Other Bargaining for gains and
losses to each party

Avoiding Forcing
Denying the existence of conflict Forcing a solution to
and hiding one’s true feelings impose one’s will on the other
Low |
Low Interest in One Self High

Figure 17: Responsibility Assignment Matrix Example

Another key success factor for your project is to make sure that right from the start of the project, every

team member knows who is doing what.

The easiest way to make sure this happens is to use this matrix — the Responsibility Assignment Matrix.

It is important to list the Work Packages for the project down the left hand side of the matrix, and then
list all the members of the project team as well as all other stakeholders who will be playing an active

role in the project across the top.

Responsible — The person who will have responsibility and accountability for making sure the work
package is achieved

Approves — the person who signs off the work package

Supports - the person who will help the Responsible achieve the work package

Informed - the person who needs to be kept informed about the work package - the person you copy
on an email or invite to a meeting

Consulted - the expert or other person who you need input from, for the work package

Watch out for: more than one “R” for a Work Package.

Download free eBooks at bookboon.com



The Practical Guide to Project Management Project Planning

Success Factor: Make sure that right
from the start of the project, every
team member knows who is responsi-
ble for what.
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4 Execution

Once we have initiated and planned for the project, it is finally time to start executing the work packages.
This is where all the skills of a Project Manager become important. He has to be able to coordinate the
work, and also motivate and coordinate the people involved. The Project Manager should show a balance

of technical and people skills, and of Management and Leadership skills.

If all the processes and procedures have been defined and communicated during the Initiation and

Planning phases, then it will become much easier for the Project Manager to just apply them.
Examples of processes are:

- Escalation

- Risk Management

- Change Management
- Contflict

4.1 Conflicts

We all naturally act or react in certain ways when faced with conflict. There is no bad or wrong way.
There are just ways that work better than others in certain situations. Thomas Kilmann has developed

the following matrix that explains the different strategies people use to manage conflict:

2
(@]
Project ABC 9@
(A |B |C|D |E
PHASE
Requirements R S 1 (o3 A
Define | A R S (03
Design I A |R c s
Develop A I S R R
Test S R A / C

R — Responsible A —Approves S —Supports I -Informed C - Consulted

Figure 18: Conflict Management Strategies

There are times when it is necessary to “force”, and times when we may choose our battles.
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When possible, do try the “collaboration” strategy. It may give surprising results, and in any case, the

conflict will disappear into thin air, replaced by a common problem to solve.
Instead of using the words “you” and “me”, we start to use the words “us” and “we”.

We stop taking positions, and start to be able to see the bigger picture, and become more creative about

the solutions.

Success Factor: Explain the different
strategies to your team, take the
Kilmann Conflict Mode Instrument
questionnaire, and agree to try to use
Collaboration whenever possible.

4.2 Managing Changes in Projects

Changes to a project are inevitable. It is the one thing we can be sure of in a project: there WILL be
change. It is how we manage the changes and the requests for changes that will make the difference

between a successful project and a failure.
One of the key factors for project success is well-managed changes.

When managing your project, it is important to have a process in place for managing the changes to
the project. They will happen, so you may as well manage them well, and thus have more chance for

succeeding your project.

1. Make sure that all the stakeholders know what the Change Process is. It does not need to be
very heavy, maybe just an email requesting the change can be enough.

2. Make sure the change is real - that it is relevant to the project.

3. Then define the consequences that the change will have on the project. Think of your Triple
Constrains: Time, Cost, Scope, Quality, Resources.

4. The decision on whether to accept or reject the change is often not for the Project Manager
to make. Make sure that the person who owns the project (the customer, the sponsor) is the
one who takes the decision - with your help and advice, of course.

5. If the decision is to accept the change, then it is your job as Project Manager to incorporate

the change into the project and to manage the change.
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Remember: keep the decisions where they belong!

Example of a Change Request Form

Execution

Project Name

Project Number Change ref. Date Raised by

Change Description Summary (also
attach a full change description and
impact assessment)

Reason for change

(Tick Box) New Revised Other (Specify):

Impact assessment (compared to current project definition)

Scope

Cost

Delivery

Resources

Benefits

Risks

Priority of request (high, medium, low)

Signed Name in Block capitals

Project Manager | .o e

Change Co-ordinator | ........ccooiiiiiiiiies s

Project Sponsor | s e

Figure 19: Change Request Form Example

Success Factor: Changes are inevitable.
Itis HOW YOU MANAGE THEM that will
make the difference between a
successful and failed project.
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43 Resistance to Change

We use the same words to describe the management of changes to the project, and the management of

changes in the organisation due to the outcome of the project: Change Management.

We will use the words “Resistance to Change” when talking about the way people will react when faced

with changes in the way they work, due to the project results.

In any case, we will need to manage these reactions, to make sure that when the project finishes, and

the results are in place, the stakeholders accept the new.

Every time a person is faced with a change that they perceive to be negative, they will go through a

series of emotional responses.

This is seen in work life, and also in private life. The change can be moving to another town or country,

divorce, losing a job, or just having to use a new computer system or way of working.

The Wake
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Below is a diagram developed by Daryl Conner, expanding on Elizabeth Kiibler-Ross’s five-stage model.
A psychiatrist by training, Kiibler-Ross interviewed several hundred terminally ill patients and their
families, eventually developing a means for understanding the process that people undergo as they
come to terms with impending death. (This was first described in her 1969 book On Death and Dying.)
According to her model, people evolve through a series of stages as they confront their own mortality

or that of a loved one.

A person will go through the cycle at different speeds, depending on their situation, and it is the job of
the Project Manager to help them through the various stages, to get to the “Acceptance” of the change.

For example, if you see that the person is at the “Depression” stage, then you may be able to help them

move to the “Exploration” stage.

Active
Anger
Bargaining
Acceptance
Emotional | gtapility Exploration
response
Denial
Passive Immobilisation Depression

Time

Figure 20: Emotional Responses to Change Over Time

As we know, change is inevitable. The problem is that people normally do not like change, and will react

negatively towards change.

There are different reasons for this, as seen above, and if you, as Project Manager, are aware of these

reasons, you may be able to avoid them.

« Lack of vision

« No management of the consequences

o Lack of experience in implementing change
o Lack of understanding or “buy in”

o Lack of support from management

« Change is imposed without consultation
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4.3.1 The Burning Platform

—X NN X

—

Figure 21: The Burning Platform

A burning platform type decision exists when the organisation is facing a major (disruptive) change in

which the cost (pain) for the status quo is prohibitively high.

The “burning platform” must be present to provide the impetus for change. Without it, organizations

are more comfortable with the status quo.

You will also see this work for individuals. We will keep doing what we are used to doing until it becomes

more painful to stay where we are than it does to move to the new situation.

43.2 John P. Kotter's 8-Step Process

>«

A great little book that we recommend is John P. Kotter’s “Our Iceberg is Melting”.

It is a story that shows how people react to change, and what the various roles that people can play in

making change happen successfully.

You may want to read it, and get your team members to read it too, so that you can discuss how it can

apply to your project and company.

Set the stage
1. Create a sense of Urgency - help others see the need for change and the importance of
acting immediately.
2. Pull Together the Guiding Team — make sure there’s a powerful group guiding the change —
one with leadership skills, credibility, communications ability, authority, analytical skills, and

a sense of urgency.

Decide what to do

3. Develop the Change Vision and Strategy — clarify how the future will be different from the

past, and how you can make the future a reality.
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Make it happen

4. Communicate for Understanding and Buy-In - make sure as many others as possible
understand and accept the vision and the strategy.

5. Empower others to Act - remove as many barriers as possible so that those who want to
make the vision a reality can do so.

6. Produce Short-Term Wins - create some visible, unambiguous successes as soon as possible

7. Don't let Up - press harder and faster after the first successes. Be relentless with initiating

change after change until the vision is a reality.

Make it stick

8. Create a New Culture - hold on to the new ways of behaving, and make sure they succeed,
until they become strong enough to replace old traditions.
It is not enough to know that change will happen, and to know that people may react negatively.
It is however important to project success that the stakeholders are managed actively, and that
you have an action plan in place that you put into place. You may be surprised by the results
you will find when you do this with your team. There are far more stakeholders who can resist

than you may have thought.
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Success Factor: Change in life is
inevitable. It is how you help people
accept and work with change that will
make the difference between a
successful and failed project.

433 Influencing Skills

One of the most important skills a Project Manager can learn is how to influence.

A Project Manager normally has all the responsibility for ensuring a successful project result, but he

rarely has the power.

In order to be able to do his work, he will need to influence the stakeholders.

4.4 How to Influence Others?

There is no right way, nor is there only one way to influence others. Your job requires you to influence
people just about all of the time. It may take the form of gaining support, inspiring others, persuading other
people to become your champions, engaging someone’s imagination, creating relationships. Whatever

form it takes, being an excellent influencer makes your job easier.

Other people like being around influencers. There’s an exciting buzz, or sense that things happen when
they’re about. It’s because they don't sit around wishing things were different while moaning there’s
nothing they can do about it. They don’t sit around blaming others or complaining about what needs

fixing that will make things better. They see what needs doing and set about getting it done.

Truly excellent influencing skills require a healthy combination of interpersonal, communication,

presentation and assertiveness techniques.

Coercion and manipulation

Forcing people to do what you want, often against their will

Pushing, bullying, bludgeoning or haranguing DO NOT WORK! Like elephants, people will remember

the experience.

If you force someone to do something you want, without taking their point of view into consideration,

then the impression that person is left with is how they will see you forever.
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What works

People are far more willing to come halfway (or more) if they feel acknowledged, understood and
appreciated. They may even end up doing or agreeing to something they wouldn't previously have done

because they feel good about making the choice.

Influencing is about understanding yourself and the effect or impact you have on others. Though it
can, on occasion, be one way, the primary relationship is two way, and it is about changing how others

perceive you.

Influencing is about being able to move things forward, without pushing, forcing or telling others what

to do.

Influencing others is about having the confidence and willingness to use yourself to make things happen.

4.1.1 The 6 Principles of Persuasion

(By Robert B. Cialdini, Roselle L. Wissler, and Nicholas J. Schweitzer)

1. The principle ofliking. People are more easily influenced by those they like. Although research
has uncovered several factors that affect how much one person will like another, the most
powerful and the easiest to implement is similarity. In a simple but telling demonstration of
the effects of similarity on influence, researchers mailed a set of surveys to random individuals.
These surveys were accompanied by a cover letter, which for some of the recipients was “signed”
by a researcher with a name designed to be similar to the recipient’s. Although identical in all
other aspects, the surveys sent with similar names were completed twice as often as the others.
If something as trivial as similarity of names can affect compliance with a request, imagine
how much more compelling a meaningful commonality, such as a shared interest, group
membership, or goal, might be. A mediator or negotiator should spend the time necessary to

locate such parallels among relevant parties and bring them to the surface.
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2. The principle of authority. People are more easily influenced by those they perceive to be
legitimate authorities. This response makes great sense because legitimate authorities have
typically attained their positions by virtue of greater knowledge or skill or experience in
the matter at hand. But for all their specialized knowledge, these experts frequently act like
novices in the domain of social influence by assuming that their expertise is self-evident. For
instance, physical therapists at one hospital were concerned about their patients’ compliance
with their prescribed treatment plans. After being discharged from the hospital, many patients
discontinued their therapy exercises, no matter how much the therapists stressed their
importance. However, a simple intervention solved the problem. By hanging their numerous
awards, diplomas, and certifications on the walls of their clinic, the therapists were able to raise
compliance by 34 percent. In general, genuine authorities should establish their expertise before
launching any influence attempt (e.g., in a letter of introduction). To be optimally persuasive,
however, expertise is not enough; a communicator also must establish that he or she is a
trustworthy source of information.

3. The principle of scarcity. The principle of scarcity means that items and opportunities become
more desirable as they become less accessible. As a result, an effective Project Manager should
never fail to describe the unique or otherwise unattainable advantages of any recommendation
or offer. Moreover, research on the principle of scarcity has demonstrated that, in situations
characterized by uncertainty, presenting these unique advantages as what stands to be lost
by a failure to take action is more persuasive than emphasizing what stands to be gained by

taking the action.
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4. The principle of consistency. People have a strong desire to be consistent with their
previous opinions, assertions, and actions. Consistency can be used quite effectively when
setting rules for people to follow. The key is to prompt them to make an initial public
commitment that is consistent with the rule. Written commitments to a desired form of
action are particularly effective in this regard, especially when the written commitment is
then shown to others. In one study, participants were somewhat more likely to stay loyal
to their initial decisions if they wrote down the decisions privately. But they were far more
likely to remain loyal to those decisions if they wrote them down and then showed them to
others. In general, research indicates that individuals are likely to live up to commitments
that are active, public, and voluntary.

5. The principle of reciprocity. People give back what another has given them. Although
reciprocity is usually thought of as governing the exchange of money, goods, or services, it
does not apply only to the material or monetary. When participating in a conversation or
discussion, by providing others with attention, information, concessions, and respect, you
will likely receive the same from them in return.

6. The principle of social proof. One fundamental way that individuals decide what they
should do in a situation is to look at what similar people have done. Hence, the “proof” of
what is correct isn’'t grounded in the physical environment but in the social environment:
“If a lot of people like me are doing it, it must be the right thing to do” This tendency to
look to and follow the lead of similar others will be strongest in situations characterized by
uncertainty. For instance, have you noticed how frequently we look to our colleagues and
co-workers to determine how we should behave in a new setting? To the extent that these
individuals demonstrate effective skills, techniques, or other productive behaviours, we are

likely to do so too.

Using the principles wisely. Although the six principles can be treated separately, they should
not be employed separately. They are best applied in combinations and strings that multiply
their impact. Effective practitioners will be aware of influence opportunities that allow the
principles to be employed conjointly or sequentially. Also, the science of social influence can be
commissioned for good or ill. One needs to understand the acceptable versus the objectionable
use of the process. Just because we can employ the lessons of that science to influence others
doesn’t mean that we are entitled, or even wise, to do so. Using these principles to trick or
trap others into assent has significant ethical and practical downsides. As the best influence
professionals have long realized, to the extent that dishonest or high-pressure tactics work at
all, they work only in the short run. Their long-term effects are malignant—undermining trust
and damaging the reputation of the practitioner who employs them. Yet the same principles,
if engaged appropriately, can influence decisions in a positive way. When the similarities are
authentic, the windows of opportunity truly closing, the authority legitimate, the commitments
freely made, the obligations genuine, and the social proof real, the resultant choices are likely

to benefit everyone.
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Success Factor: There is no right or
wrong way to influence. It is however
critical that you think about what to do
and how to do it, when working with
other people.
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5 Control and Report

The Control and Report process step should be happening throughout the execution phase. As you
execute and deliver your project, you should be controlling that the project is not deviating from the

plans, and you should be communicating out to your stakeholders.

Project Control takes place constantly throughout the execution phase. It is iterative, and should be
done routinely and often. The longer you wait to control the status of your project, the more time the

project has to get off-track, and the more time it will take to get the project back on track again (if ever!)
Think of yourself as a lighthouse, with a 360 degree view. You need to be aware of all areas of the project
so that any risk of deviation can be seen BEFORE it happens. This gives you time to do something to
avoid it.

Outputs of this phase are:

Confirmation of completion - a work package has been completed, and is accepted by the customer

and/or sponsor, or the project has been completed.

Rework - if the work package was not completed as we expected, then it may be necessary to re-do the

work. This adds time to the project, and delays.
Project Control is one of the most visible jobs that a Project Manager does during the Execution phase.
In fact, when you are wearing your Project Manager hat (as opposed to your “expert” or “doer” hats)

then you should be spending up to 80% of your time controlling the project.

Controlling means coordinating, communicating, listening, checking, and confirming:

o Quality

o Risks

o Issues

e Costs

o Schedule

You should show a balance of leadership and management, since you will be controlling the work that

your team members are doing.

Download free eBooks at bookboon.com



It is a balance of technical and people skills since you need to know what your team members are doing

(without necessarily being an expert), and also to keep them motivated and happy working in your team.

The more you are able to identify problems coming before they happen, the more time you have to
avoid the problems and keep the project on track. If you can stay pro-active, you will spend less time

fire fighting and more time managing the project.

Success Factor: You need to be aware of
all areas of the project so that change can
be seen BEFORE it happens. This gives
you time to do something to avoid it.

5.1 Communication

Communication is the oil that helps the wheels of a project — and of any organisation - turn smoothly.
We never communicate enough, and rarely do we communicate as consistently as we ought to. The
problem with communication is that everyone does it — more or less well — and we all expect and assume

that the messages get through.
The problem is that there are many barriers (filters) in the communication process:

o Semantic Problems
» Absence of feedback
o Improper channels

« Physical distractions
« Status effects

o Cultural differences

Effective communication is critical to the success of the project. Communication not only provides
stakeholders with key information and milestones, it also creates a dialogue among stakeholders,
surfacing pockets of resistance and building commitment to the project. When the level of change to
the organization increases as a result of the implementation of a standard system, the amount and depth

of communication must also increase.
Within this context, the term Communications includes:
« Providing factual information

« Requesting information or contributions from key individuals

 Offering viewpoints and opinions
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« Seeking clarification, raising issues or asking straight forward questions
 Providing information, comments or suggestions as requested

« Seeking public support and commitment from key people and stakeholders

Communications should include speaking opportunities for managers, informal communications,
face-to-face discussions, scheduled meetings and orchestration of senior management and “ad-hoc”

communications as well as formal methods such as memos, notice-boards, E-Mail and newsletters.

A communication plan should both be a dynamic document used for the management and control
of planned communications and also as a vehicle for leveraging benefits from unplanned but equally
important events. The management of such events is eased by clarity of understanding as to the progress
of the project as a whole, the difficulties being encountered and the steps being taken to address such

issues. The stronger and more robust the communications base, the greater the chance to secure a clarity

of purpose and a common understanding of progress within a project such as this.
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Feedback and monitoring of communication is key to the whole process as this makes the activity a two-
way process whereby questions can be raised and answered rather than a one-way “tell them” approach.
It is essential to ensure that the reality of the communications strategy being two-way is demonstrated
on a regular basis by responding efficiently to questions and suggestions publicly and by using an
interactive tool such as the intranet. Monitoring of communications is important to assess whether the
messages intended are actually being received by the workforce and other key stakeholder groups. The
communications process needs to be sufficiently flexible to adapt to the changing needs of either the
sources or the receivers of information. This is particularly the case with this project where there will

be a need to communicate across and within departments.

This communication plan includes the infrastructure for the dissemination of information throughout

the departments involved; the allocated responsibilities and the expected timetable of events.

This communication plan is a living document and as such will evolve over time and is made up of a

number of key outputs which together form a detailed communications plan :

Communication Goals
Communication Strategy

People Involved

Themes, Messages and Information
Communication Channels

Roles and Responsibilities

N e w

Key Success Factors

5.1.1 Communication Goals

The communication goals for the project are:

1. To build awareness among all employees about the project
- the business case (Why now?)
- scope and high-level timeline
- impact and value to the organisation

- integration with other existing initiatives

2. To build understanding among key Sponsors and Senior Management about the project,

setting the stage for commitment to expected changes.
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3. The typical commitment curve : (Note that at each point there is the risk of failure)

Communications to Build Commitment
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Figure 22: The Typical Commitment Curve

5.1.2 Communication STRATEGY

The reason for the communications element of a project is to enhance the overall success of the project; it
is not communication for communication’s sake. Nor is it going through the motions of informing people
because that is the normal thing to do. Instead it is a fundamental enabler in the change process and the
prime method for gaining commitment from essential stakeholders and sponsors to the initiatives. For this

reason a number of objectives have been established that extend beyond merely formal communications.

The communications strategy objectives include:

« To demonstrate effective and consistent leadership of change within the project and within
the organisation which includes personal commitment from senior people in their roles as
Leaders of change.

« Ensure that everyone who needs to know about the progress of the project and its aims are
clearly and effectively communicated with at the appropriate time.

 Ensure that key project communication events requiring support from the organization are
briefed in time to allow a full commitment from those designated to attend.

o Assist in the formulation and organisation of key messages due for release to the business at
such key events.

o Assist in the management and moderation of the methods of delivery for all key messages.

Download free eBooks at bookboon.com



The Practical Guide to Project Management Control and Report

« Provide templates to ensure all messages emanating from the project are communicated in a
consistent and professional manner.

« Ensure key messages assist in building support in the organization for the proposed process
changes and generate enthusiasm for their implementation.

» Ensure all feedback received, verbal or otherwise, is captured and linked to the ongoing
project process.

o To leverage the benefits of effective regular communication between the Project Team and
the Line Managers.

« To provide early and effective responses to inaccurate and potentially damaging rumours
from whatever source.

« To inform key audiences what needs to be achieved, by when and by whom and with what
support.

« To inform people of the project’s progress including successes and problems.

o To provide feedback mechanisms to allow interested stakeholders to ask questions or to
make suggestions about the projects and to raise issues that are important to them.

+ To limit any disruption to normal operations by ensuring a clarity of understanding as to
what will be expected of people, when and to what purpose or ends.

» To assess and monitor the effectiveness of project communications.
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In summary:

To disseminate timely, honest and clear communications associated with the effective and efficient
introduction and implementation of the new processes and system. By doing this, the plan will contribute
significantly to securing the active continuation of the project by sustaining the support of key senior

sponsors and Leaders of Change.

5.1.3 Communication Stakeholders

Department Name Role

Figure 23: Communication Stakeholders

514 Themes, Messages and Information

The following information should be regularly communicated according to the Communications

timetable:

- scope and timeline

- key milestones, events, status, and accomplishments

- impact and value to the organisation and key stakeholders
- their role in the change process

- integration with other existing initiatives

- overview of the project

5.15 Operational Approach

The approach for the project communication is focused on breath of information for groups of employees

and depth of information for key sponsors and influencers in the business. This should be accomplished

by:
o Defining and communicating with a list of all key sponsors and key influencers in

the organisation to an agreed timetable, using defined templates and clearly specified

requirements
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o Conducting an initial communications briefing with this group to:

- Demonstrate the level of senior commitment to the project

- Confirm the business case behind the project

- Share the vision behind the project

- Communicate the broader details of the project including participants, key stages,
outputs and deadlines

- Provide them with an opportunity to raise concerns, issues, ask questions and to offer
their own views

- Seek their ongoing support for the project and to demonstrate how this can be enacted

- Seek their active involvement in the communication cascade from that point onwards

- Explain the mechanics of how the communication strategy will operate

o Defining a process for the production and dissemination of appropriate briefing documents
to be cascaded, via Senior Managers to their staff

o Defining an effective and efficient process by which contributions can be offered back into the
project including questions, suggestions or responses to requests from the departments involved

« Creating a process for face-to-face dialogue among key sponsors of the Project Management
process as a critical step because it allows stakeholders the opportunity to surface issues and

questions as well as receive information about the project.
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5.16 Communication Matrix
Audience Message Communication Frequency Messenger / Primary
Type Medium Responsibility
Sponsor Project status Report As needed Face-to-face Project Manager
Changes to people, Verbal and written | (at least and e-mail
processes, and monthly)
technology
Benefits of project
Impact of the project
on the organization
Roles and
responsibilities
Management How the project’s Report As needed Face-to-face Project Manager
benefits can be Verbal and written | (at least and e-mail
leveraged to the rest monthly)
of The Company
Project Team Project status Weekly update Weekly Written report | Project Manager
Changes to people, report (including (e-mail) and
processes, and summary) and face-to-face
technology meeting
Project team needs
Major project barriers
and recommended
solutions
Future Users Project activities and Meeting and Weekly Face-to-face Project
key decisions written report and written Management
Resolution of issues update (via
that could not be e-mail)
handled by project Once
team
Major Milestones Live Future State
Roles and Demonstration Design
responsibilities / Day-in-the-life Session
Capabilities of new example
system
Other people How the department | Presentation and Twice (once Live session Project
concerned is changing (people, live-discussion / at high-level Information Management,
process, technology) facilitation early in the board Head of
Benefits of project Written status project life E-mail, Department
Impact of the project | reports and once training Communications
on the organization before catalogues leader
Project objectives, training)
scope, timings Bi-monthly

Project status
Implementation plan
impacts

Figure 24: Communication Matrix
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5.1.7

Roles and Responsibilities

Communication Leader (or Project Manager)

Coordinate all communications

Maintain standard information packages

Modify communications where necessary

Conduct communications activities/events

Update Project Team on progress

Manage communications plan and implementation and needed adjustments
Prepare update/status communications

Develop and customize communication media

Produce communications

Query field for communications effectiveness/appropriateness

Department Representative

Conduct communication activities
Modify communications where necessary
Update Communications Leader/Project Manager on progress

Query field for communications effectiveness/appropriateness

Administrative Assistant (when necessary)

5.1.8

Maintain database of matrices, constituency groups, addresses
Maintain central files of communication documents
Set up logistics of communication activities

Maintain checklist of who has to review/sign-off before communication gets delivered

Key Success factors

Factors impacting the success of communication include ensuring that:

A consistent message is delivered to all concerned at the right time

Sponsorship for the project is cascaded throughout the organization

The organisation’s employees understand the need for change

Employees involved progress up the Commitment Curve at an appropriate rate

Key people input their perspective and understand their role in the project and the future
Key people are kept updated on project progress

Communications are efficient and effective and make maximum use of existing
communications media

Communications influence behaviour
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Success Factor: Communication is
the life blood of any project or
organisation. However bad or
un-coordinated communication can
be worse than no communication.

5.2 Listening

When we communicate, we tend to assume that this is when we are doing the talking. In fact, a Project

Manager needs to spend more time listening than talking.
If you want to learn something, you need to listen.
If you want to be perceived as a good communicator, you need to listen.

If you want to avoid people resisting the changes, you need to listen to them.

Listening is a skill and it takes practice to listen actively. For those who spend more time talking than

listening, it can be very tiring. It is however very rewarding.

“I studied
English for 16 p
years but... -
...I finally
learned to
speak it in jus
Six lessons”

Jane, Chinese architect
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5.2.1

5.3

What

When we speak about communication in projects, we are also talking about Progress Reports.

These reports are crucial to the success of the project because your stakeholders need to know what is

happening, how the project is going, whether there are any problems or risks, and whether the project

Y N s W

—_
(=]

Ten Steps to Good Listening

Stop talking

Put the other person at ease

Show that you want to listen

Remove any potential distractions
Empathise with the other person
Don't respond too quickly — be patient
Go easy on argument and criticism
Ask questions

Rephrase key points

. Stop talking (never too late)

Reporting

is in a good management progress report?

Tasks on Critical Path achieved this week
Tasks on Critical Path that are late this week
Changes to the Critical Path

Other Tasks achieved this week

Other Tasks late this week

Milestones achieved this week

Planned tasks for next week

High level issues and their resolution plans

High level risks and their resolution plans

is still on track.

A common mistake new Project Managers make is to hide unpleasant facts, and only communicate the

good news.

The bad news will not go away. It will only get worse if we ignore it.

If we have a problem or need help, it is better to ask for help as soon as possible, before the problem

gets bigger and it will be too late.
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Note: We provide information on what matters: the Critical Path

Keep the reports simple, colourful, with easy to read graphs and charts, and bullet points.

Success Factor: You can manage
what you focus on. Changes to the
Critical Path are the most important
elements to focus on in order to
ensure project success.

An Example of a Weekly Status Report

Week ending

Project Manager

Sponsor

Summary of project
objectives

Start date

End date

Work on the Critical Path completed this week (activities or deliverables)

Deliverable/activity Sign-off by Planned date Actual date Comment

Work on the Critical Path planned and not completed this week (activities or deliverables)

Deliverable/activity Sign-off by Planned date Actual date Comment

Work off the Critical Path completed this week (activities or deliverables)

Deliverable/activity Sign-off by Planned date Forecast date Comment

Work off the Critical Path planned and not completed this week (activities or deliverables)

Deliverable/activity Sign-off by Planned date Forecast date Comment
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Work for next week (activities or deliverables)

Deliverable/activity Critical Path? Sign-off by Planned date Comment

High Level Risks

Risk Proba Counter | Contingency
Number Description | Owner bility Impact Status | Measures | Actions Budget

High Level Changes

Action
Change Assessment | Action Approved | Estimated | result Date
Number | Description | Owner | Result Description | By Start Description | finalised

Commentary and issues requiring resolution

Figure 25: Weekly Status Report Example

DO YOU WANT TO KNOW:

What your staff really want?

The top issues troubling them?

How to make staff assessments
work for you & them, painlessly?

How to retain your
top staff

FIND OUT NOW FOR FREE

Because happy staff get more done
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5.4 Managing Delays

How to decide when to start a task?

o Is the start dependent on any previous tasks?
o Has the last task been completed?
o Is the staff available to work on the task?

o Start the task as early as possible (without affecting later tasks)
Do NOT wait to start a task that can already be started, just because the task is scheduled for a certain date.
Be PROACTIVE
What to do if you see you will be late?

o Assess the impact on cost, schedule, quality and risk
o Take action to reduce or eliminate delay

- Add or change people

- Reduce scope

- Do tasks in parallel rather than in series

» Accept the delay and change the project end date (and get agreement from Sponsor/Client)

Success Factor: If you start a project
late, or accept too short a time to
complete it then do not be surprised if
the project is late.

5.5 Escalation
In some companies, escalation is seen as a weakness. This is counterproductive. Escalation is natural,
and it is the job of the Sponsor of the project to solve problems and/or remove obstacles that the Project

Managers cannot do themselves.

It is important for the Project Manager to define the escalation process at the beginning of the project,
and to make sure that the Sponsor is aware of the process and of what they will be asked to do in case

of escalation.

This should happen during the first meeting between the Project Manager and the Sponsor. They should
define what the Sponsor can expect from the Project Manager and what the Project Manager expects

from the Sponsor to ensure a successful project.

In other words, how can the Sponsor best help the project succeed?
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5.6 Negotiating Rational Delays

Very often, we see projects that have deadlines that are impossible to meet.

When this is the case, the Project Manager needs to stand up for the project and for reality. He needs to
be able to negotiate rational schedules, based on facts and figures, and based on the Triple Constraints

as well as the other parameters listed above.

New Project Managers have a tendency to say yes to everything. This is dangerous, since there may be
valid reasons for a longer deadline, and the consequences of accepting irrational deadlines will be a

“failed” project.
Remember the 4 most useful words in a Project Manager’s vocabulary:

YES, BUT and NO, BECAUSE

Success Factor: Base your discussion on
facts and numbers. Use the Competing
Constraints Diagram. Use risks and
consequences. Do not commit when you
know you cannot achieve the delay.

5.7 Team Meetings

As Project Manager, your job is to coordinate the work that the team does. In order to be able to do
this efficiently, the best is to meet regularly with the team (either physically or virtually) to discuss the
project status, the problems that have occurred, possible delays and risks, and just make sure that all the

team members are aware of what is happening in the project.
Weekly Meeting Checklist

- Last week’s events

- Next week’s events

- Critical Path - has it changed? Are we on track?
- Existing risks — actions taken?

- New risks?

- New Change Requests

- Lessons learned from the last week?

- Issues list
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6 Project or Phase Close

The Close phase of a project is just as important as the other phases.
The results of the Close phase are:

o Formal acceptance by sponsor / client
- Outstanding items closed

- Client sign-oft documentation

The best way to ensure that you get formal acceptance or sign-off is to ask for sign-off throughout the
project. Every time you have achieved a certain milestone and group of Work Packages, ask for sign off.

This ensures that:

- You remain on track
- The Customer / Sponsor is kept informed of progress
- The Customer/ Sponsor has a chance to tell you if you are going oft track

- It is easier to get the final sign-off at the end of the project

EXPERIENCE THE POWEH

FULL ENGAGEMENT...

RUN FASTER.
RUN LONGER..
RUN EASIER...
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« Support organizations
- Staff evaluations completed

- Budget reports completed

+ Close Supplier contracts
- Evaluate results
- Payments completed

- Signoft documentation for Suppliers

« Lessons learned
- Internal/external review meetings
- Identify variances to baseline plans and corrective actions
- Review risk management results
- Categorize positive and negative results

- Document

Success Factor: Identify the lessons
learned throughout the project at every
team meeting, and not just at the end.
This allows you to use the learnings in
the current project.

o Celebrate the project close

Celebration does not have to be expensive or a big party. It can be a pizza with the team, a glass of

something on a Friday afternoon, or someone brings in cakes and cookies.
It is important to do because:

o The team members feel that the project has a clear end

» Motivation will be stronger for the next project

o We get to celebrate our team

« It allows people to move on, psychologically
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So, just to remind you of the Project Process again:

Initiate — Plan <« Execute <> Control — Close

L —{ Project Plan | |— Results Delays Signoff
Charter
a
— Schedule —> Reports Changes ose
¥ Suppliers
Scope
Lessons
— Resources —> Team
Learned

M Deliverables

| Client ] i8S
agreement
Communi
L p
cation

Figure 26: Project Process

Good Luck!
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