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				Introduction

				Project management has become a topical subject of interest in all types of business and this renewed interest has generated many publications on the subject. So how can this book help you? The purpose is to explore the steps you can take to raise significantly the probability of success with your projects. The contents are, therefore, aimed at managers who are concerned about getting better results from projects in their organisations and project managers who have already found themselves responsible for one or more projects.

				This demands a starting point that is based on a simple but highly significant presumption – that you already have at least some experience of involvement in one or more projects. You may have considered your last project to end with a successful conclusion and you are now seeking ways to improve that success by degrees. Perhaps you are aware of the possibility of improving the degree of success to ensure the results are received with greater acclaim. Or you may have been less fortunate and involved in a project that has been labelled a failure by someone. It is a common experience that once a project is called anything less than a success by someone, the story becomes a legend even if it is not true. Perceptions of failure spread like electricity down the wire and everyone knows why success was eluded while many will forecast your future! In this third edition some earlier errors have been corrected and new material added to most chapters with an increased focus on data recording for project monitoring and tracking.

				How to use this book 

				Of course success in any venture is never guaranteed. The steps towards achieving success are vulnerable to many factors. Many are predictable and some are not so easy to predict. The objective is to help you with a practical approach to improve the way you start and conduct your next project to overcome some of the factors that impede success: 

				
						Chapter 1 discusses the perceptionss of success and how we define success with projects. 

						Chapter 2 outlines the importance of creating an appropriate climate for success and the roles and responsibilities for this climate to generate success with all the projects. 

						Chapter 3 identifies the project process phases and key steps for success. 

						Chapters 4 and 5 concentrate on the initial conception and definition phases of the project. 

						Chapter 6 specifically looks at how to manage the stakeholders, a key step for success. 

						Chapter 7 discusses how to manage risks in the project, another significant key step for success. 

						Chapters 8–10 concentrate on the planning, execution and closure phases of the project.

				

				Checklists and watchpoints 

				Throughout the text you will find short checklists to give guidance. Use these as starting points and add your own appropriate questions. Also you will find watchpoints, specific guide notes that are important for your attention in your drive to achieve success with your project. 

				To adopt the processes given here may require you to change the way you work and set aside some of those practices that have become habits for you. Changing your habits is never easy to accept as a necessity, particularly as you believe your working practices have served you well up to now. Such a conflict makes you feel uncomfortable because you are entering an area of low experience. All the processes and techniques discussed in this book are proven, practical ways to help you. It will be to your advantage to learn them and find a way to apply them in your situation. 

				Throughout the book it is suggested that you standardise data recording on pre-designed formats. A complete list of recommended data forms is summarised at the end of the book. 

				Everything discussed here can be applied to any type of project irrespective of the nature of your business and regardless of whether your customer is internal or external to your organisation. Finally you will find some additional reading when project work has really attracted your attention for future development. 

			

		

	
		
			
				1

				What is success?

				When a major project is perceived as a failure, someone will take up the challenge the organisation faces to avoid a repeat. This evaluation may be prompted by a new product or service being late to market, customer needs not being satisfied or even a realisation that a large sum of money has been expended with little or no chance of any return on the investment made. The result could be a question of organisational survival in a highly competitive market environment if there is a succession of failures. The initial focus of the evaluation in such situations is nearly always the degree to which project management skills were understood and employed during the project time span. Then it is often seen that the project manager and the team have done all the right things at the right time within the project. 

				Yet something clearly went wrong somewhere and a wider view is taken to identify the cause. Then it becomes more obvious that project management competencies and skills alone are no guarantee of success. Many parts of any organisation have a strong influence on every project initiated and an understanding of project management and the processes used must be part of everyone’s learning today in all departments, not just the project team. 

				What happens to the project? 

				Someone identifies an opportunity for some new business, somewhere in the organisation. A project team is assembled and a project manager assigned. The team may be assembled with individuals from all or just one or two of these departments. The Management Information System is designed to help run the business, not projects, yet this opportunity may be perceived by a few people as a vital element of future survival for the business. The project is conducted in a virtual envelope and when it looks as if it might have a ‘successful outcome’, the Manufacturing department is informed. Then it is discovered that the project team made some wrong assumptions and capital expenditure is required. Perhaps forward manufacturing plans to meet the order book have no capacity to run tests and pilot samples for at least six months. The Sales department get wind of what is happening and start shouting for the new product and major conflicts arise as every department highlights its own needs, to avoid making changes now and accommodate the project team. The consequence is demotivation of the project team, as no one appears to have clear responsibility for getting decisions made to promote the outputs from the project team. 

				How often does this type of situation develop with projects? This is a constant risk associated with project work if the projects in an organisation are treated as something separate and disconnected with the normal day-to-day operations of the business. 

				How can this be corrected in the real world? The climate in which the projects are conducted has to be created with the active involvement of all the departments, some of which may initially think they have no part to play in the project. There are few projects in any organisation today that do not involve, influence or affect many or all departments. Managers of these departments and the senior management of the organisation cannot afford to risk ignoring the project activities that they consider do not affect them. They may not initially see any linkage between their activities and the project, or consider the project is a waste of valuable money and resource effort. Or the project may become the pawn in a political game as managers individually express open support, cynicism or opposition to the project to fit their own personal agendas.

				Defining success 

				Success is one of those words that conjure up a picture we paint in our minds. What sort of picture do you see for success? Is it huge financial gain, public recognition, promotion to senior management or just a great personal internalised feeling of achieving something you had initially determined was something to attain? 

				Your view of success 

				Exercise 

				Think about the projects you have either led as a project manager, in which you have been a team member or even those where you have been merely an uninvolved observer. Now try to put into words how you would describe a successful project: ‘My idea of a successful project is characterised by…’ 

				Comments 

				If we look in the dictionary for a definition of success we find it defined as ‘attainment of object, or of wealth, fame or position’ with synonyms such as victory, accomplishment, achievement, prosperity, attainment, fruition, winning. In a project environment this raises some questions: 

				
						Do any of these words appear in your description of the picture you have painted above? 

						For all those projects where you have some direct experience, how many fit your description? 

						Does the word ‘customer’ appear in your description of success? 

						Have you included some means of measuring a successful outcome? 

						Does your description include some measurement of time-related benefit? 

				

				Now ask some of your colleagues if their view is the same. Explore how their perception of success varies from your view. You will agree on some characteristics and differ on others because perceptions of success are driven by individual beliefs about what was expected as the outcomes from any project. If these expectations are not satisfied then the project is labelled as only a partial success. A partial success often becomes perceived as a failure just because some of these expectations were not satisfied. Ask some senior managers for their views on the same projects and discover if there is any variance with your view. 

				Success depends on who is measuring

				Clearly the perception of success is dependent on who has established some metrics and is then making the measurements. All projects characteristically feature some specific roles: 

				
						The customer – the ‘purchaser’ of the project outcomes or results. This individual may be internal or external to the organisation and represent the ‘end users’ of these outcomes. The customer may be viewed as the individual who demanded the project initially or became engaged or involved after the project was completed. There may be several customers with different needs leading to a range of requirements for the project. 

						The sponsor – the individual inside the organisation who has accountability for the project. The sponsor drives the project in the right direction to benefit the organisation. 

						The project manager – the individual who has the day-to-day responsibility for the project work and is charged with completing this work on time, to an agreed budgeted cost and quality. 

						The project team – the people who carry out all the tasks planned in the project schedule. 

						The resource managers – the departmental managers who have direct responsibility for the people you seek to engage in your project team to complete the project work. These team members may be part-time on your project, work on other projects concurrently or be dedicated full-time to your project for a fixed time period. 

				

				Each of these individuals separately or collectively in groups has different reasons for qualifying and defining success. Conversely they can usually very quickly give you an opinion on failure or advise you what will lead to failure. Just how each can contribute to success or failure is key to your management of the project. As we examine each of the key steps to achieving success we will take a look at the actions you can take to avoid failure and enable a successful outcome. 

				What are the perceived causes of failure?

				Many reasons are quoted for projects failing in organisations. Some of the more common reasons quoted, often in combination are given as: 

				
						Poor definition of objectives at the outset. 

						Inability to build a truly cross functional team. 

						Lack of understanding of team member availability and capacity to do the work. 

						Inadequate schedule management leading to schedule creep – elastic schedules. 

						Weak leadership. 

						Lack of senior management commitment. 

						Minimising complexity with consequent technical problems not resolved. 

						Inability to anticipate problems. 

						Poor planning and control – the feeling that planning is an unnatural act. 

						Too many uncontrolled changes with consequent scope creep. 

						Resistance to change. 

						Inadequate resources. 

						No effective communication process. 

						Assumed knowledge, skills and experience of team members. 

						Scope not clear or controlled as project progresses. 

						Confused roles and responsibilities – who does what when? 

						‘I’ll do it my way’ (great song because my part’s okay, but lousy management). 

						Titanic complex – ‘This project is sponsored by the MD and is unsinkable’ so no one is looking for icebergs! 

						Speed is only for Formula One racing junkies – we’ll take as long as it takes. 

						Over-optimism about time due to our innate ability to underestimate everything. 

						All projects here are runaway trains – once started they just keep on going. 

						We’ve done enough. Let’s declare victory and go home. 

						We didn’t even have to involve the customers – we just told them after we finished. 

						Success criteria? What are they? 

				

				Reduce the probability of failure 

				The watch for potential failure is a continuous activity that must be a responsibility of everyone involved not just the project manager. Risk management processes are an essential and integral part of project management and will help reduce the probability of failure. Creating the platinum version of the product or service is ambitious and often more complex. Of course the team are having fun, justifying their existence and sustaining their continued employment! 

				It is easy for the team to convince themselves that providing a feature rich product or service is obviously going to be seen by the customers as more beneficial eventually. In reality you continue to do this development with a high risk that a competitor will take the business well before your organisation, reducing your potential market share. Grabbing a competitor’s market share is never an easy path to follow. The reduction of the probability of failure must, therefore, take a wider view than just the internal activities of the team and their project work. 

				
				Watchpoint 

				Use the reasons for project failure as a list of things to avoid and create a checklist of actions you can take to turn potential failure into a high probability of success.
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				The climate for success

				In every organisation today there are always processes, services and products that need to be improved, modified or even introduced. Over the past decades businesses in all sectors have seen many techniques offered to help them achieve these changes to improve performance. Unfortunately the resulting enduring benefits these initiatives promised have not always been successful in sustaining and growing the business. 

				In many organisations the merest mention of the word ‘initiative’ creates an immediate adverse reaction in the staff: ‘Not another one!’ Senior management have frequently failed to recognise that their role does not end when the initiative is framed, written down and published. They will even commit huge sums of money to provide training and internal publicity and then believe that it will then just happen. Worse still, the senior management believe that because they have endorsed the initiative it is happening when in reality it has gone sadly wrong. When challenged they are unable to explain why the benefits did not accrue and will use excuses like: ‘It was the wrong time to do something like that in this organisation.’ The cost may run into millions every year and even result in closure and release of a complete workforce. 

				Why do initiatives appear to fail? 

				Some should never have started but are driven by what is fashionable in the prevailing business environment. Some are introduced by whim alone and no real study of the need and real analysis of the expected outcomes and benefits. 

				A large number fail to have any real impact because the organisation: 

				
						has no discipline in following processes demanded by the initiative or; 

						the new processes conflict with existing embedded processes; 

						does not understand how to introduce and control changes; 

						has not matured a ‘global’ approach to managing change; 

						has no shared clarity of strategy that drives decision-making processes. 

				

				Some definitions 

				Most initiatives have common features that provide the organisation with: 

				
						a unique opportunity to learn and acquire new skills and knowledge; 

						a way to improve performance of everyone involved (in the organisation); 

						an opportunity to create new and more effective working practices and habits; 

						a high profile way to initiate major new developments of products or services. 

				

				These elements are consistent with the characteristics of a project and more broadly consistent with project management concepts. Before taking this further let us introduce some important definitions.

				
				Definition 

				A project is a temporary endeavour to achieve some specific objectives in a defined time.


				Projects may vary considerably in size and duration, involving a small group of people or large numbers in different parts of the organisation, even working in different countries. It is usually unique in content and unlikely to be repeated again in exactly the same way. 

				
				Definition 

				Project management is a dynamic process that utilises the appropriate resources of the organisation in a controlled and structured manner to achieve some clearly defined objectives identified as strategic needs. It is always conducted within a defined set of constraints. 


				The way forward now being adopted by many organisations is to use project management to manage change. Since projects are about change – creating something or a state we need but do not have, then it seems the natural management process to adopt. 

				In many situations we see the need for more than one project to achieve the final outcome desired. It is often convenient to divide the work involved into a collection or ‘suite’ of projects across an organisation, particularly where different national cultures may have an influence or functional requirements make implementation relatively easier to accomplish. Additionally some projects in the suite may take longer than others and spread over more than one fiscal year. For these and numerous other reasons we introduce the concept of programmes. 

				
				Definition

				A programme is a collection of inter-dependent projects, managed in a coordinated manner that together will provide the desired outcomes. Programmes are usually phased, with target end dates of the initial phases well defined and committed. Subsequent phases are defined as the initial phase approaches completion, enabling new related projects to be initiated.


				If there is more than one project involved or several related together with phasing over a period of time then we use programme management to manage and control the change process.

				
				 Definition 

				Programme management is the utilisation of project management and its inherent processes to manage a collection of closely inter-dependent projects in a controlled and structured manner to achieve some clearly defined objectives identified as strategic needs. 


				The processes employed for programmes and projects are similar. Neither addresses the key issue of what the organisation is striving to achieve in strategic terms. To solve this issue we need to introduce the concept of portfolio management to relate the initiatives to the organisation strategy. 

				
				Definition 

				Portfolio management is concerned with managing all active programmes and projects along with future opportunities to ensure the resources of the organisation are deployed in the most effective manner to achieve strategic objectives.


				Portfolio management is an important process in seeking success with all our programmes and projects. This is not intended to suggest that programmes or projects are only the company-wide initiatives. The majority of such activities are much more focused on supporting the development and growth of the business with new services, products or systems to serve the marketplace. All of these represent a change from the prevailing situation and are identified as a need for business growth. 

				Generally we will address projects in this book although much of the content applies equally to programmes, since these are really just much larger projects with some additional characteristics. 

				Projects – are they just an accident?

				Project management has been called the ‘accidental profession’. One of the most common ways to drop into the role is to identify a significant problem or business opportunity and then be told to pull a project team together to deal with the problem or opportunity. You then find that this is really a way of keeping you well overloaded with work. If you are successful you hand the manager who gave you the role initially an opportunity of demonstrating their ability to predict business or customer needs and gain kudos for their forward vision and justify their position. If the ‘project’ fails the consequence is never mentioned again and life in your department continues as before. The project is managed as a departmental activity hidden from any organisational visibility. 

				A common misconception 

				The idea for the project will almost certainly be created from your knowledge and experience of the organisation, customer base or marketplace. This ‘technical’ knowledge is often considered as the perfect qualification for leading a project team to a successful outcome. You are the ‘technical expert’ and any subsequent success or failure is attached to you. It is also commonly believed that as the expert you can manage the work of the project in the same way as normal day-to-day activities and will take the same amount of time. Assumptions create false expectations of cost and time to complete that can rarely be satisfied in practice. 

				What influences the climate? 

				The climate in an organisation at any time is influenced by several integrated elements including: 

				
						the organisational culture; 

						the organisational structure; 

						the business strategy.

				

				Each has a significant impact on whether the climate is appropriate for project success. 

				What’s the current climate? 

				The projects are conducted within the prevailing climate in your organisation. Perhaps this climate is: 

				
						stormy and riddled with conflict; 

						continually subject to reactive activities due to systems failures; 

						subject to outside influences not identified as possible happenings; 

						focused totally on today and never considering tomorrow. 

				

				If this is the case, then for much of the time the organisation will strive to overcome the conditions that prevail in which everyone tries to get their job done to the best of their ability. People are left operating in a climate of many unknowns, trying to resolve conflicts with no analysis of the future, no risk analysis and no forecast of what problems will hit them tomorrow. Senior managers are continually reacting and fire-fighting, not looking ahead to business development. Project work comes to a halt as team members are continually reassigned or overloaded with operational and fire-fighting activities. The climate for project work to succeed does not exist in such a culture. 

				It is essential for senior managers to create and work continually to sustain the climate for success. As project manager you are more likely to be remembered for your failures rather than your successes so you have a key role to play in supporting and maintaining the climate for success. 

				Organisational culture and structure 

				The prevailing culture of an organisation is often quoted as the reason why things do not happen as planned or intended. The concept of culture is difficult to define or explain precisely and little consensus exists on its meaning or relationship with the climate in the organisation. 

				A common and simple way of defining culture is ‘how things get done round here’. It generally identifies what is ‘acceptable and not acceptable’ and what behaviours are encouraged and discouraged. Most attempts to open this definition to analysis focus on: 

				the collection of traditions, values, policies, beliefs and attitudes that constitute a pervasive context for everything we do in an organisation. 

				So we can expect culture to be influenced by the system of rites, rituals, patterns of communication and expected behaviours that are acceptable. 

				For example, a senior manager who says ‘do not tell me about the risks in your project, that is negative thinking’ is creating a belief and pattern of behaviour denying that any risk could possibly interfere with the integrity of your project. You are then expected to ensure you mitigate all risks, whether foreseen or unforeseen, and avoid any issues ever occurring. This is avoiding the reality that creating change or something new is not a fully controlled process. 

				Management has a significant influence on culture through its style of leadership and the staff acceptance of the climate created. This affects the environment in which the organisation operates with a quick response and adaptation to change when it is required. 

				The organisation structure 

				Many organisations are still structured formally into a hierarchy (Figure 2.1). This is easy to comprehend and manage and creates a straightforward management structure that allows career progression, delegation of authority and clear demarcation of responsibilities based on skills and function. This type of structure has evolved as ‘best practice’ and supports a manufacturing or service-oriented organisation where each function has a part to play that is well defined. 

				Introduce the project into this structure and difficulties immediately appear. If a change of activity or project is confined to one vertical leg or functional area the principal issues to resolve are resource availability and time management. As soon as a project team is required that demands resources from different functions then problems occur. 

				[image: ]

				Figure 2.1A hierarchical structure

				Communication channels, accountability, decision making and reporting systems are designed to work vertically in the structure but frequently meet serious barriers across the organisation.

				Projects can and do succeed ‘in spite of the organisation structure’ when the project leader is strongly committed to breaking down the numerous cross-functional barriers. This takes considerable effort that could be better expended on the project work. 

				
				Watchpoint 

				Collaborative working across the whole structure is a key to project success, as is recognition that assigning an individual to a project team is a dedicated assignment for the whole project. 


				This creates a weak matrix structure (shown in Figure 2.2) for projects that has some formality and acceptance by the management. The resulting cross-functional team have the benefit of effective utilisation of the total available resources between the functional work and the projects the organisation needs to complete. The projects initiated in the organisation create a virtual structure alongside the hierarchy that holds all the resources. Dedicated resources are clearly identified with their temporary reassignment. This structure introduces the need for new custom designed systems of performance management and financial control but with care these can be managed. 

				[image: ]

				Figure 2.2A project-based matrix structure

				The cross-functional team

				This is a diverse team composed of people from different functions who may know and like each other, or who may be enemies, or who may simply be complete strangers. This leads to a new culture that, with a broader view says: ‘We’re all in this together’. Success is team success and rewards are team rewards. If the project fails the team members share the blame. The essence of a team is common commitment. Without it, groups perform as individuals but with it, they become a powerful unit of collective performance. The cross-functional team has specific advantages that allow organisations to:

				
						reduce the time for product development;

						improve ability to solve complex problems;

						focus resources on satisfying customer needs;

						develop new technical and professional skills;

						promote more effective intra- and inter-teamwork.

				

				To accrue these benefits each member of a cross-functional team must focus on three essential elements to be effective:

				
						Being an effective team player.

						Being an effective team.

						Building effective inter-team relationships.

				

				Being an effective team player

				A team is a collection of individuals and what each brings to the team can make the difference between success and failure. Each team member is selected to contribute specific skills, knowledge and experience essential to achieving the project objectives. When each team player lives up to their potential the team have a high probability of success. When one or more of the team players do not fulfil their obligations and responsibilities the team’s chances of success are severely damaged. Success requires that the team players give maximum contributions and this demands that senior management ensure they are given:

				
						additional skills required, encouragement and support;

						the environment to identify individual strengths and weaknesses;

						opportunities to develop plans to increase their effectiveness.

				

				Being an effective team

				When a group of individuals come together, something happens regardless of their previous relationships. The interaction, dynamics and leadership all combine to create a sum greater than the individual parts. For the team to be really effective it is essential to examine the team dimensions and by asking questions:

				
						Does the leader have the necessary team management skills?

						Is the authority clear and consistent with the team’s responsibilities?

						Do the team have and understand the project objectives?

						Do the team members participate in key team decisions?

						Are the team members clear about their role and responsibilities?

						Do the team give high priority to developing relationships with project key stakeholders?

						Are team meetings well planned and executed?

						Do management actively support the team?

						Are customer representatives included in the team?

						Are differences and conflict resolved openly in the team?

						Are the team’s primary focus on satisfying key stakeholders and customer needs?

				

				With the answers to these questions the team can then work to:

				
						identify the team strengths and develop plans to build on them;

						develop improvement opportunities and the derive action plans to implement.

				

				Building effective inter-team relationships

				A cross-functional team do not operate in isolation but in a collection of other teams and key stakeholders in the organisation. Boundary management of stakeholders is a critical key element for success. The team must develop strong relationships with senior management, functional department managers, key support groups, customer(s) and suppliers to ensure they have effective collaboration. It can not be assumed that others in the organisation are interested or care about their work and in practice may even work against them. This is examined in more detail in Chapter 6.

				Obstacles to team success

				Project success is totally dependent on team success and inevitably barriers will emerge:

				
						Limitations of team leadership
				Leadership of a cross-functional team is more difficult. Does the leader have the broad technical knowledge to understand the ‘big picture’ and the contributions of the team members? Does the leader have the process skills to manage the team members who have had little experience working together or have had some negative experiences in working together in this or other teams? It is easy for the project manager to focus on project processes and technical progress and avoid dealing with team problems such as ineffective meetings, resolving conflicts, involving everyone in team decisions and effectively using all the team members’ skills, either because they feel threatened or have not bothered to get to know and understand their team members.


						Uncertain team authority
				Probably the most common problems for cross-functional teams. To be effective the team must have the authority to make and take decisions and then implement them. Often teams are unclear just what authority they have, leading to confusion that results in a lack of consistency. With good team commitment an effective project manager will overcome this obstacle by assuming they have requisite authority, engage with key stakeholders and proceed accordingly in the interests of the project. A team with clear authority feel empowered and will demonstrate strong commitment, clear focus and a desire to succeed.


						Ambiguous or unclear objectives and goals
				Many project teams suffer from a lack of clear vision of where they are going or want to accomplish. Short term planning tools, action plans and project processes exist and team members are often clear about their respective piece of the project. They frequently have no real sense how their effort fits in to the whole project and worse still sometimes show little interest. The outcome is to adopt a position of ‘well I got my work done on time’. Cross-functional teams bring together a team of people each with their own goals and performance objectives… it is critical for team goals to be established by the whole team collectively to ensure understanding, acceptance, and commitment, and then to have regular reviews conducted.


						Managing the boundaries
				Have the team identified the key stakeholders? Remember that identification and creating a list and saying ‘we’ve done it!’ is not enough. Chapter 6 is dedicated to the whole process of identifying and managing the project stakeholders. It is the most critical element for project success. Failure to pay serous attention to this aspect of teamwork will guarantee project failure, and blaming senior management for their lack of support or understanding is never a valid excuse – project failure means team failure.


						Performance appraisal
				It is common knowledge that team members of cross-functional teams often feel their work on the project is not seriously evaluated in their performance reviews. Their functional manager must still assess their performance, but what happens when that team member spends more than 50 per cent of their time working in the project team with another team leader? If their work in the cross-functional team is only a passing mention at the appraisal meeting, the team member feels aggrieved and de-motivated. Similarly, the project manager leading the cross-functional team may take the view that their team members do not really work for them. They are seen as just transient members for as long as their project work continues, so their functional manager is responsible for the performance appraisal. It is essential for the cross-functional team leader to appraise performance of each team member on their work on the project and report this back to the respective functional manager. This ensures a fair system of reward and recognition can operate.


						Team dynamics
				A common barrier to success is the failure of the cross-functional team to work well together with minimum conflict. A functional team develop their own culture and style that leads to effective inter-personal relationships and each functional team will be different. When a group of people are taken into a cross-functional team each member brings their ingrained work style, practices and other baggage from their ‘owning department’. Unfortunately group and team dynamics are low on the training list so the project manager must ensure everyone is willing to openly discuss professional, technical and personal differences and work to a resolution. A successful project team is readily recognised as one where the leader maintains an ‘open door policy,’ gives time to understanding each team member and their needs, works to avoid conflict by developing good team relationships and acts promptly when problems surface.


						Lack of management support
				No team can achieve much without management support and especially the cross-functional team which is highly dependent on active senior management and functional management support. This is the real ‘killer’ barrier because if these key stakeholders do not work with, cooperate or even worse, sabotage the project team’s efforts then failure is a certainty. The senior management attitude and approach to team work is key to effective team working, without which the business faces huge difficulties and potential collapse.


				

				Creating successful cross-functional teams

				It is fundamental to creating a successful business strategy that senior managers acknowledge the critical role of effective cross-functional teams. It is not enough to group people together, call them a team, provide some quick training and then expect rapid results. The senior management must be seen to act and behave as a successful cross-functional team and then provide and encourage active support at all levels of the organisation. They must ensure the performance appraisal process and the rewards and recognition system relate to business vision and objectives and recognise that the cross-functional team are a critical vehicle to implement the business strategy.

				
				Watchpoint

				A successful team-based organisation is one where senior management is fully committed to eliminating inter-team barriers, competition for resources and avoiding individual recognition, providing a performance measurement system that promotes interdependent achievement with individual accountability.


				The business strategy 

				It is important to understand clearly why any project is initiated and establish a defined process to focus on the reasons and purpose. The link here is the business strategy of the organisation. 

				Although the vision of the senior management team is not always obvious or clearly stated, there is always a fundamental direction that the business is striving to sustain. This drives the strategy that normally can be simplified down to three elements (Figure 2.3): 

				[image: ]

				Figure 2.3How strategy and projects are related

				
						sustaining existing activities for incremental growth and benefit creation; 

						maintaining a focus on initiated projects to gain additional benefits; 

						identifying new projects that will provide further additional benefits. 

				

				If projects are undertaken that do not align with the business strategy then there is a risk that valuable resources and funds are being used to create something the business does not need. Additionally, there is a hidden lost opportunity cost because those resources and funds are not being applied to something the business does need. 

				Programme management is the basis of managing the complete portfolio. The concept of programme in this context is a collection of related projects that work together to provide benefits over a period of time. This does not preclude the use of independent projects that also form part of the total portfolio. Generally, programme management is concerned with overall strategic objectives and is very suited to enabling the management of the impact and benefits from a number of projects. 

				Clearly the essential starting point is the business strategy. Any new programme or project should not be initiated without first testing that it fits the existing strategy or justifies, in special circumstances, a change to the strategy. If the proposed programme or project does not fit and support the strategy the question must be asked – ‘Why are we attempting to do this?’ It is remarkable how managers will justify the strategic fit by clever use of semantics, particularly as strategies are frequently fairly broad statements in their own right. Strategic fit alone does not guarantee success, it merely serves to ensure we are doing the right thing and not doing something that has no alignment to business needs. 

				The operating climate for success 

				Although culture, formal structure, and business strategy provide important contributions towards the prevailing climate, the cement that holds everything together is the operating infrastructure. This is what enables good decisions to be made and ensure focus for all the activities and projects is directed towards satisfying the needs and objectives of the business strategy. 

				Creating this infrastructure ensures all the key players in the organisation project environment have clearly defined roles and responsibilities. A balanced, holistic view of the business must be taken to ensure all the resources available are effectively utilised to grow and develop the business. This transcends the more parochial view often supported by the hierarchical structure. Decisions can only be effective if they are based on real and accurate information. This creates the need for supporting systems to collect data to enable management to make informed decisions rather than rely on inspired guesswork. The selection and continuation of all project activities is costly, consuming resources, and must be based on informed decisions. 

				The operating climate is constructed from many contributing activities from the culture, organisational infrastructure and strategy, but we can collect these into some key activities that make a significant impact on achieving success with all the projects. All these activities provide input to the core activity – effective decision processing (Figure 2.4). 

				[image: ]

				Figure 2.4The operating climate for success – key activities

				Decisions on projects should be made by senior management based on informed judgement that is trusted, respected and supported across the organisation. It is essential to avoid conflicting decisions, duplication of effort and allowing projects that should be suspended or cancelled to continue like ‘runaway trains’. 

				The key activities

				Alignment with business strategy 

				Projects and programmes are selected only if they support achieving the business strategy and contribute to business growth. A carefully constructed business case is an essential document supporting the decision. 

				Resource management 

				Resource needs of existing commitments must be visible and known and the available capacity to take on more work in new projects needs to be clear to everyone. If resource planning is not practised you do not know if you have sufficient resource capacity to complete what has already started, let alone start new projects. 

				Financial management 

				Adequate funding must be available to satisfy the budget of all active projects. If you do not know what it will cost, the business cannot adequately plan cash flow and make provision for future project needs, which may lead to suspended or cancelled projects. 

				Portfolio management 

				Maintaining a visible, authorised list of active projects and those waiting to start is essential to inform everyone of priorities and relative importance of those on the list. Without this listing interdependencies are not clear and the authorised projects are not visible to the whole organisation. Timescale and completion targets need to be agreed to meet the business and/or customer needs and plan the effective deployment of resources. 

				Forward planning 

				The selection of projects requires the organisation to plan ahead using adequate intelligence gathered from the marketplace and customers. This avoids biased decisions, lack of focus on critical areas of potential business growth and lost opportunities. 

				Defined roles and responsibilities – the key players 

				For your project to achieve a successful outcome you need to identify the principal roles of all the key players in the business and their responsibilities both for operating and project activities and how they will work together – the infrastructure. This avoids confusion and clarifies where authority exists to make decisions and avoid unnecessary slippage and delays in projects. 

				For every project, apart from the originator of the idea or opportunity, we need: 

				
						someone who needs the benefits – the company senior management; 

						someone who wants to use, influence or is affected by the outcomes – the customer, the stakeholders; 

						someone who is accountable for achieving the benefits – the sponsor; 

						someone who is accountable for the project work – the project manager; 

						someone who is responsible for the project work – the project team; 

						someone who commits to provide the resources – line managers. 

				

				Together this whole group creates an infrastructure that is overlaid on the functional hierarchy, and their behaviour collectively can determine the degree of success that is achievable with all the projects. The relationships are shown in Figure 2.5. 

				[image: ]

				Figure 2.5Infrastructure for projects

				
				Watchpoint 

				The relationships in a project environment can only lead to success when there is a clear definition of ownership at each level in the organisation with clearly defined roles and responsibilities. 


				A new term has appeared in this chapter – the stakeholders. These are the people who have a specific and clearly definable interest in your project – a stake in gambling terms! We cannot ignore anyone who wants to use, influence or is affected by the outcomes – these are the customer(s) and the stakeholders. They are an important group of people and Chapter 6 is devoted to the management of this group. 

				Programme steering team (PST) 

				This group, made up of senior managers who are the project sponsors, meets at regular intervals to review the status of all active projects. The PST is essential, particularly for projects that cross-functional boundaries, to ensure decisions are made collaboratively, carried out effectively and sponsors accept their role and responsibilities. The PST selects and initiates new projects, resolves major issues and decides the prioritisation of project activity in the organisation. Responsibilities include:

				
						management of the total portfolio of projects; 

						ensuring projects are aligned to business strategy and objectives; 

						giving strategic direction taking forward plans into account; 

						maintaining focus on customer and balancing business needs; 

						ensuring environmental influences are taken into account (internal and external); 

						prioritising all active projects and their resource needs; 

						resolving escalated issues related to cross-functional working; 

						ultimate decision forum for all major problems and issues; 

						approving start-up, suspension and cancellation decisions on projects. 

				

				If teamwork at senior levels in the organisation is poor, the PST is ineffective because it appears to have a low added value to the projects that are active. This is frequently because the sponsors do not openly accept their role or responsibilities. 

				Project sponsor 

				The project sponsor for any project, usually a senior manager, is accountable (to the PST) for the overall performance of their projects to provide the organisation with the benefits promised in the approved business case. The sponsor must openly commit to the role and demonstrate a concern for success. Responsibilities include: 

				
						ensuring project objectives are always aligned to business needs; 

						selecting the project manager; 

						approving the project definition; 

						sustaining the project direction; 

						ensuring priorities are maintained for all their projects; 

						oversight management and control of the project process, procedures and budget; 

						reacting promptly with decisions on escalated issues; 

						demonstrating support to the project manager and team; 

						approving project plans, changes and status reports. 

				

				Since this is a role with accountability, it cannot be divided up and there can only be one sponsor for each project. Do not confuse with a line management role; the sponsor does not own all the resources, but must commit to giving adequate time to these responsibilities.

				The project manager 

				The project manager is accountable to the sponsor for the day-to-day management of the project work from the initial kick-off through to closure. Responsibilities include: 

				
						selecting the core team with the project sponsor; 

						identifying and managing the project stakeholders; 

						defining the project and securing stakeholder approval; 

						planning the project and securing stakeholder approval; 

						identifying and managing the risks; 

						controlling changes and updating the business case; 

						securing resource commitments and allocating resources to the work; 

						monitoring and tracking project progress; 

						solving the problems that interfere with progress; 

						controlling costs; 

						leading the project team; 

						informing stakeholders of progress status; 

						delivering the project deliverables and benefits; 

						managing the performance of everyone involved with the project. 

				

				The project team 

				The team members are responsible for the timely completion of all the work set out in the plan and schedule. Any individual team member may be accountable for a package of the work when delegated authority by the project manager, eg as leader of a sub-project team. 

				There are two types of team member: 

				
						the core team member – who remains part of the team right through the project and is often, or preferably, dedicated to the role full time or for a significant part of their capacity (ie >60%); 

						the extended team member – who joins the team for a limited period of time just when their skills and knowledge are needed and may have no further involvement later in the project. Extended team members usually, but not always, work under the close direction of a core team member. 

				

				Responsibilities of the core team member include: 

				
						accepting and committing to the team role; 

						liaising and working with other team members to get their work done; 

						contributing to the project documentation; 

						participating in planning and risk management; 

						monitoring and managing progress of their assigned work packages; 

						resolving issues or escalating them to the project manager; 

						participating in problem solving; 

						identifying potential risks, issues, opportunities; 

						supporting and assisting other team members when appropriate. 

				

				Similar responsibilities exist for the extended team members and it is important for you to ensure that all team members accept these responsibilities from the outset. All team members must know to whom they report and in large complex projects this is often a source of confusion. If it helps, provide an organisation chart for the project and clearly define any authority you delegate to a core team member. 

				Influence of organisational culture 

				Behaviour is strongly influenced by the perceptions people have of the internal climate. Acceptance or otherwise of the existing culture has a significant impact on climate. The key elements in the climate that impact on your ability to achieve success with your project also include some less obvious cultural influences: 

				
						morale; 

						mutual trust, support and respect for decisions; openness and integrity – avoiding confrontation; 

						risk taking and optimism – recognition of risks and sharing in success; 

						freedom of action – through accountability, pride and participation in decision making; 

						commitment – a sense of belonging, avoiding confusion with clear responsibilities; 

						collaboration – shared beliefs, teamwork and mutual assistance, minimising stress; 

						training – opportunities to learn both on and off the job. 

				

				Paying specific attention to these influences is important for you. It is not enough to blame the management if the climate is going wrong. Perceptions of the climate are always stronger in the staff than among the management. This is not to suggest you are the standard-bearer for the whole organisation, but you can work with your team to ensure each influence is given adequate attention. 

				
				Watchpoint 

				You must create the appropriate climate to enable you and your team to achieve success in your project. It is perhaps valid to note that all these influences are also considered as key to effective leadership, which indicates how closely climate and leadership are related. 
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