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Lori Maeshiro – WSP
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Panelists Top Three and Survey Results Summarized: 
· Effective executive sponsorship


(Integration, People)
· User involvement and ownership


(People)
· Clear vision, strong business case


(Integration, People)
· Actively manage scope, schedule, budget

(Scope, Schedule, Cost)
· Flexibility to learn and adapt



(Quality, Integration)
· Strong project management environment

(All)
· Proactive risk management



(Risk)
· Open communications




(Communications)
· Win-Win vendor relationship



(Procurement)
Project Management Institute’s Nine Knowledge Areas:
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Panelists Top Strategies for Successful Projects

Lisa Gifford, CEO, Alliance Enterprises

Start with an Envisioning Phase that establishes a trust relationship with sponsors, project managers, and team members.  
Tangible Outcomes of the Envisioning Phase:
· Establish a common vision, scope and understanding of the risks within the agency, stakeholders, steering committee, team members, and with Alliance.  
Make sure everyone is on the same sheet of music.  As a result this helps drive decisions for the rest of the project.
· Establish a project management approach including: communications plan, meeting schedules, deliverable review/acceptance process, risk management plan and change control process.  
Who’s on first ...  As a result nothing gets overlooked.
· Assist the agency to form a project team.  This includes all roles needed throughout the project: Adaptation (our form of design), Development, Education, Testing, Steering Committee/Management, and a Coordination Team.  Ensure that all job functions and geographic locations are represented and there are backup persons for each team lead position.  
Facilitate extensive end user involvement.  As a result all perspectives are represented.
Intangible Outcomes of the Envisioning Phase:
· Get to know our customer agency’s organizational dynamics.  For example, how does agency staff communicate, make decisions, and adapt to change?  What are the internal reputations of the project team members?  Are the sponsors really involved?  Have key staff members worked together before?  What personalities are involved and how can we emphasize the strengths and minimize weaknesses?  
Who’s who and what do they care about?  As a result Alliance project managers can adjust to better meet the needs of the agency.
· Help the agency embrace an implementation approach based on sound principles. We stress: dividing a project into smaller manageable chunks, over communicating, including significant involvement from end users and sponsors, talking openly about risks, and realizing that the plan will change as the project goes on.
Establish project givens.  As a result resources, schedules and budgets are better managed.
Bill Kehoe, Chief Information Officer, Department of Licensing

Feasibility Study:   

A project that has developed a feasibility study and cost benefit analysis is in a better position to be successful because the scope and benefits of the project can be defined and agreed to before the project begins.  Key business and technical issues can be uncovered and a realistic project time frame can be developed and communicated with key stakeholders. 

Well Documented and Communicated Legislative Funding Request:   

The request for funding needs to be well written and communicated with the legislative staff and members of the committee that are responsible for funding the request.  If the staff and members do not understand the problem that needs to be corrected, the savings that the request can generate, and the urgency around the request they are more apt to not fund the request; or worse, partially fund the request leaving the project without sufficient funds. 

Well established executive sponsorship and key project roles and responsibilities:  Successful executive sponsorship drives the priority of a project throughout the agency so that resources are appropriately assigned and the project can stay on schedule.  Key partnerships and relationships between internal business, external stakeholders, and Information Technology are established. 
Frank Westrum, Chief Information Officer, Department of Health

Executive Sponsor And Stakeholder/End User Support And Buy-In:  

A project must have a sponsor that will be the executive spokesperson and carry forward and defend the project ideals, goals and activities to all players during difficult times in the project as well as during the good.  In a like manner, the end users must initially want the project, must remain fully engaged during the project, and must continue to want the new application even when they are asked to assist in the extra work of business area analysis and use case development.  In long term projects, if users stop wanting the product before the product can be deployed, you are headed for the ISB.  A well prepared and followed communications plan is important to assure this critical factor is achieved. 

Secured Funding Source With At Least A 25% Contingency Balance:
The projects DOH is most often involved with have grant funding or other sources or funding (fees) already identified.  It is vital that the funding sources be secure and have the needed contingency funds for the inevitable change orders and other unplanned expenses.  Funding shortage during a project drives decisions that result in a less desirable product and end user unhappiness.  If you can’t pay for a quality product, you are headed for a failure. 

Fully Defined Scope That Is Locked, Or Controlled Via A Tightly Managed Change Control Methodology:

Scope creep, scope run, or scope explosion can all ruin your day.  Scope must be tightly controlled to avoid escalating expectations from users and other stakeholders. If expectations exceed your ability to deliver, everyone will be disappointed.  Define and lock down scope very early in the project, hold scope firm, and let requests for additional functionality be handled as enhancements after an initial deployment.  Failure to control scope can doom an otherwise well planned project. 

Clark Palmer, Deputy Commander, Electronic Services, Washington State Patrol

Well Defined Project Scope With Associated Success Criteria:  
A scope that is understood by team members, stakeholders and sponsors is critical to a project’s success.  Associated with a well defined project scope are success criteria.  What criteria exist that must be met in order for sponsors, team members, and stakeholders to walk away at project completion agreeing that the project was a ‘success’.  These criteria generally include key business drivers and key functional requirements in addition to less tangible outcomes such as user buy-in.  “If we don’t know where we are going, how will we know when we get there?”

An Accepted Change Management Plan With An Associated Communication Plan:  
These are generally two separate project documents.  However, a linkage should be developed to ensure that project changes are communicated to appropriate parties.  “Change happens” in our real-life projects.  Time needs to be taken to ensure legislative members, staff, sponsors, stakeholders, team members, etc. have agreed to how the change process will occur and who needs to involved.  Change management is critical to guiding a project from the conceptual stage through to completion.  If a communication plan does not specifically include change management, the result will include key parties feeling alienated.

Executive Sponsorship And Support: 
If the project lacks sponsorship and support, the project will be in trouble from conception.  Typically project managers do not control the resources required to complete all of the work on the project.  The project manager must work with functional managers to solicit resources, including staff.  If the executive support does not exist, the project manager will lack leverage to employ those resources in an efficient manner.  Projects, by definition, cause change.  Organizations typically resist change.  A project will require executive support to affect change.

Jim Albert, Deputy Director, Department of Information Services

#1 Establish the Culture:
Projects are most likely to succeed in an organization that has committed to a Project Management methodology and established an organizational culture that embraces it as a professional discipline.  

I recommend establishing a Project Office with a Project Office Manager.  I also recommend that a direct link between project resourcing (FTEs and $$$’s) and the methodology’s execution be established.  This means money and people are not cut loose on project execution until the PM artifacts are produced and authorized.  Establishing a training program that fosters Project Methodology development and organizational buy-in is very important.  Most of all, I encourage organizations to adopt the ISB Guideline of the Project Management Framework as their project management ‘baseline’.  

#2 Setup is Critical:
Most projects succeed or fail before they ever formally start.  

Aggressively kibitzing, lobbying, shopping, discussing, or otherwise communicating with project stakeholders prior to formally launching a project to surface concerns, build support, define scope, recognize & address likely issues, identify potential problem areas and mitigate risks is time well spent.  

It is my opinion that hiring and project staffing decisions are the single most important set of decisions that you will make for a project. 

#3 Have a Clear Target:
In my experience, projects get in trouble when there isn’t:

· A clear and well defined business problem to be solved. 

· A clear and well defined set of people who are highly motivated to solve the problem.

· A clear and well defined set of goals that directly contribute to the problem’s solution.

· A clear and well defined set of SMART (Specific, Measurable, Achievable, Realistic, a Time-bound) objectives that advance the established goals.

· A clear and well defined set of deliverables that are tangible manifestations that the objectives have been met.
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