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Get project brief from sponsor

SYMBOL 113 \f "Wingdings" \s 10 \h
Be clear who the key sponsors are.  Who will be judging the success of the project?  How will the success be judged?Why is this project needed?

Carry out preliminary research

SYMBOL 113 \f "Wingdings" \s 10 \h
Look for information on previous similar projects

SYMBOL 113 \f "Wingdings" \s 10 \h
Talk to people who were involved

SYMBOL 113 \f "Wingdings" \s 10 \h
Talk to the end users if possible

SYMBOL 113 \f "Wingdings" \s 10 \h
Identify what the major challenges will be

Write down the project aim, scope and key objectives (project outline)

SYMBOL 113 \f "Wingdings" \s 10 \h
Keep it brief and to the point!

SYMBOL 113 \f "Wingdings" \s 10 \h
Include what the scope won't include as well

SYMBOL 113 \f "Wingdings" \s 10 \h
Check it out! (sponsors, managers, experts, users?)

SYMBOL 113 \f "Wingdings" \s 10 \h
Be prepared to challenge what you are being told

SYMBOL 113 \f "Wingdings" \s 10 \h
Conduct a stakeholder analysis

Decide what organisation structure is needed for the project

SYMBOL 113 \f "Wingdings" \s 10 \h
Consider project team, sub teams, steering, communications, third parties

SYMBOL 113 \f "Wingdings" \s 10 \h
Does this project relate to any others?

Decide on appropriate team

SYMBOL 113 \f "Wingdings" \s 10 \h
Consider work areas that will need to be covered; Use a picture of the company structure.

SYMBOL 113 \f "Wingdings" \s 10 \h
Include project leaders to ensure good communications if necessary

SYMBOL 113 \f "Wingdings" \s 10 \h
Consider skills needed (soft and hard)

SYMBOL 113 \f "Wingdings" \s 10 \h
Ensure that all those affected by the project are represented on the team

Circulate project outline to Line Managers

SYMBOL 113 \f "Wingdings" \s 10 \h
Ideally, circulate the outline a few days before meeting with the Line Manager

SYMBOL 113 \f "Wingdings" \s 10 \h
Be careful not to waste days!  You're probably on the critical path already!

Meet with Line Managers to agree project representatives

SYMBOL 113 \f "Wingdings" \s 10 \h
Get the best people you can

SYMBOL 113 \f "Wingdings" \s 10 \h
Be clear on what areas you need the project leader to cover

SYMBOL 113 \f "Wingdings" \s 10 \h
Agree amount of resource required and for how long

SYMBOL 113 \f "Wingdings" \s 10 \h
Agree how the project leader will be supported

SYMBOL 113 \f "Wingdings" \s 10 \h
Agree who will deputise in the project leaders absence

Brief team members individually

SYMBOL 113 \f "Wingdings" \s 10 \h
Give them a copy of the project outline

SYMBOL 113 \f "Wingdings" \s 10 \h
Help them understand how they fit in to the project organisation

SYMBOL 113 \f "Wingdings" \s 10 \h
This is your opportunity to set the culture for the project

SYMBOL 113 \f "Wingdings" \s 10 \h
Check for obstacles that will diminish commitment

SYMBOL 113 \f "Wingdings" \s 10 \h
Make it clear what you expect from them

SYMBOL 113 \f "Wingdings" \s 10 \h
Make sure they understand why the project is needed

Book the first 'kick-off' team meeting

SYMBOL 113 \f "Wingdings" \s 10 \h
Make sure the venue is suitable

SYMBOL 113 \f "Wingdings" \s 10 \h
Invite sponsor to 'sell' the project to the team

SYMBOL 113 \f "Wingdings" \s 10 \h
Consider holding a whole or half day off site;  It may be possible to define the project by holding a couple of half day sessions a few days apart.

Prepare for the first team meeting

SYMBOL 113 \f "Wingdings" \s 10 \h
Write down the meeting objectives

SYMBOL 113 \f "Wingdings" \s 10 \h
Prepare the agenda (Time and date of meeting; Venue; Timetable for the meeting)

SYMBOL 113 \f "Wingdings" \s 10 \h
Make sure that the agenda isn't ambiguous!

SYMBOL 113 \f "Wingdings" \s 10 \h
Don't be over ambitious!

SYMBOL 113 \f "Wingdings" \s 10 \h
Circulate the agenda 2 to 5 days in advance of the meeting

SYMBOL 113 \f "Wingdings" \s 10 \h
Check with attendees the day before the meeting that they are able to attend and they understand what is to be covered

SYMBOL 113 \f "Wingdings" \s 10 \h
Decide who the deputy Project Manager should be - and agree it with them!

Hold first meeting

SYMBOL 113 \f "Wingdings" \s 10 \h
Set the standard for time-keeping!

SYMBOL 113 \f "Wingdings" \s 10 \h
Use the session to 'build the team'

SYMBOL 113 \f "Wingdings" \s 10 \h
Ensure team members are introduced;  Get them to introduce themselves;  Help them get to know each other

SYMBOL 113 \f "Wingdings" \s 10 \h
Consider either using a flip chart as an ongoing record of actions, or alternatively, use a minutes pro-forma sheet which can be filled in during the meeting and photocopied afterwards.

SYMBOL 113 \f "Wingdings" \s 10 \h
If it's a large project, bring a secretary in as part of the team.

SYMBOL 113 \f "Wingdings" \s 10 \h
Decide who needs to be kept informed of the projects progress.

Develop the 'project' objectives

SYMBOL 113 \f "Wingdings" \s 10 \h
Clarify what the Critical Success Areas are

SYMBOL 113 \f "Wingdings" \s 10 \h
Prioritise them

SYMBOL 113 \f "Wingdings" \s 10 \h
Discuss and agree the objectives  (get as much value from the discussion as you can)

SYMBOL 113 \f "Wingdings" \s 10 \h
Check that the objectives are measurable and achievable

SYMBOL 113 \f "Wingdings" \s 10 \h
Write them down!

Develop the 'product' or ‘process’ or ‘service’ objectives

SYMBOL 113 \f "Wingdings" \s 10 \h
Again identify what the Critical Success Areas are

SYMBOL 113 \f "Wingdings" \s 10 \h
Consider the values to the user(s)

SYMBOL 113 \f "Wingdings" \s 10 \h
Prioritise them

SYMBOL 113 \f "Wingdings" \s 10 \h
Check that the objectives are measurable and achievable

SYMBOL 113 \f "Wingdings" \s 10 \h
Check them out with the users if possible

Develop the 'feasibility' objectives

SYMBOL 113 \f "Wingdings" \s 10 \h
Consider what has to be achieved by the end of the research phase

SYMBOL 113 \f "Wingdings" \s 10 \h
Prepare a list of questions that must be answered before the implementation can start

SYMBOL 113 \f "Wingdings" \s 10 \h
Try not to spend time on those things that aren't required at this stage of the project

SYMBOL 113 \f "Wingdings" \s 10 \h
Ensure that the objectives are consistent with overall project and product objectives

SYMBOL 113 \f "Wingdings" \s 10 \h
Specifically, identify those things which are the greatest risk 

SYMBOL 113 \f "Wingdings" \s 10 \h
Bring in experts if necessary

SYMBOL 113 \f "Wingdings" \s 10 \h
Make sure you understand the customers or users requirements

Prepare a plan for the feasibility research

SYMBOL 113 \f "Wingdings" \s 10 \h
Make the planning a team exercise

SYMBOL 113 \f "Wingdings" \s 10 \h
Keep it simple

SYMBOL 113 \f "Wingdings" \s 10 \h
Make sure you plan regular reviews and have identifiable milestones

SYMBOL 113 \f "Wingdings" \s 10 \h
Use reviews as targets for completing specific activities

SYMBOL 113 \f "Wingdings" \s 10 \h
Make sure that each activity shows who is responsible for completing it

SYMBOL 113 \f "Wingdings" \s 10 \h
Consider doing the research in 2 or more phases (i.e. First phase - develop the business case.  Second phase - Detailed definition, costings and plans)

SYMBOL 113 \f "Wingdings" \s 10 \h
If time is a key factor, look for ways of shortening the research phase

SYMBOL 113 \f "Wingdings" \s 10 \h
Make sure the plan is communicated and understood

Do the feasibility study

SYMBOL 113 \f "Wingdings" \s 10 \h
Keep the team focused

SYMBOL 113 \f "Wingdings" \s 10 \h
Use sub teams if there are a definable areas to research

SYMBOL 113 \f "Wingdings" \s 10 \h
Use team meetings for individuals or groups to present their findings

SYMBOL 113 \f "Wingdings" \s 10 \h
Keep the team motivated

SYMBOL 113 \f "Wingdings" \s 10 \h
Manage the urge to 'just get on and do it' (i.e. the implementation)

SYMBOL 113 \f "Wingdings" \s 10 \h
Avoid unnecessary detail

Presenting the outcome

SYMBOL 113 \f "Wingdings" \s 10 \h
Consider who needs to be involved  (i.e. who do you need to present to)

SYMBOL 113 \f "Wingdings" \s 10 \h
Circulate a summary report in advance if possible.  But keep it short and simple

SYMBOL 113 \f "Wingdings" \s 10 \h
Consider what information they need

SYMBOL 113 \f "Wingdings" \s 10 \h
Be concise

SYMBOL 113 \f "Wingdings" \s 10 \h
Be prepared to present alternatives if needed

SYMBOL 113 \f "Wingdings" \s 10 \h
Anticipate the questions they are likely to ask  (or even ask them in advance what their questions are likely to be!).  Have back up data ready.

SYMBOL 113 \f "Wingdings" \s 10 \h
Involve the team in the presentation

SYMBOL 113 \f "Wingdings" \s 10 \h
Make recommendations

SYMBOL 113 \f "Wingdings" \s 10 \h
Be honest!

Create the project definition
SYMBOL 113 \f "Wingdings" \s 10 \h
Prepare a list of the headings that need to be included

SYMBOL 113 \f "Wingdings" \s 10 \h
Identify team responsibilities for producing the text

SYMBOL 113 \f "Wingdings" \s 10 \h
Agree how the definition is going to collate it and who is going to do it

SYMBOL 113 \f "Wingdings" \s 10 \h
Divide the definition into 'product' and 'processes' if this makes it simpler

Create the project plan
SYMBOL 113 \f "Wingdings" \s 10 \h
Create a Work Breakdown Structure (WBS) for the project

SYMBOL 113 \f "Wingdings" \s 10 \h
Divide into 'product' and 'processes'

SYMBOL 113 \f "Wingdings" \s 10 \h
Develop the WBS to the level where you can identify manageable tasks

SYMBOL 113 \f "Wingdings" \s 10 \h
Estimate duration's for each activity

SYMBOL 113 \f "Wingdings" \s 10 \h
Check that duration's are realistic

SYMBOL 113 \f "Wingdings" \s 10 \h
Create an activity plan

SYMBOL 113 \f "Wingdings" \s 10 \h
Use a simple software tool if available

SYMBOL 113 \f "Wingdings" \s 10 \h
Make sure all activity dependencies have been identified and entered

SYMBOL 113 \f "Wingdings" \s 10 \h
Ensure that there is a person responsible for each activity

SYMBOL 113 \f "Wingdings" \s 10 \h
Try not to have activities longer than one or two weeks  (i.e. break up tasks if possible)

SYMBOL 113 \f "Wingdings" \s 10 \h
Establish major milestones and enter on plan 

SYMBOL 113 \f "Wingdings" \s 10 \h
Make sure that peoples holidays have been taken into account! 

SYMBOL 113 \f "Wingdings" \s 10 \h
Put contingency in either before major milestones or at the end of the plan

SYMBOL 113 \f "Wingdings" \s 10 \h
Try and shorten the critical path.  What options are available?

SYMBOL 113 \f "Wingdings" \s 10 \h
Plan for success - not failure  (e.g. don't cut contingency to meet time scales!)

SYMBOL 113 \f "Wingdings" \s 10 \h
Check that the end date meets the project objectives

Resource the plan
SYMBOL 113 \f "Wingdings" \s 10 \h
Estimate resources needed for each activity

SYMBOL 113 \f "Wingdings" \s 10 \h
Get the people doing the work to make the estimates (Are they generally optimistic or pessimistic?)

SYMBOL 113 \f "Wingdings" \s 10 \h
If necessary, create resource histograms for each type of resource

SYMBOL 113 \f "Wingdings" \s 10 \h
Check that the resource is going to be available

Approve the project definition and plans

SYMBOL 113 \f "Wingdings" \s 10 \h
Who is it that needs to approve the definition?

SYMBOL 113 \f "Wingdings" \s 10 \h
Be clear what it is that the approval will represent.  (i.e. Approval of what it is that's going to be implemented, the plan, the resources needed, the 'product' cost, etc.)

SYMBOL 113 \f "Wingdings" \s 10 \h
Circulate a draft for early comment if appropriate

SYMBOL 113 \f "Wingdings" \s 10 \h
Consider organising a session with the approvees to present the definition

SYMBOL 113 \f "Wingdings" \s 10 \h
Make sure you get feedback


Circulate the project definition for information
SYMBOL 113 \f "Wingdings" \s 10 \h
Who is it that needs to be aware of the project?

Establish a communication strategy

SYMBOL 113 \f "Wingdings" \s 10 \h
Identify the communications needed

SYMBOL 113 \f "Wingdings" \s 10 \h
Book regular meetings for team, steering, individuals, etc.

SYMBOL 113 \f "Wingdings" \s 10 \h
Plan regular reviews with customers, users

SYMBOL 113 \f "Wingdings" \s 10 \h
Prepare circulation lists for reports, minutes, etc.

SYMBOL 113 \f "Wingdings" \s 10 \h
Consider monthly 'whole team' briefings

SYMBOL 113 \f "Wingdings" \s 10 \h
Keep minutes short.  Focus on decisions and actions.  No one reads verbose minutes!

Implement a process for monitoring activity plans

SYMBOL 113 \f "Wingdings" \s 10 \h
Update plans weekly

SYMBOL 113 \f "Wingdings" \s 10 \h
Get team to report progress on their own activities at project meetings

SYMBOL 113 \f "Wingdings" \s 10 \h
Show progress of project against plan which was approved

SYMBOL 113 \f "Wingdings" \s 10 \h
Don't use 'percentage complete'.  Days to complete is much better

SYMBOL 113 \f "Wingdings" \s 10 \h
If project is slipping, monitor remaining contingency carefully

SYMBOL 113 \f "Wingdings" \s 10 \h
Plan to replan before all the contingency has been consumed

SYMBOL 113 \f "Wingdings" \s 10 \h
Make sure that your sponsor know that you are going to have to replan - they may want to change their requirements.

SYMBOL 113 \f "Wingdings" \s 10 \h
Before you replan, consider all the alternatives (e.g. more resource, change of scope, increased risk, etc.)

Monitor the budget

SYMBOL 113 \f "Wingdings" \s 10 \h
Before implementing a system, check whether you need to do it?  How important is it?

SYMBOL 113 \f "Wingdings" \s 10 \h
Prepare a monthly projected spend

SYMBOL 113 \f "Wingdings" \s 10 \h
Monitor committed spend rather than invoices

SYMBOL 113 \f "Wingdings" \s 10 \h
Keep it simple

Keep the team motivated

SYMBOL 113 \f "Wingdings" \s 10 \h
Be aware of as much that's going on as possible

SYMBOL 113 \f "Wingdings" \s 10 \h
Show an interest in what individuals are doing

SYMBOL 113 \f "Wingdings" \s 10 \h
Recognise achievements - and publicise them on the individuals behalf

SYMBOL 113 \f "Wingdings" \s 10 \h
Arrange social functions to mark achievement of milestones

SYMBOL 113 \f "Wingdings" \s 10 \h
Management by walking about.  Go and find reasons for saying "Well done"

SYMBOL 113 \f "Wingdings" \s 10 \h
Provide (or get) support for those who need it

SYMBOL 113 \f "Wingdings" \s 10 \h
Always do what you say you will

SYMBOL 113 \f "Wingdings" \s 10 \h
Keep in touch with project leader's line managers.  Let them know how the individuals are doing.

Deal with change promptly and thoroughly

SYMBOL 113 \f "Wingdings" \s 10 \h
Don't underestimate the impact of personnel changes

SYMBOL 113 \f "Wingdings" \s 10 \h
Resolve problems as quickly as possible.  Don't expect them to resolve themselves!

SYMBOL 113 \f "Wingdings" \s 10 \h
Communicate changes as soon as possible.

SYMBOL 113 \f "Wingdings" \s 10 \h
Organise specific steering sessions if needed.

SYMBOL 113 \f "Wingdings" \s 10 \h
Involve the team when changes are necessary

SYMBOL 113 \f "Wingdings" \s 10 \h
Check the proposed changes against the original project and product objectives

SYMBOL 113 \f "Wingdings" \s 10 \h
Make sure you get your sponsor's approval for changes to the basic definitions and plans.  (They may not want it if it's going to be late or cost more!)

Prepare for the final stages of implementation

SYMBOL 113 \f "Wingdings" \s 10 \h
Plan in more detail as you get towards the end (daily if necessary)

SYMBOL 113 \f "Wingdings" \s 10 \h
Consider using sunrise (early morning) meetings if the level of communication needs to be intensified

SYMBOL 113 \f "Wingdings" \s 10 \h
Check the objectives.  Have you covered everything?

Prepare for the 'Project' review

SYMBOL 113 \f "Wingdings" \s 10 \h
Write down the objectives of the review  (what does it aim to achieve)

SYMBOL 113 \f "Wingdings" \s 10 \h
Plan the review meeting soon after the major deliverables have happened

SYMBOL 113 \f "Wingdings" \s 10 \h
Allow enough time for preparation and for the review itself  (You may have spent 1000 person days on the project, so a half day review wouldn't be inappropriate!)

SYMBOL 113 \f "Wingdings" \s 10 \h
Prepare a list of questions that need to be answered

SYMBOL 113 \f "Wingdings" \s 10 \h
Agree with the team what information is required in advance

SYMBOL 113 \f "Wingdings" \s 10 \h
Agree responsibilities for collating the information

SYMBOL 113 \f "Wingdings" \s 10 \h
Invite sponsors or other interested parties as necessary

SYMBOL 113 \f "Wingdings" \s 10 \h
Alternatively, do the review with the team and then present to the sponsors

SYMBOL 113 \f "Wingdings" \s 10 \h
Circulate an agenda for the review session well in advance making it clear who should be bringing what information

Hold the 'Project or service' review

SYMBOL 113 \f "Wingdings" \s 10 \h
Ensure the objectives are clear at the start of the review

SYMBOL 113 \f "Wingdings" \s 10 \h
NO BACKSTABBING!  Make the review as constructive as possible.

SYMBOL 113 \f "Wingdings" \s 10 \h
What have been the successes.  What could have been done better.  Keep it positive.

SYMBOL 113 \f "Wingdings" \s 10 \h
Be honest.  Don't 'sweep things under the carpet'!

SYMBOL 113 \f "Wingdings" \s 10 \h
Give everyone an equal opportunity to say what they think.

SYMBOL 113 \f "Wingdings" \s 10 \h
Identify the top 3 lessons which are worth doing something about.  It's better to achieve something on the significant points than to try and do too much and fail completely!

SYMBOL 113 \f "Wingdings" \s 10 \h
Agree responsibilities for ensuring actions are taken on the issues raised.

SYMBOL 113 \f "Wingdings" \s 10 \h
Ask for plans for their resolution

Project review follow up

SYMBOL 113 \f "Wingdings" \s 10 \h
Communicate the results of the reviews and the actions being taken.

SYMBOL 113 \f "Wingdings" \s 10 \h
Circulate the review to those who will benefit from the information or who need to support the changes identified.

SYMBOL 113 \f "Wingdings" \s 10 \h
See the plans through.  Make sure that 'fixes' have been put in place.

Prepare for the 'Product or service' review

SYMBOL 113 \f "Wingdings" \s 10 \h
Prepare as you would for the project review.  In addition, spend some time with the team identifying the 'product' information which will need to be collected prior to the review.

SYMBOL 113 \f "Wingdings" \s 10 \h
Involve 'customers' or 'users' in the product review.  Involve them in the data collection and the review itself.  The success of the project is only really measurable in terms of the success of the 'product' itself.

SYMBOL 113 \f "Wingdings" \s 10 \h
Consider doing a 'customer' survey.

SYMBOL 113 \f "Wingdings" \s 10 \h
Involve the project sponsor.

SYMBOL 113 \f "Wingdings" \s 10 \h
Check the original product objectives.  Were they met?

SYMBOL 113 \f "Wingdings" \s 10 \h
Depending on the complexity of the 'product' it may be appropriate to hold a number of review meetings to review different aspects of the product.  (e.g.  fitness for use, sales, maintainability, etc.)  

SYMBOL 113 \f "Wingdings" \s 10 \h
In each case, be clear on the purpose of the review and what needs to be achieved.

Hold the 'Product' review

SYMBOL 113 \f "Wingdings" \s 10 \h
Focus on the areas that are important

SYMBOL 113 \f "Wingdings" \s 10 \h
Refer back to the success criteria identified at the start of the project.

SYMBOL 113 \f "Wingdings" \s 10 \h
Ensure actions and responsibilities are clearly identified.

SYMBOL 113 \f "Wingdings" \s 10 \h
Take care to ensure that any major work isn't just added on to your project.  Any significant work should probably be carried out under a follow on project with agreed objectives and scope.

Product review follow up

SYMBOL 113 \f "Wingdings" \s 10 \h
Develop a (simple) plan for completing any actions under your project.  Aim to close down the project as soon as possible.

SYMBOL 113 \f "Wingdings" \s 10 \h
Motivation may well be an issue by this stage.  Be aware!

Dismantle the team

SYMBOL 113 \f "Wingdings" \s 10 \h
End the project on a 'high' if possible.

SYMBOL 113 \f "Wingdings" \s 10 \h
Arrange a project celebration, with a budget appropriate to the size of the project.

SYMBOL 113 \f "Wingdings" \s 10 \h
Do something memorable if you can!

SYMBOL 113 \f "Wingdings" \s 10 \h
Invite the project sponsor  (it makes paying the bill easier!)

SYMBOL 113 \f "Wingdings" \s 10 \h
Arrange individual sessions with the team members

SYMBOL 113 \f "Wingdings" \s 10 \h
Give honest feedback, but be constructive

SYMBOL 113 \f "Wingdings" \s 10 \h
Get feedback on your own performance.  Make notes

SYMBOL 113 \f "Wingdings" \s 10 \h
Thank them for their contribution

SYMBOL 113 \f "Wingdings" \s 10 \h
Give feedback to the team member's Line Managers.

Tell everyone the project is complete

SYMBOL 113 \f "Wingdings" \s 10 \h
Finally, don't assume that everyone knows the project is complete.

SYMBOL 113 \f "Wingdings" \s 10 \h
Communicate what the project has achieved and who was involved

SYMBOL 113 \f "Wingdings" \s 10 \h
Communicate the key lessons learnt.

SYMBOL 113 \f "Wingdings" \s 10 \h
Cover the responsibilities for the ongoing ownership or maintenance of the 'product' along with key changeover dates

SYMBOL 227 \f "Symbol" \s 8 \h
Oxford Projects
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