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Project Management

1. The Project Manager works for the Client (the organization that has requested the project be undertaken). Primary responsibility is communication down the ladder of responsibilities and schedule requirements. Communication up the Governance ladder is to report progress against the schedule and the budget, and to monitor activities (completion on time) and to ensure no work outside the planned scope.

2. The next layer of management is comprised of the Deputy Project Managers. These folks are the specialists at managing the people under their direction or the specific topic under their care.  

a. Note that the System Transition Manager (STM) acts as a Deputy Project Manager for the management of the training attendant to the project. The OCM also has a role in the Governance hierarchy. 

b. The Deputy PM for the Client/Users is the head of the OPG. This position is typically filled by the Department or Division that initiated the project. Usually, this Department or Division has the most to gain or the most at risk, and is most familiar with the functionality required of the project. If this is a multi-Division project and no one Division Manager will play the role, then each Division or Department manager will serve as a Deputy PM. 

c. It is essential for the Client to have a person in the position of Deputy Project Manager – they are driving the project. The ISD PM is at the top of the Management ladder because of his/her familiarity with the management methodology and the responsibility of communication with the higher levels of Governance, but the Client is the representative of the Department or Division driven by the business need for this project.

3. The line managers beneath the Deputy PM for Clients/Users are first and foremost in charge of testing and subject matter experts. A second responsibility is training. If there are additional resources from their Department/Division, they manage these resources. If there are no other resources from that Department/Division as team members, these folks are the perform resources. 

4. Level four of the management ladder is typically comprised of the core team members. They are selected by the Project Manager and the Department Directors and Division Managers. These are the folks whose primary task will be changed from their role as a member of the Division to a member of the Project Team.

Governance Hierarchy
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Governance Hierarchy
Core Team: These are the worker bees. In consulting parlance, these folks are the “perform resources”. These folks perform the work of the project at the request of the Team Leads. They work on those tasks specifically outlined on the work plan. Weekly they report their status to the Team Leads. Easiest way to do this? Record progress on the work plan next to the specific tasks performed by the Core Team member. At the outset of the project (during analysis phase), Team Leads serve as Core Team members. There must be a clear understanding of their responsibilities. To whom do they answer? Who will review their performance? 

Team Leads:  Team Leads manage the Core Team members. Typically, these “subteams” will be created for each subject matter of the project. The project can be subdivided by functional area (HR, Accounting, Purchasing, etc.) or can be by application function (reporting, data, conversion, etc.)

In order for the Team Lead to be able to complete her weekly Status Report, the Team Lead will determine progress from each member of the Core Team under her control. The weekly status meetings of the Team Leads follow the tried and true format:

What did we accomplish this week that we had intended to accomplish this week?

What did we accomplish this week that we had not intended to accomplish this week?

What did we not accomplish this week that we had intended to accomplish this week?

So, what’s on the schedule for next week?

In almost each instance, we can point to tasks on the Work Plan to answer these questions. The exception: we worked on something NOT on the Work Plan. An out of scope event like that must be brought into scope (Project Change Request, or PCR) or NOT DONE. If it is not brought into scope and it is done, it will have some impact on the budget, scope or schedule. That is a matter that must be reported up the Management Hierarchy.

In addition to the foregoing mantra of 4 We Dids on the Weekly Status Report, there will be opportunity to raise the following 4 matters, known as the Fantastic Four (www.ffplaza.com):

Decision Requests (Mr. Fantastic)

Assistance Needed (The Thing)

Potential Critical Issues (The Invisible Woman)

Critical Issues (The Human Torch)

The inclusion of these items is the method by which these matters are documented and escalated to a higher level in the hierarchy for action. NOTE: The fact that work was supposed to be accomplished this week and wasn’t is cause for concern! The fact that work not on the work plan sucked resources away from this project is cause for concern! These matters must be brought before the Committee to whom it was presented for explanation and plan to resolve the matter. In most of those cases, it is up to the Project Manager to propose resolution. The Fantastic Four are for the Project Manager to seek assistance from his Governance Hierarchy.

A Decision Request is exactly what it sounds like – a decision is necessary from a higher level of the governance team in order to guide the project. Mr. Fantastic, arguably the smartest human, can be counted on to evaluate the issues and provide a sound decision.

Assistance Needed may be a variety of matters that require the “touch” of someone higher in the organization. It may be dealing with an organization outside of the project or outside of City Government. It may be clarifying City strategy or seeking cooperation from City employees not responsive to the requests of the Project Team. When you are between and rock and hard place, who comes to mind? Why, the Thing of course! Few are better at forging a path where there was none.

Potential Critical Issues are those challenges and risks and unforeseen difficulties that arise during the project. They should be brought to the higher levels of the management hierarchy as early as possible. The Invisible Woman is attuned to things out of sight, like those “unforeseen” issues. Trust her to shine the light on those matters that need to be viewed by the higher levels of governance.

Critical Issues are those events which will have a negative impact on Scope, Schedule or Budget. We’re talking hot issues here! The Human Torch is the best symbol for a hot topic that needs immediate resolution.

The Steering Committee is comprised of Department Directors and Division Managers. It is chaired by the Executive Sponsor. The Steering Committee is most interested in Budget, Scope and Schedule. These areas are best served by resolving the Fantastic Four mentioned above if the Team Leads and project manager are unable to resolve the matters. This meeting is scheduled to be held shortly after the Team Lead meeting. In this fashion the Steering Committee can provide the Team Leads (and therefore the Project Team) with the answers necessary to allow the project to proceed in a timely fashion. They can review the Team Lead decisions (the decisions are recorded in the minutes), though there’s no need for the PM to stress these matters before the Steering Committee if they’ve already been decided.  This is the level at which most issues involving entire Departments and City Strategy should be resolved. That is the primary responsibility of the Steering Committee.

In addition to the Fantastic Four mentioned above, the Steering Committee has authority to manage the budget. “Manage” means to move dollars from one allocation within the budget to another allocation within the budget. For any matter that will impact the amount of the budget, or any re-allocation that can affect the schedule or scope, the Steering Committee has authority and the responsibility to make decisions – it is the Department level of City Government who should be driving the project, with the most to gain or the most at risk.

On occasion, there will be no Fantastic Four to be dealt with, and no budget reallocations required. On those occasions, the regularly scheduled weekly meeting of the Steering Committee can be waived by the Project Manager, however any member of the Steering Committee can request that the meeting be held as scheduled. At the least, this group must meet once each month.
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Long Term System Governance (as opposed to Project Governance)

1. User Group is comprised of users of the System. The User Group Chairperson is the Systems Transition Manager (f/k/a Organizational Change Manager).

This group has primary responsibility for identifying shortcomings in the system as currently operating, suggesting enhancements, and documenting the benefit (cost savings, time savings, work savings, data capture opportunities, etc.). These enhancement requests are communicated to the Configuration Control Board.

2. The Configuration Control Board (CCB) is comprised of ISD, the Executive Sponsor, the Systems Transition Manager, and the Business Unit system owner. The Executive Sponsor is the Chairperson of this Board.

The CCB receives and reviews the enhancement requests from the User Group. They typically will request an estimate of the cost (time, resources, etc.) of implementing the enhancement from ISD. The CCB will evaluate the cost/benefit of each enhancement, and communicate to the User Group those enhancement requests that are rejected, and the reason for that rejection. Those enhancement requests accepted will be ranked in priority. ISD, the business unit system owner, and the User Group will be advised of the ranking of enhancement requests.

3. In the event that no cost estimate can be provided by ISD to the CCB without further evaluation, ISD will provide the CCB with an estimate of time and resources required to perform the evaluation. The CCB can, at that point, reject the request or authorize ISD to perform the evaluation.

4.  Once the CCB has communicated the priorities to ISD, ISD will proceed to complete the enhancements in the sequence provided by the CCB.

Diagram of Long Term System Governance
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