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TheelevenKey Elementsresented in these Guidelimeflectthe areas covered b& Guide to the
Project Management Body of KnowleMEOKGuid8), buttheyalso include elements arising from
ongoing collaboration with practigmmgject managemsithin the Tasmanian St&ervice As such,
they form the basis of the Tasmanian Government Project Mardaderamework (TGPMghich is
availableat www.egovernment.tas.gov.au

Development history

Versionl.0 of theTasmanian Governmierdject Management Guidelirasspublished in September
1996.

In version 7.0Jlssectionsvererevised in the light of ongoing feedback and consultation with practising
Project Managers, including

The capturing of leamgs from several major whalEgovernment and croségency pr{ects

A major updatdo the content onoutcome realisation planning, including inclusion of outcome
realisation plannimgthe Project Initiation Phase

1 Editorial layout, styland consistenagview ofthe document.

T
1

These enhancements reflect the continuing project management maturity within the Tasmanian
Government.

! Project Management InstituideGuide to the Project Management Body of Knowledge (PMBOK®dBttid&ditipR008,
WWW.pmi.org

Tasmanian Government Project Management Guidelings Paget


http://www.egovernment.tas.gov.au/
http://www.pmi.org/

Table of Contents

Preface 3
Section 1 Project managemeRtNe DASICS............c.cveviivieeeeemee e meemeeme e 9.
1. Whatis a project?... : 9.
2. What are the essentlal characterlstlcs of a project’) S © I
3.  What is project management and why do we need.it?...........ceeeeeeeeeee 100
4.  The life of a projechproject PRASES.........c.cue.veeeeemememeeseseessemeemeeemessesseessnendd.
5. Key Element&a brief eXplanation.................ccecceemeeeevesesseemeeseeeneeesessmeemeennl
6. Key Elements in the project.life............ow oo eeeeeeeeeeen LB
7. Determining project size.. " A
8. Project management dnmentatron .A8...
9. Tips from project managers... 219
Section 2 The 11 Key Elements of project management..............ccoccccceceeeeeeeevennnnnnns 21
Element 1l Planning and SCOPING..........ooooiiiii it ceeeeee e eememe e 22
1.1 What is planning drscoplng’?22
1.2 Planning and scoping a praject... .22,
1.3 Documenting project scope... .28......
1.4 Planning and managing prOJect actrvrtres 34
1.5 Tipsfrom project managers... ...36......
EIEMENT 2 GOVEIMANCE. ... ..uuuuiiiiiiiiitiitcreeeeeeeeeeeseeassasssssseasaasseeeeeeteaeeeeeeeeannannnssssssesssnnnnns 31..
2.1 What is project governance?.... S UPPRERPPRC I O
2.2 Ensuring effective project governance - S A
2.3 The roks and functions of a Project Steerlng Commrttee .49
2.4 Project Steering Committee meetings... .52....
2.5 Project management governance models - D2
2.6 Governance of interlinked projects (program management) ...54...
2.7 Project Portfolio Management... 57
2.8 Postproject governance58 ......
2.9  Tips from ProjeCt MaUEIS:........uuvrrrrrrrccmmmam et eessennssnn e e e e s s s s wmemeennsnnnsesss D0ern
Element 3 Outcome Realisation (including organisational change management).......! 6.1
3.1 What is Outcome Realisatian?..............cceeeeeeeeeerrreeessccmmeeeeeeeveveeessmcmmmeeeans 01000
3.2 Planning for Outcome Realisatian..............cceeeeeeeeeereiiieiicceeeeeeee e eeeeeaa 810
3.3 Organisational change management............cccccccccccvieeeerceeeerssneeaeeeeeeeseeeennO0L
3.4 Outcome Realisation planning documents.............ccceeeeeeeeeeeeeee e ceeeeeeeeeeennn 890
Element4 Stakeholder eNgagement. . .........ueeiiiiiiceccee e rrrrree e e e e e e e e e e e e e e e e eneees 71
4.1 What is stakeholl engagement2...........ooiiicoeeeeeiiviiesi e e eeeeeeeen L L
4.2 Classifying stakeholders............. coeeeeeeeeeeee e e oD
4.3 Stakeholder Analysis...........cceceeeeeeeee e eeeeeeeeeee s mccmcemmen e e eeenn LB
4.4 Communication strategies.... A8
45 Managing stakeholderpectatrons SR - )
4.6 The role of the Project Sponsor and champrons in engagrng
stakeholders... U UPRTSPUNE . 72 SEPPR
4.7 Maintaining stakeholder commltmenr. ...85...
4.8 Communicating with project opponents ...86........
4.9 The diffeence between communication and markenng 87
4.10 Tips from project managers:.. ...88......
Tasmanian Government Project Management Guidelings Pages



Element 5
5.1
5.2
5.3
5.4
5.5
5.6

Element 6
6.1
6.2
6.3
6.4
6.5

Element 7
7.1
7.2
7.3
7.4
7.5
7.6
7.7

Element 8
8.1
8.2
8.3
8.4
8.5

Element 9
9.1
9.2
9.3
9.4
9.5

Element 10
10.1
10.2
10.3
10.4

10.5

Element 11
111
11.2
11.3
11.4
11.5
11.6
11.7
11.8

What is risknanagement?....

Risk management through the life of a pro;ect

The main elements of risk management
Roles and respoifdities....

Risk management documentatlon

Tips from project managers...

[SSUES MAMBBMENT .....eeeieeeieeeeeeeeeee e e
What is issues management’)

Monitoring issues...
Issues management flowchart
Project Issues Register Structure

Tips from poject managers
Resource management...........ccccvvuvreeeeeeeeeeeere e eeeeeens
What is resource management?..............ceeeeeeeeeeeeeeeees i mmeeeee e annennes
Managing hUManNIBUICES.............uuuiimeeeeeccccc et e e e eeeeeeeseseneeeeeeeemmmmnenneeenssees
Managing financCial FESOULCES .........uiitcccceceeeee e e ccccmcmmmmm e e nnnmnnnn s
CoNtract MANAGEMENIL. ..........uviiceeeecmeeae e eureee s meeeemmena s ssbee e memeeamneean s esneeeenn
Managing physiCal r€SOUICES........uviitccceeeeeiieiiee e eeennnnnnnn s
Managing iNfOrman rESOUICES.........uuuiiiiisccccmcccceeeeieeet e aeemmmmmne e eeeeeeenas
Tips from ProjeCct MaNAQErS:... ..o ceeeeeeeeeeeeeeee e e e cmeeeeeeeeeeeeeeeees cmmmmmmmnnnees

Quality ManagemeNt.........ccccuvvuiiiiireeeeee e e e e eeee e ee s e eseeeeeeeeens
What is quality management2..............ceeeeeeeeeeceeee e e s eeeeeeeeeeee e e eee e e mmmmmmeeeees
Planning to achieve quality reSUILS............ccoeeeeeeeeeeeee e eeeeeeeeeee e e
Developing a Quality Management Plan.............cooooeeeuiiiiiiiceececec e
Quality IMPrOVEMENE. ... ..ueeeieiiesccccemeeeeiiveeeeaeemmman e e eeennnenana e e e e e e e s mmnen
Tips from Project MaNAQElS:... ..o ceeeeeeeeeeeeeee e e e s meeeeeeeeeeeeeeeeees cmmmmmmmnnnees

Status rePOITING.....ccoieeierrrrre e e e e e e e e e e e e e eeeeeeeeeeeeeeees

What is status reportiy?....
Purpose of the Project Status Report
Developing a Project Status Repatt.

NKZ_ _b\ eb’am k"lhkmmbg S bg_]b\ZthZI.

Frequency of reporting...........cvvvvmeeccccceenne

Project review and evaluation................ccccooeeeeevivvvvvnnnnnnee,
What is project review and evaluation?..............ccceeeeeeeeereeei s cccccceeeee e,

Project review: assessing project performance
Project evaluation: assessing project success..

...128.

.--130....

....................... 132

132
...132

The role of the Project Sponsor and Project Steenng Commlttee in

achievig project success..

Learning from project fallure
....................... 144
144......

Project CIOSUIE........cooiiiiiiiee et
What iS Project ClOSUIE2........ccee e ceeeeeeeeeee e e cmcmmceeeee et mcmmmmman e aes

Formal project ckure...

Project closure steps...

A two-stage approach to closure .

The differene between evaluation and cIosure

Closing an incomplete prOJect.
Closing an unsuccessful Praject.............cccceeeeeaareeee e ceeeeeeeeeee e e mmceoeeee
Tips fromproject MaNAQELS:.........cii o ceeeeeeereeeeeeeee e e meeeeeeneeeeeeeesees smmmmmmmnnnees

Tasmanian Government Project Management Guidelings

141

..137..

142..

..144...

153

Pages

ceeeee 145,
SV v 4

...151
152.

155..



Appendix 1 Project Management GlOSSAIY........uuuuuiiiii oo et eeemmmm e 156
Appendix 2 GOVErNaNnCe ROIES..........ooo i et e 166

Appendix 3 Steering Not Rowing: A Citer for Project Steering Committees

and Their MEMDELS........ooiiii e e 175
Appendix 4A Charter for Project Management Quality Advisory Consultants........... 177
Appendix 5 A Charter for Project Management Quality Review Cdasts................... 178
Appendix 6 Project Management Documentation................ooocccmeevviiiiiiiiinineeesaeennes 179

INITIATE phase dOCUMENIS.............ccceeeeceeeeee e ccmceeeeeeee e cmmmmmmmmmmm s s meeee e L3,
MANAGE phase dOCUMENLS...........uuuuieaaeacccc e eseee s eeeeeeeeeeaaeeeeeeesmmmmeemmmmeeeeeeeeesaeec O
FINALISE phase dOCUMENLS.............cceeeeceeeeeeieeeee e cmmceeeeeeeesveeeee s cmmmmmmmmmmmeesees eeeee OO,

Tasmanian Government Project Management Guidelings Pager






Section 1
Project management Athe basics

This section includes:

What is a project?

What are the essential characteristics of a project?
What is project managemeand why do we need#t
The life of grojectA project phases
KeyElementd a brief explanation

KeyHements in the project lifecycle

Determining project size
Projectmanagememdocumentation

Tips from project managers

COoNoOr®NE

Terms used in this section can be foundigpendix 1ProjectManagemenBlossary

1. What is a project?

A projectisa group of interrelated activities that are planned and then executed in a certain
sequence to create a unique protar servicdo defined qudly criteria within a specific
timeframe, in order to achieve planned and agretmmes.

Jkhec "\ ml Zk~ h_m~g \kbmb\ Ze \hfi hg”"gml h Zg
policies and initiatives of thev&rnment.

Projects vary in siamdcomplexity For example, they may:

involve changes &xistingsystems, policies, legislation and/or procedures
entail organisational change
involve a single person or many pepple

involve a single unit of oagency/organisation or may cragency/organisational
boundaries

require theengagement and management of external resqurces
cost anywhere from $10,000 to more than a $1 mjlaox/or
require less than 100 hours, or take several.years

= =4 =8 =4

=A =4 =4

2. What are the essential characteristics of a project?
In the Tasmanian Sta®ervicea significant projeé usually characterised as having:

1 definable, measuratieoject Outcomethat relate to the Tasmanian Government and
agencyorporate goals

1 ProjectOutputs, rguired for the attainment of tH&oject Outcomes, produced by a

Project Tearfs),

aproject governance structure

risk management processes alignedagiéhcy risk management practices

welldefined Project Teds); and

criteria to measure project perfoamceincluding?roject Outputguality.

= =8 =4 =4
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Section 1 i
Project managemeAtthe basics

The structure of a project will vary depending on the benefits it is intended to .promidg
even be necessary tosteucturea projectinto a number of suprojects orestablish arogram
of projectso achievahese benefits

3. Whatis project management and why do we need it ?

Project management is a structured way of managing chigiogeses on developing specifically
definedProjectOutputsthat are to be delivered by a certain time, to a defined quality and with a
given level of resources so that planRegect Qutcomes are achieveé&ffective project
management is essential for the success of a project.

In applyin@ny general project magement methodology is important to considehe
\'hkihkzZzm~ Zg] [nlbg”ll \nemnk” maZm _hkf] Z i

Increased accountability requiremaémthiepublic sectohave ledo a greater focus on
effectiveness and efficiemciiow business is conductebh a rapidly changing environment with
diverse issues anttiativeseffectivegproject management can support the achievement of
project and organisational gaaisiprovice greater assurance to stakeholders that resources are
managed effectivelyGartner estimates that using a moderately rigorous project management
methodology, as compared to a loose methodology, improves productivity by 20 ta&0tper

Applying a formalised project management framework, or methodologyjetiispcarassist in
gaining formal agreement to fmject Objectiveslarifying the scopeentifyindhe resources
required ensuring accountability for results and performance, and fostering a foetinain
Project Qutcomesto be achieved.

There are many reasons why projects fail, and all organisations have examples of projects that can
be considered failuregecentinternationatesearch appears to reiterate the lessons gathered in
the last twenty years'he most commonly cited reasons fiooject failure, in no particular

order, are:

1 phhk hk gh k~eZmbhglabi mh ma” hk Zgbl Zmbhg
1 lack of feasibility includingpp estimation of duration and cpst

1 poorly articulatedProject Objectivis) andProjectOutcomeswith unachievable and/or

unverifiable targets

inadequate governance

poor management of change

poor stakeholder engagement and insufficient expectation management

poor management processasd hadequately trained and/or inexperienced project
managers

inadequate risk managemeard/or

no independent project management quality assurance

=A =4 =4 =4

=a =4

All of these causes could be addressed by the application of project mansggmant
techniques SeeSectio2, Hement 1010.5ALearning from project faifar a more detailed
explanation of the reasons for project failure.

% Roberts, JP & Furlonger, J (2000) Succesfojd& Management. Gartner [ID No.-092012]: p2
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Project managemeAtthe basics

4.

The life of a project A project phases

A highlevel project management approach that fits most projects at a macisdethgledin
Figurel. It should be emphasised that this model represents asioyaification of most
projects, buit is included to make sense of whiatreaty,can be acomplexandnorHinear
process.

Generic Life of a Project

INITIATE > SETUP > MANAGE > FINALISE >
® i H :
3 ! g i
? i i
Q ' P
Q # | Initiation Initial . : g2
E - <« ~ | Feasibility Project glcoplnr? PrPrOJect Utilisation g—.' §
B Cost Benefit Setup anning oceases 5 3
o) S
g
o
S
E =Busnness Case > Project Business Plan >
= ';
g _ Feasibility Report j Review & Evaluation _! Review & Closure
= M R =
8 ;
8 Project Proposal i Project Execution Plan %
o i i
g' Outcome Realisation Plan o
§ [
w

Figure 1 AHigh -level conceptual view of the generic life of a project
INITIATE phase
Project initiatives may originate directly fygovernmenpolicy or fromam ~ g\ r Al \ hk i

andbusiness unglanning processes that in turn are drivegawgrnmenpolicy Other new
initiatives may be identified outside these processes due to chajgesnimenpolicy or
other external factors, @implya good idea

ThelNITIATE phase is essential to capture the early understaondihgsproject rationale, the
business drivés), an initial statement of tirojectObjectivés), the higHevel or notional
Project Qutputs required and the potential Business O@hel e nontechnical or business
reason for undertaking the work of the project must be clearly articulated, understood and
accepted by senior management.

Projects are usually justified in terms of corporate objectives and should be closely aligned to
them This alignment is explored through initial scopingtartdip planning documents such as
the FeasibilitgtudyReportthe Project Proposailthe Project Bsiness Caswhichshould

explore the underlying business dgver

describehe relationship . ma” i khi hl ~] i khc”\'m mh ma?
definethe relative priority assigned to the praject

analysehe capability and capacity of the organisation to absorb chiatige

=A =4 =4 =8 =9
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Section 1 i
Project managemeAtthe basics

In the case of large and/or complex projects and programs of projects, considerakledsme

to be spent inthe INITIATEphase usuallyo developa Project isiness Cageorderto seek
managemerdapprovafor the proposedproject to proceed. Forlarge and/or complesrojects,

this phase caspmetimede a separate project in its own rigiarticularly in the area of major
business changes involving new or enhanced IT syktehis situation, Broject Brief Projec
Business Plahould be developed and endorsed by the Project Spandor ProjectSteering
Committee, particularly as a great deal of resources and time can be committed at this early
stage Clearand agreednderstanding of why tipeojectis beingundertaken should be
established in ihphase

The INITIAEphase is ofterevisitedand reviewedollowingthe approval of th€roject Bsiness
Casdo test the initial assumptioalkoutthe proposed project scope and to facilitate and inform
more detaied planning activities, including business process mapping.

SET-UP phase

Once a project is approved and funded, an initial B5Jeriods required thainvohesthe
appointment of the Project Manager &ndjectTeam, planning and documeghctivities
(including develapgthe initialProject Business P&ardorganisgthe resources required to
produce theProject Qutputs ThisSETUP phase is important when planning any project
althoughthe duration othisphase may be considerable for largeremaomplex projects.

MANAGE phase

Viewed as the most productive (and hegianiod the MANAGE phas#volves the production
of the Project Outputs This phase includes thegning management of the stakeholders, risks,
guality, resources, issues andwof the project The main management documentghis
phaseare theProject Business Riad theProject Execution Plan the same time, the Business
Owner(s) is preparing to make tleeganisationahanges necessdoy the business urfg) to
effectivelywtilise and manage tReoject Qutputs thisis documented in th®utcome Realisation
Plan(for larger and/or more complex projects)

FINALISE phase

Closing a project involves the handover oRtagect Outputdo the Business Owni) for

utilisation by therojectcustomers, in order to realise tRmject Outcomes The strategies to

support the change management process, and appropriate nfethoéssuring and reporting

the progress toward achieving these benefits, are docunmetiiedutcome Realisation Plan

;_m~k ma” i khc”\ mAl ProjéciStedring Caninittee fofmally closesZ e n Z m”
the project and celebrations can commence.

This phase involves moving from the project activities to the oiggifigpsifess
(transactional) activities.

5. Key Elements Aa brief explanation

There are eleveKey Elements th#tte Project Manager needs to consider, no matter what the
size or complexity of the projecThese are illustrated Figure2. The extent to which each of
these elements is managed and documented depends on the size and complexity of the project.
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The eleven Key Elememts

Planning anscoping
Governance
OutcomeRealisatiorfincludingprganisation change management
Stakeholdeengagement
Riskmanagement
Issuesnanagement
Resourcenanagement
Qualitymanagement

. Statugeporting

0. Projectreviewand evaluation
1. Project tosure

RRoo~NoO~wWDOE

Element 1: Planning and scoping

No matter how smak project, a clear definition and statementsaireas of impact and
boundaries of the project should be establisfiéw scope of the project includes fPmject
Outcomes customersRrojectOutputs work and resources (both human and finandtal)
large and/or complex projects the scope should be detailed fullyFrofeet Business Plaor
smaller projects,l@iefProjecBusinesBlanwith a brief description of each of these elements
and a timeframe for implementation may be all tmatjisred.

Refer toSectio, Element 1A Planning argtopindgor more information about this
Element 2: Governance

It is important to establisimanagement structure for the project that identifies the specific
players, their rolesesponsibilitiegccountabilitieend the interaction between them foe life

of the project Ultimate responsibility and accountability for the project must be clearly defined
and accepted at an appropriggel within the organisatioRor small projects, it may be only

the Project Manager andganior or line manageFor larger and/or more complex projects it

will be necessary to establish a more formalised governance structure

More information is provided 8ectio, Element A Governance
Element 3: Outcome Realisation (including organisational change management

Cg ma™ \hgm”gm h_ Z i khc”\ m* i eRtgegt@uicomes hk man?
relates to planning for organisational chaBgganisationalhange managemesgabout

manaing there-aligment ofan organisation to meet the changiamends of its business

environment Thisinclugsimproving service delivery and capitalising on business opportunities
underpinned by business process improvement and technologies

Any project planning activities must consider the amount of organisational change required to
deliver theProject Outputsand realise thBroject OutcomesOnce a project delivers its

outputs to the Business Owig) these outputs must be utilised by piejectcustomerqeg a
business unito enable théProject Outcome$o be realised This stage of the project is

therefore referred to a®utcome Realisation

For small projects, it may not be documented formally except in any implementation plans
devdopedfor the project For large and/or more complex projects, planning for this change is
closely linked witBlement /A Stakeholder engagetnen
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More information is provided 8ection,Element A OutcomdRealisation
(includingrganisational change managément

Element 4: Stakeholder engagement

Stakeholdeeng@ementinvolves idengiingpeople or organisations that have an interest in the
project processes, outputs or outcoméknning for how their inwament will be managed on
an ongoing basis may be done very quickly for a small project, whereas a large and/or more
complex project will require a formal stakeholder analys&Stakehold&ngaement Plaf
eitheras part of théProject Business Rlamaintained separateélyhich will requirengoing
monitoring angbrogressevievs. Stakeholdeeng@ementincludesommunicatiomplanning

More information is provided 8ection , Element 4A Stakeholder engagement
Element 5: Risk management

Riskmanagemerdescribes the procesdesidentify, analgsand respond to project riskt
coversrisk identification, risk analysis, risk evaluation and risk tred@tmgmcesses are
iterative throughout the life of the project and should be built into the project management
planning and activities.

Smnallprojectsmay only need brief scan and ongoing monitoribgrge and/or more complex
projectsshould have fornalised systemo analys, manag and report, includingRroject Risk
Register

More information is provided Bection,Element A Risk management
Element 6: Issues management

Issuesnanagemerihvolves monitoring, reviewiaigd addressing issues or concerns as they arise
through the life of a projectf issues are not addressed they may beconsdaitie project

9mnall projectsnay only need brief scan and ongoing monitorikgrlarge and/or more

complex projectst is advisable to maintaifPeoject Issues Registarshould beegularly

reportedto the ProjectSteering Committee.

More information is provided 8ection,Element @ Issues management
Element 7: Resource management

Planningo manag the people, finances, and physical and information resources required to
perform the project activities is vital, no matter what the project sizenpteodty

Documenting this may not be necessargfioall projects, but for large and/or more complex
projects detailed documentation will enable better management of the resources, as well as
transparency for thieey stakeholderd-ormalised monitorirend reporting on progress against
budget is an important element in reporting toRnejectSteering Committee in large and/or
more complex projects.

More information is provided 8ection,Element A Resourc@management
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Element 8: Quality management

The purpose of quality managemeithinprojectss to ensure that the projeotanagement
processes are conducted in a quality mafouaity assurancahd that outpid are delivered
fit-for-purpose according to agregdality criterigquality control). If a project is not managed to
incorporate qual management, it is probaltat Project Qutputsmay not be fifor-purpose

and subsequentlplannedProject Outcomeswvill not be realised awill berealised to a much
lesser extent

Quality management in a project reduces the risk of project.féilumeudes a process for
managinghanges, problems, issues and incidents that emerge dumiagdgement of the

project and theproduction of the outputsThese quality management procedures need to be
planned for by the Project Manager just asotighly as the actual work of the projethese
procedures may not be formalided small projects, but should be scanned for during the life of
the project Forlarge and/or more complex projecfuality Management Ptam be included

in theProjet Business Planas a standlone document.

More information is provided 8ection  Element \ Qualitymanagement
Element 9: Status reporting

Formalised regular reporting on the status of the prajetiject performance, milestones,

budget, issues and rigkis a major requirement for larged/or complex projectsReporting is

usually to the Project Sponsor amdProjectSteering Committea/hich includethe Business

Owner(s) or their representative§ he frequency of this reporting variggith very small

projects it maye afortnighty meeting with theenior managevho has taken the role of

Project Sponsaaboutany issues that could affect progréss large and/or more complex

projectsstatus reporting &sn integral part of the quality management of the prajetprovides

amm\ aZgblf mh kA" neZker oZeb]Zm” ma” i khc”\ mAl
agenda

More information is provided Section, Element A Statugeporting
Element 10: Project r eview and evaluation

No matter what the size or complexity of the projéds necessary imeasue project success
against wellefined criteria Reviewing progress agairssaklished criteria will help to determine
whether the project is under control, the level of adherence to documented plans,
methodologies and standards, and achievement of cegcbior small projectssviewmight

consist of ongoing monitoring through discussions wilin¢hmanageaind affected staff, with

an evaluation debriefing at the erfebr large and/or more complex projects, formalised reviews
are highly recommendedirihg the project, at the end of major pheaaed at key decision

points, with gostcompletionevaluation regarded as essential to capture the learnings for future
projects

More information is provided 8ection,Element 1@ Projecteview anevaluation
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Element 11: Project c losure

Planning for thelosure of a project is importariEssentially, successful project finalisation
involves formal acceptancePobject Outputdy the Business Owr(s}, an internal review of
Project Outputsandachievement aigreedProjectOutcomesagainst th@roject Biness Plan
disbanding thBroject TeanZ g ] Y mr b g ° . Imailarge éntV/dr compley projedt, an
external postompletionevaluatiofauditoften occurs before formal closure by Breject
Steering CommitteeThe extent to which procedures folosure are formalised depends on the

nature and size of the project.

More information is provided 8ection,Element 1A Pragct dosure

6. Key Elements inthe project life

Figure2 showsthe Key Elementhroughout the life of the project.

Key Elements in the Project Life

| Planning &

Legend

Project—"T"" Scoping ~/ @
Closure | R @
4 \L /" Governance ©
Evaluation , \
Outcome
f Realisation
/ Planning
Status "
Reporting ‘F
e Stakeholder
\ Management
\,_\ 3 ,,’J
Quality ) /
Management /
| ; Risk
N [ \  Management
Resource | ',/
Management, |~ Issues 7\
| Management

Large Project
Medium Project
Small Project

Figure 2 AKey Elements in the project life

Tablel broadly summarises where each of the Key Elensdsis to the project life.
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Key Element

INITIATE

SET

MANAGE

FINALISE

Planning anstoping

Governance

Outcome Realisation

Stakeholdeengagement

Riskmanagement

< K< | <K<IK<|<

<K< |I<I<

Issuegnanagement

Resourcenanagement

<

Qualitymanagement

O o N g rwiIN =

Statugeporting

10. Project review andvaluation

< K| <K<K |IKIK<[|LKI<

11. Project tosure

< K| <K< K<IK<|IK<IK<|ILK|I<

Table 1 AHow Key Elements relate to the project life

Many of these Key Elemeaidst in an embryonic state in iTIATE phase, and are further
developed if the project progresses through the other ph&sss of the most common
reasons for project failure is that insufficient consideration is giveKéy thiements project

definition and monitoring

7. Determin ing project size

One of the major problems facing any project is the extent to which the Key Elements of the
project management methodology should be addressed, and the level of detail in any of those
elements It is not appropriate for all projects to dll project management activities to the same

level of detail and with the same level of discipline.

The Project Sponsor or Project Officer preparindPtiogect Proposaid/or theProject Bsiness
Caseshouldmake an initial determination of the profgze Once a project has been approyed
funded and a Project Manager appointed, the size of the project should be formally determined
and confirmedThis shouldbe one of the first tasks for the Project Manageheasize of the

project will determine the level of detail and discipline of project management activity to be

applied

For a small project, the Project Sponsor should approve the level of application of the project
management methodolaglor a medium olargécomplexproject, the proposed project sizing
and level of application of the project management methodology should be approved by the

ProjectSteering Committee.

The result of the process should be clearly defined and accepted agreement afi¢o how t
project will be managed, including the level of detail and discipline that will be employed

recorded
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8. Project management documentation

Project management documentatiefers to the suite of documents that can be used to assist in
managing a project.hese documentsrovide a record of decisions and a means of

documenting assumptions and agreement (including responsibilities and accountabilities) on which
these decisions are based.

Project managemedbcumentation is usually generated by the Pigjactger anBroject
Team, and approved by the Project Sponsor aftfjectSteering CommitteeDeveloping the
requireddocumentshould not be seen as superfluous to the pragedheycanassisthe
Project Teanto focus on the tasks requirtmachieve the Project Outcomedt is important to
remember that it is the project processes that are the #ddosumentation is not an end in
itself.

Project management documéeinplatesare available to cover the eleven Key Elements of
project managemenwutlined in these Guidelines. In smaller projects it is not necessary to
produce multiple documents as the various elements can be effectively coverBdojethe
Business Plan.

Project managemedbcument templates are available freww.egovernemenmds.gov.au

Levels of documentation

Thedocuments referred to in these Guidelines can be classified into three types

1 corporate levetiocuments thathe ProjectSponsor and/oProjectSteering Committee
own andareresponsite for. These are the higavel documents that are usedstmope
the projectand the approach to managing risk, quality, stakeholder engagement, resources
and outcome realisatioithesedocuments can also include those that seek initial
endorsement gbr furding for, the project

1 business levelocuments thathe managés) of the business unit(¢he Business
Owner(s)) areresponsilte for and thatsupport theorganisation ttransitiorto the post
project environment. These documegtigble the testingaining and use of the Project
Outputs in order to achieve agreg&drget Outcoms and longer term business bengefits

1 project levedocuments thathe Project Manager aRiojectTeamareresponsike for.
These includehe documents used to produce tiegect Outpus, manage the risks and
maintain stakeholder engagement

Although small projexst h g A m  §utt set]of projact documentation defined in these
Guidelinesthey do requira certain level of documentation to reflect what has been agreed.
The Project Manager should consider which documents are required, based on decisions
regarding the project size and complexity, and look at usingdsmatedr combined
documents for small projects. The quantity of text can be minimised using dot pedautofns
paragraphs without loss of essential information.

Description of documents

A number of document templates are availablssist in managing each phase of a project.
These templateall of which are scalajpdee availablat www.egovernment.tas.gov.diuspecific
sections of the templatese considered irrelevant, some brief text should be includegblain
their exclusion as any omissions will reduce the effectivenesdaduhent as a whole.
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Appendix6 ProjectManagement Documentatiorcludes more detail on project documentation.

9. Tips from project managers:

Practisingasmanian State Serviceject managsmand otherdhave made the following

observations:
1 Canvas all stakeholders for input during document development
il Ensure independent review of all project documemsxternal perspective can bring

Yg~p ~heinforAationrandmeveal internal assumptions

>hgAm | pZfi | mZd”~ahe] ~kl pbma.mhh fn
Documents are only one mechanism by which to communicate with stakeholders
Obtain agreemerftom the Project Sponsor and/BrojectSteering Committee as to
what documentation is required by them

Assign responsibility for development, acceptance and maintenance of documen
>hgAm Zl I nf~ ma” Jkhc” \m GZgZ "~k azl
Documents can provideuseful knowledgebase for future projects

State the purpose/intention of each docuneask yourself what would happen if yo

did not have this document

1 The minimum required documents for a project aPecgect Business Pkamd aProject
Execution Plaor Project Work Plar Work Breakdown Structuye

1 Confirm reliabldaselinelata earlyor monitoring and reportinan progress in achievir
the agreed Target Outcomes (ie before the organisational change begins)

| Formally document decisions and actimmm meetings (eBrojectSteering Committee

referencayoup, Project Team meetings)

| Clearly define and gain executive agreement to the proposed project governance
structure

Ensure the process for issues management is defined and agreed
Establish a osistent structure and approach for status reporting

Minimum reporting to the Project Sponsor/an&teering Committee includes
milestonesrisksissuesandbudget

1 Ensure that there are resources and time scheduled Rrdfext Business Rtan
devdop, review and maintain documents.

= =4 =4

E

= =4 =9
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Section 2
The 11 Key Elements of project managen Planningnd scopinc

Element 1 Planning and scoping

This includes:

1.1

1.2

1.1 What is planning arstoping?

1.2 Planning@nd scoping project

1.3 Documening project scope

1.4 Planning and managing project activities
1.5 Tips from project managers

Terms used in thisuide can be found il\ppendix 1ProjectManagemenBlossary
What is planning and scoping?

In the context of projectplanningorovides a framework for the strategic process required to
manage a project. In the Tasmanian Government, planning follows a recommended
methodologyand planning activities are recorded in project planning docuemective
planningrocesensues cleaunderstandingf the business objectives to be achieveltiae
business changes required to achieve those objectives.

Scopingestablishes the boundaries of a pragect shoulabccur regardless of the size of the
project. The scope of the project will specify what can be delivered within thantiezand
resource constraints imposed on the project.

Planning and scoping a project

Planning and scoping a project is not a stewsoff process While initial planning and scoping
occurs in the prgroject or INITIAEphase, planning is a process that occurs throughout the life
of a projectthe scope of the project willbe-feq Zf bg”~] f Zgr mbf 2Ih ho”Kk
theory, the more complex a project, the more time should be spent dNi@ATEphase

undertaking initial planning and scoping activities. These couldiideliadled feasibility study,
costbenefit analysis and/or a business case (sometimes aipritged). However, in reality

many projects are initiated on the basis of a brief proposal, a public announcarskattor

email fromseniormanagementAs a resulthe INITIATEphase can be overlooked due to time
\hgl mkZbgml Zg]plkZma *mmdbk " ipropgronahagesint tesist thist \ mb o »
pressure.

Initial planning and scoping activities should draw on any endorsed dosuateassProject
Proposal, Project Business i@asteriahnnouncement oemail from managemerintegration

of endorsed source documents into Pmject Briahd/orProject Business Rldhprovide a

basidor further discussion, review, clarification and confirmation of the project scope with key
stakeholders.

Achieving clarity in the early stages of the project is crucial for later project Huteepmject
is unfeasibly defined and scoped, and not properly linked wéthethe drganisational goals
and objectivedt, will be difficult to obtaiagreenent among stakeholders and the project is
unlikely to be completed successfully.
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The 11 Key Elements of project managyetr

Planningnd scopinc

As the project progresses and further clarity emergeBrafext Business Ridhdevelop
iteratively(seeFigure3 below). All aspects described in tAmjecBusiness Plamust be re
examined many times over the life of the project, p&atlg whe a great deal of change is
involved This iterative developmentagid involve théroject Teanandthe Project Sponsor

and/orProjectSteering CommitteeMore information is provided 8ectiod, Part8 A Project
managementodumentation

Figure 3 AProject documentation

Project Documentation Development

START

Produce
Document
(Version N)

f

Secure Approval
to update
Document

N

No

Secure Approval
of Document
(Version N)

Current Document

Yes

Is Current
Document OK?

N

Use Document

l

Issues
Management
Process

development

1.2.1 Defining project scope using the ITO Model

W heninitiallyplanning a projecit is imperativeo definethe project in terms of the desired
benefits (Project Gtcome$ and theproducts or services that amquired to achieve them
(Project Outputs).It helps to directly link tHeroject Qutputs (eg a computer system,
procedures, policies), tReojectObjective(sandProject Qutcomesto the longer term business
benefits the bginess area wants to realise, while taking into account the overarching
organisational goals and objectives oagiemcy

Dhag

Mf rTkadsfotrrOutcgmer{Ii©)Model is an effective tool fandertakinghe

initial project scopifigThe ITO Model digramin Figure4 Abelowillustrates the way the

work/components in a pject areundertaker from left to right

% John Smyrk, Sigma Management Science http://sigmafield.com.au/sigma/
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'John Smyrk’s ITO Model of a Project

How Inputs are Transformed into Outcomes

A project is scoped in this direction.
<

How much &

Why?
how long? How? What? Who?

/ Business
Benefits

Utilisation | Outcomes

Project
\ Objectives

Funds

Inputs Outputs

Resources

A project is executed in this direction.

Figure 4ADh ag Mf r k ddansfor@® gQuttome (ITO) Model diagram

W heninitiallyscopinga projecthowever each component of the ITO Model is considered
reverse (fronright toleff). In simple termghismeans thathe planning procesakes place in
the following sequence:

1. TheObjectivesOutcomesTarget Outcoms, longer term business benefits and other
longterm changes that are sought from undertaking a project are d@uedmes.

2. Projectcustomersvho will use thé®utputs to generate th®utcomes are defined
(Utilisatioih.

3. Products and services that thestomersieed to use in order to generate t@aitcomes
are definedQutputg.

4.  Work that is required to produce theutputs is definedRrocess)

5. Resources (both human and financial) that are required to undertake the work to produce
the Outputs are definedifputs.

Thefive areas listed above form the scope of the projgw projectscopewill be determined
by defning each of these ared®rojectscopeis defined as a clear statement of the areas of
impact and boundaries of the project.

Project scope is directly influenced bycirestraint®f time, cost and output qualitgcope
change can be achieybdt altering one aspewfll influence the others to some degesel the
consequences must be fully considefieble2 A Consequences of scope chdemenstrates
mabl , Na” i(skamccQuicomés) should be revisetbtmréflect changes in scope.
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Scope change Consequence
Increased funding Improve output quality and/or number
or

Reduce timeframe

Reduced funding Compromise output qualignd/or number (therefore timeframe
can be reduced)

or

Increase timeframe at no additional cost (and maintain output
quality and number)

Timeframe increased Possibly reduce budget
or
Improve output quality and/or number at no additional cost

Timeframeeduced More funding required (to engage more resources)
or

Increase resources (personnel) at reduced cost per unit (if fun
level is maintained)

and/or
Compromise output number and/or quality

Additional or new outputs More funding required
required and/or

More time required

Output quality increased More funding required
and/or
More time required

Output quality reduced Less funding required
and/or
Less time required

Table 2 AConsequences of scope change

Sopeshouldnot be compromisgto a level thatither

1 Outcomesbecomeinfeasiblehe agreedoroject scope is incapablessfsurindutputs
are utilisedn manner intended tachiee the Outcomes; or

1 Output becomesinfeasiblehe elements of the project scopee mutually inewsistenii
ie if tEleProject Outpus camot be produced within the specified timeframe agréed
COSts.

It is essential to gain documented agreement to any change in project scope fajethe
Sponsotand/orProjectSteering Commitie.

* John Smyrk, Sigma Management Science http://sigmafield.com.au/sigma/
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Using he ITOModelto define and scopaprojectcanprovice greater confidence that the work
undertaken wiknsure the Outcomes are realised and business benefits are achieved as
illustrated ifrigures below:

Realisation of

v
Originally Intended Project Outcomes
and
Agreed Project Outcomes

Quantified via
N ;
Achievement of Agreed and Measurable
Project Target Outcomes

Business Benefits

Achievement .{
of

Short Term=—p—Medium Term=—s»——_Long Term—p>
Figure 5 AAchieving business benefits through the ITO approach

Inthe ITOModel Outputsare controllable by theroject Managewhileachievement of
Outcomesisusually not (although they can and should be influenced)

In these Guidelines, the Outcomes and Outputs described in the ITO Model are referred to as

Project Outcomes and Project Outputs to avoid confugitinthe outcomes and outputs
identified irmgency/organisatirbudgetgalthougithere shouldbe a direct relationshjip

1.2.2 Planned and unplanned changes to scope

No matter how well a project is planned, there are likely to be unforeseen circumstances or

issues that simply cannot be determinefret. Change can be divided into two major
categorieg\planned and unplanned:

1 Planneadhanges to scope
Changeshatare planned andémplemented as anticipated
1 Unplannedchanges tscope

Emergent chandex proactive response to unforeseen circumssagior example
additional or conflicting requirements may become apparentadcespondhgto;
alternatively, circumstances may change)

Unanticipated chandevherechangeareunplanned and unforeseen (for example,
technology may be utilisedamanrer that was nooriginallyntended)
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Unplanned change is likelyotrurregardless dhe level ofcompetency and preparation of the

Project ManagerGovernmentsnaychange obe restructuregdrew technologies develop and

old technologiebecome redund#;p* hi e~ Al hi bgbhglPrdektstitab * pi hbg ml
include substantidt@anges thatequirenegotiation or substantial learning (either organisationally

or individuallylisuallynvolve a great deal of emergent or unanticipated chdihgdroject

Outcomes of learning or negotiation can be anticipated, but not wholly planned, as they tend to
emerge over time.

Project Managsrseeking endorsement or approvaiftheirProject Sponsand/orProject
Steering Committee for a change of scope andioresg time folProject Outpus shouldscan

all political statements made by the Government in relation to the prbgstscan will
demonstrate to théroject Sponsaand/or ProjecSteering Committethat its decisioto

change the project scope (f®xample, by changiRgoject Qutput quality requiremenéd
extending the delivery timeframe) will in no way conflict with, or cause embarrassment to, the
Government.

Under these Guidelineg,l \ h i "or unrkahayed Bhangedefined as any modificattorthe
scope of a project that has not been authorised or approved by the appropriate individual or

group.

Unplanned change does not have to be unmanagesipk h ¢ QualityAManagement Plan
should include processes for gaining agreement as to lergestand unanticipated issues can
be addressedSigns that there is a needdarefullyconsider the management of emergent or
unanticipated issues include:

1 difficulties in determining project requirements in ¢lepth

1 affectedproject participants seedi$ a major issue (indicating a need for major negotiation
and/or learning)

1 ahigh degree of technical or other types of innoviadiod/or

1 arapidly changing or vague project context

In practice, dealing with such issues within the scope of a jrojbats:

1 anticipating and planning for possible changes through risk andlgtsigelomg
contingency plar{slevated or new risks may determine if the change is acceptable)

1 keeping track of emerging or unanticipated issues through issues managesthnep

1 bringing issueshich could have a major impact on theurabr substance of the project
to the Project Sponsaxnd/or ProjecSteering Committee so they carenvaluate the
project or make adjustmentnd

1 using an iterative process of chawdhin the scope of a single projedth approval for
the changes carefully documented in iterative versionsRiidjleet Business Plan
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Rapid Application Development (RABanexample othisapproach for information
system&oftwaredevelopment mjects RAD is highly recommended by some international
consulting groups for projects involving innovation or organisational changes, such as data
warehousingln practice, it involvescognisingnd planning for desired outcomes on a farge

scale, sttagic level without committing to a particular set of implementation tactics (including the
number, nature or scope of projects down the traglgsign and construction projects are also

an example of this approach.

1.3 Documenting project scope

Projectscopeis initially documented at a high level irPtigecProposair ProjecBusiness Case
Once the project has been approved, the project sebpeld be defineoh more detail in the
Project Business PRmviously endorsed documestgch as th€rojecProposaProject Business
Casepublic announcement oelevantemai from managemerghould beacknowledged ithe
Project Business Pl&@his process is calledegration Thsinformation, along with any gaps,
provides a basisrffurther discussion, review, clarification and confirmation of the project scope
with key stakeholders.

nall projectmiormallyrequirelessdetail but the complexity of the project scope should
determine thadesiredevel of rigour

The ProjecBusiess Plais essentialthe contract between thBroject Managend theProject
Sponsor andr ProjectSteering Committee for the delivery of the agfeegject Outpus within
the defined parametedd time, budget and quality. Once m@ject Busirsd3lanis agreed to
and formally accepted by the Project SponsoioaRdojectSteering Committeét constitutes
formaland documentedgreement to the scope of the project.

This._ hkf zZze zZ  k~"r"fAgm ZI1 | bl mitedutingthe Zsk bf btdkdhgldersi k h ¢ ~ \
attempting to add extras, such as outputs or outcomeisgdthe course of the projesithout

allowing foanysubsequenadjustment to the timeframe, budgebotput quality. It is

important that any agreed changes to scope gaogirthe appropriate approval procedures and

are documented. This is outlined furtheElement 22.3.1A Approingchanges to projetiope

A range of project management templatesavailable abww.egovernment.tas.goy.alli of
which are scalabl@hese are explained furtherSectiod, Part8 AProject management
documentation

The following elements are typically covered in project planning documents to clarify the scope:
1.3.1Project Objective

A Project Objectivés astatement of the overarching rationale for why the project is being
conducted Thisshould be directly related to tleerporate objectiveand the business driygr

for the project It must be meaningful in the context of tesiness urit| | mdedandnd b\ Z
focus on what the project is going to achieve, rather than what is produpegject can have

one or more objectives, which do not need to be measurable.

5 Thomsett, Rob (2000) Radical Project Management. Uppéde Sadet, NJ: Prentice Hall
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A useful way to frame the objective is to answer the queStidry are you undertakinbet
projectAThe result is a one sentence statement, or series of statements, starting with the word
&Nh E&

1.3.2Project Outcomes

ProjectOutcomesare the benefits or disbenefits that wilkealisedrom the utilisation of the
outputs delivered by theroject(the Project Outputs)SpecifiedProject Outcome should be
plausibly connected to utilisation af Broject Outpus and if possible defined in measurable
terms, quantitatively or qualitatively (eg improved, reduced, increased, maintained).

The Project Outcoms must be specified in partnership withBoginess Owngs)to ensure
the measures make sense in the context obtisness drivgm) for the project and théusiness
n g tstnatkdic agenda

Disbenefits arise from undesirable outcothasnayflow automatically from th@oject and
impact adversely on particular stakeholdgrse@uced profits for a business unit because the
cost of or demand for some services is reducBipenefits must be taken into account when
valuing theproject from the perspective of those stakeholders who will be impacted by the
disbenefits.

1.3.3Target Outcomes

A small number dProject Qutcomesshould be selected for further specification as the agreed
Target Outcome forthe project. TargetOutcomescomprise performance information against
which the projed | I wil be askelssed within the agreed project timefiaoledinghe
following

Target Outcomél the measurable benefits that are sought from undertaking a project
Performance Indicatéra description of the type of change that will indicate performance
towards the achievement of tharget Outcomes

Measuréithe actual mechanism for gauging the level of performance

Baseliné\the current level of the Performannéitator {e before the utiiation of the
Jkhc” \ mAl I nminml azl [~ ng'

TargetévelAthe targeted level of performance
Targetdate Athe date by when the target levels are to be achieved

AccountabilitA who is accountade for the achievement of the Tar@atcomes and
reports onthe progress towards thetarges?

1
T

= =

= =4 =4

It is useful to speci®achTarget Outcomd |  f Osimgktibe\SMART gaals

Specific (to the project)
Measurable
Achievable
Realistic

1 Timeframed

=A =4 =4 =
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Identif/ingthei k h cTargem@utcomsrequires clear agreement by Piject Sponsor
and/orProjectSteering Committee and Business Og)easthese are the measures that will
be used to gauge the success of the project. As the project progresBegjeti®©utcomes

and Target Outcomesilneed to bere-examimed and reassesd many times to confirm that
they accurately measure the benefits the project intends to dbkger should be meaningful in
the context of thd n | b g ~ dwh perfogntamed rhetrics. Any changes to the cowtietkie
performance metrics may require a review and update #frtjectOutcomesandTarget
Outcomes.

It is critical thathtie Target Outcomeare agreed and documented in@utcome Realisation Plan
sothe changes brought about by the projr be mnagedto confirm arrangements for

ongoing measurement of achievement against the agreed Target Outcomes once the project is
formally closednd to ensure longer term measurement of achievement against the identified
business benefits

As some projects ave towards closure, additional outcomes may become apparent that were
ghm b]~gmb_b”] ]nkbg ™ ma” ikhc”\ mAtlis | \ hi bg"’,
important tocarefuly analys perceived causal links between output utilisation@ndme
realisatioefore such unanticipated outcomes can be claimed by the piidject.
CustomefUtilisatiorMapat Figure7canhelpdetermire if there is deasible causal relationship.

The Project Horizons ModeddeFigures below) is a visual representation of the relationship

[ "mp~r~rg Z ikhc”\ mAl longestérrh miness beneitg it aimis to achievé ~ | *
and the organisational strategic agetiis modelisuallylepictswhen (from the point of

project initiationjhe Target Outcoms, ProjectOutcomesand longeterm business
benefits/disbenefitegin toflow.
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Project Horizons Model
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Figure 6 AThe Project Horizons Model

1.3.4 Stakeholders

When planning and scoping a project, it is importacotectlyidentify the groups/organisations

that will be required to impment and utilise the Projegutputs to enable th@roject
Outcomesto be realised At the initial stages of planning, it is i@ to record the
stakeholders in the relevant section ofRhgject Business Plan

John Smyréf SigmaManagement Scieficiggests the use of a Custofdétisationvlap(see
Figurer) to assist in identifying the relationship between the agjeegdt Outcoms, proposed

Project Qutputs andhe customers/stakeholders. This i e b1 Z Yeh > b\ f Ziibg

analysing the assumed causal relationship betweesetbkauparticular Project Output by

specific customers/stakeholders and the intended Project Outcome (ie when Project Output 1 is

utilised by stakeholder/custorxerwill it result in outcome A/B?).shiould highlighthether

1 any of the proposedProjet Outputs do not contribute to achieving any of Breject
Outcomes$S ma b | bl Il hf *mbf 1l J];andrk b[ ~] ZI

1 the correct customers/stakeholders have been identified to utilise any of the identified

Project Outpus in order to contribute to achievement of fmject Outcoms.

¢ John Smyrk, Sigma Management Science http://sigmafield.com.au/sigma/
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Number A B
#
Name s of OUTCOMES Name of OutomeA Name of Outcome B
goes here goes here
OUTPUTS

1 Name of Name(s) of customefs) | Name(s) of customefs)
Output 1 goes who will utiliseOutput1 | who will utiliseOutput 1
here to generateOutcomeA | to generateéOutcomeB

2 Name of Namg(s) of customefs) | Namgs) of customefs)
Output 2 goes who will utiliséDutput2 | who will utiliseOutput 2
here to generatéOutcomeA | to generateOutcomeB

Figure 7ADhag Mfr kdAl ~ q ZWtiisation Mapl mh f ~ k

There is nousualla direct oneon-one relationship between tiRrojectOutputs and the
ProjectOutcomes, but the sum of tHerojectOutputsAthrough their utilisation by the
customers/stakeholders as anticipAtsdould linkdirectly to the realisation of the Project
Outcomes through the achievement of the Target Outcomes.

Refer toSection Element 4 Stakeholder engagenfentmore information.

1.3.5Project Outputs

ProjectOutputs are thenew or revisegbroducts or services delivered by the project to the
Business Owngs) to manage on behalf of thpeoject customersThey are usually expressed at
a highlevel, and can be broken down into various components or delivetatdletermining
the Project Outpus, fithes$or-purpose or quality criteria should alsespecified Fithesgor-
purpose is defined as theatures by which the quality of an output is determihedther
words,whichcriteria will be used to test whether tReoject Outpus meet the needs of the
project customersand will in turn enabthe Target Outcomes to be achieved and Project

Outcomes to be realis@d

Regardless of the size and/or complexity of the prijeddusiness Owngs) for each of the
highlevelProject Outpus must be identifieand confirmedas early as possible

During the course of the projeprocedurabr work outputswill alsobe developedsuch as a

ProjecBusiness Caswoject Busind3lanProject Risk RegigteojecCommunication Strategy and

Action Plaandsgtatusreports Thesedbovethe-linefproject documentassisin and support
the dayto-day work ofmanaginghe project andtheyshouldbe maintaied by the Project
Managr as part of thgk h ¢ QualityAManagement FramewolBepending on the sizad/or
complexity of the project, it may be useful to list these separatelyHrojaet Business Rtan
order to reflect the level of activity and resources requireddertakethe project.

ProjectOutputs may be produced amioject Qutcomes achieved at earlier stages in the
project rather than just ithe closing staged.he arrows in the IT®odel(in Figure 3)
represent causality, rather thastedinedchronological sequenc&able3 on page33 uses the
Department of Jusédvionetary Penalties Project to illustthese concepts
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Definition Example
ProjectObjective A statement of the overarching rationale for why the project is being| The purpose of thonetary Penalties Project, Department of Justice
conducted implement an effective and efficient process for the collection of monetargp
while upholding the principles and values of social justice
ProjectOutcomes The benefits or disbenefits that will be realised from the utilisation of Outcome 1: Strengthen integrity of the criminal justice process through bette
outputs delivered by the project. management of the monetgrgnalty process
Project Outcomest®uld be plausibly connected to utilsabf the
Project Qutputs and if possible defined in measurable terms, quantits
or qualitatively (eg improved, reduced, increased, maintained).
TargetOutcomes The measurable benefits that are sought from undertaking a project| Target Outcome 1.2More efficient and earlier collection of monetary penaltig

through changed processes

Performancéndicator

A description of the type of change that will indicate performance to
the achievement of thEarget Outcoms

Reduction in the mean/average time to pay a monetary péneltyes
infringement notices and court fines

Measure The actual mechanism fgauging the level of performance Reduction in the average time to pay a monetary penalty compared with cun
average time to pay
Baseline The current level of the performance indicat®béfore the utilisation off The average time to pay a monetary penalty beforePtogect Outpus are utiliseq
the Project Outputdias begun) (as at 30 April 2008)
Target level The targeted level of performance Within a twelve month period there is to be a 30% reduction in average time|
to pay
Target date The dde by when the target levels are to be achieved 30 April 2009
Accountability Who is accountable for the achievement of ThegetOutcomes and Ll Department of Justice
reports on the progress towards the target? 1 Department of Police and Emergency Management
ProjectOutputs Thenew/revisedoroducts or services delivered by the project to the | New business processes for managing and processing monetary pen
Business Owngg) to manage on behalf of tigoject customers 1 The required legislative framewfokthe enforcement of monetary

penalties
Software systems to support the tracking of monetary penalties
The Monetary Penalties Enforcement Service

1
|

Table 3 AExample Project Brief

. Department of Justice Monetary Penalties Project

" The Department of Justice Monetary Penalties Projetiveadreed Project Outcomes, each with several Target Outcomes.
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1.4 Planning and managing project activities

John Smyrk refers to a tdayered management model for a projé&2he is theControl Layer

h k Y-ihgehbog*r A* maNork baged  k k btihef tn dtfis & useful distinctidor

the Project Managess it provides the distinction between the management of the ptbgect
methodologyand the management of the work of the projgcbdudion of the Project

Outputs). John Smyrk argues that Prject Manageshould bespendingt leastl5% of their
mbf A~ hghe&/Zd hA"Z\ mbobmb”~l b_ ma” i kahdachitven b |
its stated outcomes.

1.4.1 Small to medium -sized projects

Project Business Réanplates specifically for small and mediaed projectare available from
www.egovernment.tas.gov.athese templates are typically usethe management document

for small to mediursized projectsupported by datp-day project plans such as Ganhtirts,
timeframes and task lisWhatever planning tool is selected, it should enable the identification of
major milestones with tracking and progress reporting against them.

1.4.2 Large and/or complex projects

Large and/or complex can benefit from approaches artbdwogies that help to break the
project into more manageable parts and by applying tools that hefboxtthe-line
managment

Onceaproject has been properly scoped, it becomes easier to identify the major activities
required to produce each of throject Outpus. Large project can be brokedown further

into phase A phasds a major section of work in a project that deliPeogect Qutputs, but

not Project Qutcomes. Large and complex projects that may take several years to complete
should be scoped sBtageswith each stage produciRgpject Qutputs for utilisationSome

Project Qutcomesmay alsde realised by the end of each stage.

Planning for eachlssequent phase or stage can be undertaken towards the end of the preceding

mh

one as clarity emerges. Activities, tasks, timeframes and milestones can be identified in detail for

each phase/stagadlinked to the delivery of theroject Qutputsfor that phae or stage
Milestones are significant scheduled ettemtsict as progress markers in the life of a project.
The breaking down of work into related tasks is calle?trk Breakdown Structuye
sometimes described asActivity Decomposition Chart

The highlevel results of this initial plannoadled thd’roject Development Schedulell be
documented in th@roject Business Riader the Project Development sectidrisgives an
indication of the major project phases, milestones and target dat

More detailed planning of major project phases, activities, milestones, tasks and the resources
allocated to each task can either be documented iRrbject Execution Rlanthrough the use

of scheduling tools such as Microsoft Pfojeoother sinilar tools These toolenable the

Project Manageo track progress towards the delivery of edject Outpuiagainst identified
milestones.

The relevant project planning documentatietailseachProject Outputin turn with its
associated activities, tasks, milestones and timefildmee®cuments also identify the
interdependencies of the work required to achieve each ofidjier milestones.
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When panning the baseline project schedplality management pexturesshouldto be

applied in order to verify output quality. This is especially important where specific groups within
the governance structure are to be consulted for endorsement (for exapmplect reference

or advisory groypand acceptancée(the Project Sponsaand/or ProjecEteering Committee).

This can be a lengthy process and requires careful coordination of meetings if a hierarchical
sequence of approvals is required. This introduces the risk of schedule slippage if one of the
dependent reetings is cancelled.

The Critical Path Method (CPM) often usedo estimatetimeframes The criticalpathis the
chain of activities that links the start to the finish of the préjagtdelagwill require the
timeframe to be extended by tameamount of time.Project Managsmwho need to shorten
the duration of their projedbcuson the critical path task¥heyadd resources and change
predecessor relationships to shorten their critical path talsémativelylProject Managsmay
changehe critical path where feasible (and consequently the critical path tasks) in order to
deliver the project on time.

Rolling Wavélannings another planning and budgeting method taatbe employed in large
and/or complex projectsThis approach to @hning involves delayinglepth analysis of future
tasks until that level of detail is needed for the project planning atheBollingWave Gantt
Chart shows near tasks in detail, distant tasks atlavegbnly and lists those tasks to befdeft
later discussion.
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1.5 Tips from project managers :

Practising Tasmanian State Sepriect managsmand otherdhave made the following

observations:
1 Scoping activities precede any other project management activities.
| For scoping to occur adequately réheeeds to be a full analysis of stakeholders ani

stakeholders must be adequately involved.

1 With projects that are initiated by edict, active stakeholder involvement is still nec

(though there is a need to facilitate an appreciatioarstraints).

Express the scope in ways and language that people understand and appreciate

Make sure the important stakeholders sf§on the scope of the project.

Be aware of related projects, developments and standards early.

Carefully define whatiis and outside the scope.

<ApZk”™ h_ YI\Vhi~r \Vk~rriA,

Change initiatives do not necessarily have to be translated into single drogscisay

be achieved through a series of interlinked projects.

1 Ensure that project activities align with the scBpeaware that some people ntegve
differing agendas that have not been formally defined in the scope.

1 Continually monitor the scope and project actions in relation Thére may be a nee:
to redefine the scope or bring the project back on track.

| It isoften easier to start buildingPaoject Business Risimg a small template and builc

up more detail as clarity emerges. Use dot points to capture the essential inform

rather than lengthy paragraphs.

When writing theProject Business Faio the executive summary last

If specific sections of the templates are considered to be irrelevant for a particula

project, includsome texmh ~qi eZbg par ZI Zgr Ybg

the document as a whole.

1 Reuvisit the Project OutcomesdaTarget Outcomes many times during a project as
things progress. Confirm that they accurately measure the benefits the project ir
deliver and are still meaningful in the context obtisiness urit| hpg i "k
metrics.

=A =4 =4 -4 -8 -9

= =4
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Element2 Governance

This includes:

2.1

2.2

2.3

24

2.5

2.6

2.7

2.8

29

What is project governance?

Ensuring effective project governance

The roles and functions oPaoject Steering Committee
ProjectSteering Committee meetings

Project management governance models

Governance of interlinkgmtojects(program management)
ProjectPortfolio Management

Postproject governance

Tipsfrom projectmanages.

Terms used in thiSuidecan be found in th&ppendix 1ProjectManagemen&lossary

2.1 Whatis project governance?

Project governance refers to the process by which the project is directed, controlled and held to
accounf Theaimof project governance is to plan and martageroject throughout its life in
order to achieve success

2.2 Ensuring effective project governance

While there is enormous flexibilitydeveloping a governance structure for a prajedtthe
roles within itthereare some general principles that should be applied planningnd
managing project

1

It is vital to establishmanagement structure for the project that identifies the specific
players, their responsibilities, accountabilities and the interactieenbiem for the life

of the project. Ultimate responsibility and accountability for the project must be clearly
defined, accepted and exercised within the project governance structure by individuals who
have the authority, and whose operational robeseghem at an appropriately high
decisiormaking level within the organisatiofhe governance structubgncluding roles,
responsibilities, accountabilities and autiomiyst be clearly defined, agreed to and

signedff by the Project Sponsor andfrojectSteering Committee as detailed in the

Project Business Plan

8 Based on definition of Corporate Governance in Australian National Audit@ffizerate governance in Commonwealth
Authorities and Companies Discirianl 999

® Mahoney, J (20 May 2009) Mismatch of Responsibility, Accountability, and AutHiglitis iiglkernance Hot Spots,
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1 If aProjectSteering Committee requiredit shouldincludeand represent the Business
Owner(s) andkey stakeholdeas appropriate.

1 The Project Sponsaxnd/orProjectSteering Committee must consider how (or if) the
ProjectObjectivesProjectOutcomes, Target Outcomes and longer term business benefits
align with the organisational strategic agenda and direction.

1 Status reportin the Project Sponsaand/orProjectSteering Committeshould be
against the milestones outlined infBeject Business Rlad theProject Execution Rlan
Project Work PlanWork Breakdown Strugtared should includdentified risks and
issues for the project.

1 The Project Sponsandbr ProjectSteering Committemust becommitted to providing
AN A\ mbo” “ho”kgZg\” ngmbe ma” ikhc”\ mAl N 2
achieved to a significant extéthis is explained further Element 3 Outcomdrealisation
(includingrganisational change managgment

1 If necessaryhe membership of theroject Steering Committsfiouldchange according
to the phase or stage of the project to ensure the best expertise and experience are made
availabl&,

Project governance structures within and aagasscigsrganisationare management

structures develaa specifically for the projewnid not necessarily a reflection of operational line
management structureBrojectTeam members shoulthve clear, sepate responsibilitiesd
accountabilitiesithin the project governance structtimat differ from their operational
responsibilities and accountabiliigrring operational and project roles and reporting
hierarcieshas the potetial to:

1 negativelynfluence the project scope by causing confusion about objectives andavhat is t
be done and delivered to whom

1 creak stress among tHeroject Team

1 compromise the project governance structure by confusing reporting responsibilities and
authority fo project related decisionand/or

1 compromise the successful realisation oPtbgctOutcomesand busings benefits in the
longer term

The project governance structigieould be made clear, including howilitoperate within the
general management structures ofagency/organisatiokven though the structureay be
the sameor similarwith the same playethge distinction between tharojectactivitiegmanaged
through the project governance strucjuaed normabngoingousiness activities should be
conveyed clearlyThis distinction assists with defining the accountability and reporting
arrangements that form the basis of any sound governance model.

Projectsfunded by the Australian Governmeastdly havea funding agreement that includes
processes for decisiomaking, reporting and accountabilitidse Project Sponsand/orProject
Steering Committeshould beadvisedf theterms of any funding agreemastthere may be
important implicationsif the project governance processes.

Gartner Inc
10 Roberts, J., Bittinger, S. (18/09/2006) How to get more value from your Project Steering CommittelcGartner
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2.2.1 Characteristics of an effective Project Sponsor

Ultimate responsibility and accountabilitgfork h ¢ ~ \ mA | In\\ 2~ fnlm [~7
accepted at an appropriately high level withimgeacy/organisatiomhe appropriate level is

the managerial level that has discretionary control over the bulk of the resources that will be

eqi *g]”*] bg ma” Fork ageandivAcdomplex projectarprogiag of

projects the responsible and accountable rolegenerally be held by a member of the senior
executive.For small projects liae managemay fill this roleFor the purposes of these

Guidelines, this role is called Eeject Sponsor

The Project Sponsqgrrovides the essential link between thenspringegency that is seeking to

obtain beneficial change through the project and the temporary structure (ie the project) that has
been established to create the product or service that is to deliver the desired Hetésits.
important to note that this is notfgurehead roland thatessential characteristéghis role

include:

1 Responsible and accountable

Understands and acceptetma ~ i khc~\ mAl | n\\ 21|l ®BA ma”~bk
the project fromdea to implementation and through to the realisation of the business
benefitsthey believe the business benefits will be achifeareeh if realisation of the

benefits will be longer term

1 Visible champion

Willing tosupport and defend the project pulyliwithin the largesigency/organisatiom
the face of opposition from senior colleagues, especiatiypvdject funding requires
protection orwherea high level of organisational change is regtiired

1 Publicly committed

Consisteny supporsthe Project Managemnd theProjectTeam,ncluding publicly
acknowledging effort, rewarding good work and not backing away or distancing themselves
from the project when things go wrong or tough decisions are required.

11 CookeDavies, T. J., (2005) The Executive SpdyiBbe Hinge upon which Organisational Projectaddement Maturity

Turns?, p.2

Retrieved from: http://www.humansystems.net/papers/Executive_Sponsor.pdf

12 Crawford, L. et al (2008) Governance and Support in the Sponsoring of Projects and Programs, Project Management
Journal, 39 (1), pp-4&5

Retrieved frm: http://www.uj.ac.za/Portals/11/docs/Governance%20and%20Support.paper.pdf

13 Helm, J., Remington, K. (September 2005) Effective Project Sponsorship: An evaluation of the role of the executive sponsor
in complex infrastructure projects by Senior Projeciaglers, Project Management Journal, 36 (3);6dp.51
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1 Strategic and visionary

Provides busingegxpertise to ensure that the proposed project or program aligns with the
corporate strategy and complies with relevant regulations and corporate policy, that the

[nl bg”~ll \VzI~ bl | heb] _khf Z [nlbgIl Il 1"kl
["bg" I ~"ko”~]* ghm | 15" kZod*Ah jmebmbhFe
alignment with the organisational strategic agenda or recomrrssugpirgg or

termination if there is little or no alignment.

i Effective leader

Respected by stakolders and seen as credible in the rolerofectSponsor. Has

effective communication skills, holds an appropriate level of seniority within the

hk Zgbl Zmbhg Zg] bl pbeebg”™ mh nl” ma”“bk il
Y\ hghggl\Amib mh i khf hm”~ ma " agenkyforganisatié hi _hneogmbhb\ gZ €
and cultural realities. Demonstrates courage and a willingness to champion the project

within the organisation even in the face of opposition from senior colleaguessaaadce

to the required organisational chahige.

1 Relationship builder

Cultivates a good relationship with throject Managecharacterised by trust, respect and
open communicatici Canmanage up and dowand understandge relevant
stakeholder groups.

1 Balances role requirements

Balancethe requirements of two independent but complementary perspectives, namely
the Projectonsor role and the operational management role, and determine what each
particular situation reges'’

i Resolves issues

Has the necessary authority and will to make the required decisions, for example stopping
the project if required, or removing an ineffective or obstruetoject Steering
Committeemember.

i Focused but flexible

Isclearon the Project Objectivand able to provide guidance on priorities,$flgxible
on the approach and willing to challengeRtaect Team

14 Crawford, L. et al (2008) Governance and Support in the Sponsoring of Projects and Programs, Project Management
Journal, 39 (1), pp-4&5

Retrieved fromhttp://www.uj.ac.za/Portals/11/docs/Governance%20and%20Support.paper.pdf

15 Helm, J., Remington, K. (September 2005) Effective Project Sponsorship: An evaluation of the role of the executive sponsor
in complex infrastructure projects by Senior Prdjectagers, Project Management Journal, 36 (356dp.51

16 ibid

17 Crawford, L. et al (2008) Governance and Support in the Sponsoring of Projects and Programs, Project Management
Journal, 39 (1), pp4&5

Retrieved from: http://www.uj.ac.za/Portals/11/doesf@ance%20and%20Support.paper.pdf
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1 Available
Assists the Project Manager and Project Team when réeded

Having amppropriate persowith the necessannthusiasm and belief in the projasthe
Project Sponsds criticafor project succesddeally &roject Sponsds seHappointed and has a
particular interest in tHerojectOutcomes.

Many sponsors are appointed to projects withoutany realamdly h _ pa”* ma”~k ma” i
within theirarea of responsibility. While many usually see their nomination §sHeyuma

reluctanto accept the role as the project is just one of¥hidion thing&hey are accountable

for’® The responsililes and accountabilities of fmject Sponsahould not be delegated

because less senior executives usually do not have the status withentygorganisatiom

i khob]” ma”~ g~\~Il 1l Zkr ZiikhozZel Zghingsnii hkm h
azii~"gA,

At the opposite end of the spectrum is a sponsor who becomes too dlossiedn the
management a project. While it may be temptinghe Project Sponsér | k he” | rot mh ~ h
manage the work, which means they bear the accountability, but do not haxenhzomdsof°.

The Project Sponsasversees the business management and project management issues that
arise outside the formal business ofRhgect Steering Committe&hese issues can inclute
mundane guch agnsuring’roject Steering Committeanutesaccurately reflect decisions) and
the extraordinarysuch asepresenting the project for media interviews

Usually thé’roject Sponsanakes an initial determiiwatt of the scope of the project and
arranges for Broject ProposalProjecBusiness Casebe developed Thisprocessnay or may
not involvethe person who is ultimately appointed asRhgect Manager

If aProject Sponsarhangeduring the couesof a projecit can cause a loss of focus and may
threaten the success of the project. The newly appdirgdctSponsor may not have the
same sense of ownership or vision for the projeetminimise potential difficulties in
changeover, the previ®BrojectSponsor and thBroject Manageshould brief the neWwroject
Sponsomboutthe strategic context and scofpat isdefined in key planning documéhts.

18 Helm, J., Remington, K. (September 2005) Effective Project Sponsorship: An evaluation of the role of the executive sponsor

in complex infrastructure projects by Senior Project Managers, Project Management Joyrppl5361(3

19 Simms, J (2008) What should you expect from your Project Sponsor? Ownership, CIO,
http://www.cio.com.au/article/261913/what_should_éxjpe_your_project_sponsor_ownersfigst accessed 3 February

2010)

20 Value Delivery Management, Project Governance: If Business Project Governance is so easy, how come so many projects fail
to deliver to expectations?

Retrieved fromwww.valuedeliverymanagement.com/categories/Reajeetnance(01/06/2009)

2121=k Zp_hk]l* F Zg] = <k”"mm* Y?qgiehkbg’ ™ ma” Lhe” h_ ma” Jkhec
http://www.projects.uts.edu.au/resources/pdfs/PMINZ2001 CrawfordBflestpaifcessed 3 February 2010)
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2.2.2 Characteristics of an effective Project Steering Committee

Not all projects require BrojectSteering Committed it will depend on the complexity and
nature of the projectUsually the Corporate Cliefthe higHevel champion of the projeetho
has ultimate authorignd who promoteshe benefits of the project to the commuhiand/or
ProjectSponsomill determine if #roject Steering Committéerequired and if so, how large it
needs to be.The optimum size of Aroject Steering Committéxfiveto seven peopleA

Project Steering Committeshould be guided by terms of reference thatdmveloped talefine
the function andole of theCommittee

For Project Steering Committees to work effectivelyrite people must be involved and their
respective roles and accourliibs must be clearly definddis highly recommended that a
Project Steering Committéecludes the following representatives:

1 Business Owngs) Arepresenting each majousiness unihat will have responsibility for
managing any of throject Outpus on an ongoing basis

Confirmingwho will represent the BussgeOwnefs) early onwill ensurghey can

participaten the initial clarification of the business problem, refineftet project

scope and development thfe Project Outcomes, Target Outcomesdthe longer term

business benefits that are meaningtila context ofthd nl b g ~ | | ragebde A | | mk Z

1 Keystakeholderd representing groups that may be positively affected by the project, eg
project customerepresentative

Due to thepotential conflict of intereghose opposed to thprojectaredisqualified from
Project Steering Committeeembershi@ndinsteadshould be engagetrough
reference group$

1 MembersA specifically selected for their individual knowledge, skills and specialist area of
expertise These membershouldremain orthe Poject Steering Committesven if their
role within theagency/organisatichanges.

1 A member from outside thagency/organisatidioi k hob] ~ Z Yk~ Zebmr \ a-
represent broadegovernmentnterests.

The Project Manages not considered a member of tReoject Steering Committemd has no
decisiormaking powers.

The Project Steering Committégexpected tddwn/the project rationale and justificatibat is
capturedn the ProjecBusiness Caardexpanded in th&oject Business Pl&noject Steering
Committeemembers shoule advocates for the projestile representing their particular
stakeholder interestsThey are accountable to the Corporate Client anBfoject Sponsdor
providing the projeatith efective managemeand guidance in order to attain tRsoject
Outcomes and must have the appropriate authority to make the necessary decisions.

Managemenrdctivities that should be undertaken byRhgect Steering Committéeclude

22 Smyrk, J., Sigma Management Science, Primers in Project Management: an integratiegrgjessaranagement terms
& definitions, p.32
Retrieved fromhttp://projectoutcomes.smscience.com/PO%?20glossary%202a.pdf

Bazkmg~ "k kAl ~Zk\las YBhphaoh\ m"MmfhkbgoZenftfbomt"AhnR UK["~km
2006
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approving the initifdroject Proposalr ProjectBusiness Case

approvinghe Project Business Plan

monitorirg progress (not just activity);

scrutinising the project budget;

being accounkde for risk management activitiaad

assessing, approving or rejecting changes to the scope (as documentechjadhe
Business P)aas the project progresses.

=4 =4 =4 4 -8 -9

TheProject Sponsand individudProject Steering Committ@eembers are not directly
responsible for managing project activibiat provide support and guidance for those who do
manage themEssential characteristfos Project Steering Committ@eembersnclude:

i Committed

Grgnbg”ter bgm” k™I mtdmonstgtedbi commitkét; andactivel | n\ \ A
involvementn, pursuing théxoject Outcomes and longégrm business benefits.

1 Responsible and accountable

Understandghat Yhe ProjectSteering Committee operates abakie-line(seel.4 and is
not involved irproducingProject Output 24 A

i An advocate for stakeholder interests

Understandshatthe interests and requirements of the stakeholder groups they represent
and any coesponding accountabilities, responsibilities, authority and dealgian
boundaries 25

1 Strategic and visionary

Understandthe organisational and strategic contextiswiling to question how (or if)
the ProjectObjectivesProjectOutcomes andonger term business benefits align with the
organisational strategic agenda and diredfiiliingto re-scope or terminate the project

if there is little or no alignmentan keeghe project scope under control as emergent
issues force changes to lmmsidered.

1 Willing to ahere to best practice

Ensuesadherence of project activities to professional standards of best practice within the
organisation and in a wider contefppliesopen and transparent processesutinises
the project budget anensuresrisk management processes are appropriate.

24 Smyrk, J., Sigma Management Science, Primers in Project Management: an integrated glossary of project management terms
& definitions, p.32
Retrieved from: http://projectoutcomes.snrmeeiecom/PO%20glossary%202a.pdf

% pustralian Government Department of Finance and Administration, G&t@Way Review Process: Lessons Learned
Retrieved fromhttp://www.finance.gov.au/gateway/index.html
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1 Problem solver

Willingto assist théroject Teanby resolving issues, mitigating risks, advocating on behalf
of the project andakngg *\ ~ 1 | Zkr Z\ mbhg mh2 Sogtiomk~» ma” i Kk
focused ad willing to address problems as they arise.

1 Respectful

Observegrofessional meeting protoaasolvegproject conflicts professionally by
reconciling differences in opinion and approach, andggawsdfe environment so the
Project Manageran speakeely.

A Project Steering Committee should expect-figddity information from the Project Manager
and be able to question this information. This could include:

1 guestioning how (or if) theroject Objective®rojectOutcomes and longer term business
benefits align with the organisational strategic agenda and direction; and

1 making the hard decisionsrascope or terminate the project if there is little or no
alignmentvith the organisational strategic agenda.

Relying on a competent and experienegject Manageatoes not absolve Rroject Steering
Committeefrom itsresponsibilitieand is not reason to disengagk.may mean that some

Project Steering Committée f [ *k1 g”~”~] mh Yeb & grijiltheyi ™ Zind mana »
k b a m ?Zogdegknttepedent verification of information provided.

In theGateway Review Process Lessons lseamnetythe Australian Government Department

h  @bgzZg\”™ Zg] ;] f bgbl mkaes espgnsilties, adhortty afd® ] ma zZm
decisiof Zdbg® [hng] Zkb~l Zg] k”~i hkmbg~> f[Tesb> Zmbh
information should be captured in tBmject Steering Committdermsof Reference

The effectiveness ofRaoject Steéng Committeecan be determinethrougha seHassessment
process, or via feedback from a quality assurance review provided by a third party.

See2.4belowfor further information about Project Steering Committees.
2.2.3 Characteristics of an effective Business Owner

The role of Business Owner is complex, avttether there is one or more Buss@svner, their
involvement in the project should be continuous:

1 from the early conceptual stages and refinement of the project scope and success
measures;

1 to reviewing and/or testing the completed produetsjéct Qutputs) and
1 postproject closure aftahey have assumed ongoing ownership oPtbgect Outpus
and the benefits are apparent.

% Adapted fromwww.projectsponsor.com

“Nordend hp~kl * = YNa~ Dzf~l BZk]b~ ?2qi*kb~rg\”rs ;ghma~rk ~qzfie
http://www.spandah.net/html/s02_article/article_view.asp?id=321&nav_cat_id=165&nav_top_id=69

2 pustralian Government Department of Finance and Administration) G&t@éway Review Process: Lessons Learned
Retrieved fromhttp://www.finance.gov.au/gateway/index.html
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A Businesk p g “ikvéldementaybe throughrepresentation on thBroject Steering
Committee referencegroup(s)and/orworkinggroup(s) where appropriate and worig in
partnership with th€roject Manager

Essential characteristica Business Owmenclude:
1 Strategic

Haslongterm vision of the eventual impact of the project on the operational environment
of thebusiness urfd) they represent. This requires their early participation in the initial
clarification of the business problem and the identification of the project success measures
(ie Target Outcomes) and the desired lorigem business benefits.

i Committed

Ensureshe project scope includes all of the outputs necessary for the realisation of the

i khc™\ mAl NZk > ~m | n mterimbusihessbengfitSmBusineg&s” k * ~] el
Owner(s) may be required to contribute resources to the project in order to ensure that

al requiredProject Output Zk ~ ] ~ord etkii M) "YW _tbm ma” \ hgm”qgn
operational environment.

1 Responsible

Coordinatesand implemeistthe required organisational change management within the
business environment and enestthe ProjectOutputs are well integrated into the
operational environment after delivery.

This includes reporting progress of the organisational changé@tojtdet Sponsaind/or
ProjectSteering Committee.

1 Accountable

Manageand maintasithe Project Outpus on@ the project closes, including all ongoing
costs and management of any required changes.

The Business Owner is responsible for impléngeahdcoordinaingthe necessary

organisational change management in the business envirghis@nlfacilitatehe necessary

output utilisatiofior Outcome Realisatide occur The Business Owner is also responsible for
reporting this organisational change toRfwect Sponsaand/orProjectSteering Committee.

How the organisational change will occur is uslogibymentedn the Outcome Realisation Plan

which is effectively the contract betweenBlusiness Owngg) andthe Project Sponsaand/or
ProjectSteering Committee to implement the required change reareag within the business
environment.The Project Managenay assist in the development of @&come Realisation

Plai [ nm bm bl Yhpg”]A [r ma” <nlbg”lIl 1pg~k,

In reality, the Business Ow(gemay not be in a position to execute tBeitcome RealisatiBlan
directly, nor manage its executiaihile project planning usually includes costs of

implementation, relevant Business Owners may be required to contribute additional resources to
ensure these tasks are undertaken appropriatptyprdinatng anyrequiredworkinggroups,
contracting consultantdpepending on the complexity of the change management required,
implementation could be regarded as a project in its own right.

Tasmanian Government Project Management Guidelings Paget6



Section 2
The 11 Key Elements of project managen Governance

It is essential that tiRusiness Owngrarticipatesn identiingthe prac ~ \ mA | [ n\ \ ~ |
early in the project planning proceAfter formal project closure the Business Owner is
accountable to th@roject Sponsar their delegatéeg an existing management group

nominated by th€roject Steering Committéefore the project was closgeir monitoring and
reportingoni k h ~ k ~ | | mhpzk] | Z \TarpetOatcomds gamweh as thena ~ i
realisation of the longer term business bendfiteay must be satisfied that these measures and

metrics are meangful in the context of thieusiness urit| i "k _hkfzg\”~» f~Amkb\ I

agenda The Business Owner is responsible for ensuring the revised measures and reporting
requirements are reflected in updagepbncy or divisional corporate or annual busjpiaas

The operationaperformance metrics may require furtterew and updatingnce utilisation of
the Project Qutputs has been incorporated into the-tlayglay operations of thieusiness unit

After the project has bedormallyclosedthe Busiass Owner is also responsible for ongoing
ownership and maintenance of th®ject Outpus. Thisresponsibilitincludes all maintenance
costsas well as ongoing review of problem reporting and management of argdrelqanges
SY _bgZe nmustiEddngiderdd by theBgsjness Owner aathe projecigiven the
obvious implications for forward budget planning and staffing.

In some contexts, output ownership may be split between:

1 the Substantive Business OwAeesponsible for higlavel output maintenandsy
providingexpertise and authoritative content or processes to ensure Spegjict
Outputs reflect relevant policy and practacel

1 the Operational Business Own&responsible for the ddg-day management issues and
ongoing output maintenance and processes to support stakeholder engagement

Insuchsituatios both the Substantive and Operational Business Owneas@antable for the
successful realisation of thnger term business benefits and accountability and refineting
mayneed clarifyingDetermining who is responsible for meeting the ongoamgtemance costs
may require additional negotiation.

2.2.4 Characteristics of an effective Project Manager

The Project Manageis usually the persevhom the project will ultimately revolaeound so it
is critical to select appropriateProject ManagerThe Project Managetust be adequately
resoured and be delegated tlappropriate level of authoritfhey may or may not have been
involved irdevelopinghe initiabrojectscope andProject ProposailProjecBusiness Case

Essential characteristi€s Project Managérclude:
1 Responsible

Understandthey are responsible for the delivery of the defifrefect Outpus as
articulated in the approvéttoject Business Pleithin the agreed parameters of time, cost
and quality.

1 Relationship builder

Engagse openly, professionally and frankly withPilgect SponsopBusiness
Owner(s)and/orProjectSteemg Committee to clarify therojectObjective(s)Project
Outcomes, Target OutcomeRroject Outputsaind key stakeholders within agreed time,
cost and quality parameteSommunicatethe project and managexpectations of all
stakeholders.
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1 Scope manage

Is confidento propose changes to scope as the project progresses and additional clarity
emergesWilling to assesshanges to scope proposed by Breject Sponsaand/or

Steering Committee members and recommend for or against these changes baged on a
potential impact on time, cost and output quality.

1 Skilled

Hashighlevel project management skills.

i An information source

Provigesappropriate informatioaboutprogress towards achieving agreemject
ObjectivesandProject Qutcomeg(not just actiity) in reports that are concise and
combine clear business language with a careful balance of technical and business
information.

i Credible

Has knowledge of the business area, understands h@&rojeet Outpus will be created
and how the Target Outcomes will be realised from the utilisation ofdhtmes

1 Team builder
Cultivates an effectivé’roject Teanand maintamperformance and morale.

For large and/or complex projectsa program of projectprgect management knowledge and
experience are at least as important as knowledge of the businégsravetisich the project is

being run.However,Project Managsrshould have, or seek to obtain, knowledge of the business
area in order to be able to commicate effectively wifProject Teanmembers, stakeholders

and projectustomergo ensure that business issues and concerns are addressed.

In some instances it may be necessary to delegate specific redpsreipditticular roles, eg

dedicated RisManager or Contract Managéftowever, theProject Manageemains

Z\\ hngmz[e”~ _hk ma”~l ~ ZIi "™\ ml h_ ma”tikhc”\ mA
issues to th@roject Sponsaand/orProjectSteering Committee

A Project Managearanexpectthe Project Steering Committée make necessary decisions and
provide appropriate guidance as requiteak. these decisioms occur, theProject Steering
Committeerequires appropriate information detailing progress towards achieving the agreed
ProjectObjectivesandProjectOn m\ h f A~ | S g h rReports hnohinf¥rdation lsholddbe A '
concise and combine clear business language with a careful balance of technical and business
information, depending on tReoject Steering Committdd  Z lexpéttise ahd knowledge.
Knowing that Project Steering Committéeineffectiveloes not absolvihe Project Manager

from theirresponsibilities aridey must still report properly evelifficultdecisions are

required
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2.2.5Characteristics of an effect ive Project Team

TheProject Teanis led by théProject Manageworking for the successful delivery ofRfagect
Outputs as outlined in throject Business Riad elaborated in therojecExecutioflan(or
ProjectWorkPlanor Work Breakdown Struétor other implementation plan3asksundertaken
by Project Team membeirsclude project coordination, administration, stakeholder liaison,
communication activities, output development and quality assurance.

Within aProject Teanthere maybe a number ofproject officers, senior project officans
depending on the size and complexity of the project, one or teane leadersThe Project
Teammemberamay change as the project moves through its various pAasessing and
selectingpeoplewho havethe requisite skills for each phase of a project is critical to its overall
successThe skills should be explicitly identified as a part of the project planning process.

It isnot unusual for Broject Teanto be appointed on the basis of aadaility rather thathe

specific skills required to underttie project Ideally, thé&rojectTeam should include at least

one person with an intimate knowledge of the business area, and preferably mayealso be

an advantage if one or mdeeoject Teammembers are novices or inexperienced in the business
area, so that fundamental issues are not overlawksthply taken for grantedlany issues can

be uncovered through the process of explaining a project to participants with little background i
the area.

It can bea challenge tbndthe right combination of people with project managemeitiniesl
and business area sKilsalone people who are able to function effectivelytesna for any
length of time.Cultivatingn effectivé’roje¢ Teamis an art in itself, and requires the ongoing
attention primarily of thBroject Manageand secondly thBrojectSponsor?

Issues$o consider include:

1 balancing thek h ¢ ~ \ mA | | dbee k”™j nb kwhd arecappbintedtoZ b gl m r
the project Thiscan provide significant development opportunities if staff are open to
acquiring new skills

1 providing appropriate staff training and development &drigwill ensure thegk h ¢ ~ \ mA |
initial skill requirements aret and can serve to integrate fmjectTeam

1 providing an environment of continuous improvemerth®Project Team Thismeans
budgeting for training and development over the life of the project as skill requirements
change and individual skillgadep and their capabilities increase

1 maintaining staff performance and morale, inclpriglingsupportive feedback on
performance Thiscan be chéénging if thenpject is experiencing problems, delays or
negative feedback from stakeholpers

1 creating the desired cultural environment withinPneject BamA physical environment
Thistakes time, effort and involvememtd

1 integratingontractors and consultants within the teatnichmay requirea different
approach.

As projects vary, the rolesquired, and the tasks and responsibilities within thoseviibleery.
An analysis ahostproject rolesand relateciccountabilities, responsibilities and isigkevided
at Appendix 2Governance Roleghichcan be used as a handout to ensure all involved are
aware of their responsibilities

29 Learnings from the Tasmanian Government Motor Registry Replacement Project.

Tasmanian Government Project Management Guidelings Paget9



Section 2
The 11 Key Elements of project managen Governance

2.3 The roles and functions of a Project Steering Committee

The primary function ofRroject SteergnCommitteas to take responsibility for the business
issues associated with a project, inclddivimgultimate responsibility for ensuring appropriate
risk management processes are apphambersof aProject Steering Committemsure these
issuesra being adequately addressed and the project remains under. donpraictice, these
responsibilities involgevenmain functions:

approvingchanges to the project scope and its supporting documentation
monitoringand reviewgproject progress agatragreed parameters as defined in the
Project Business Blan

assistinghe project when required

resolvingroject conflicts, issues and risks

formaly accepingProject Outputs

confirmingOutcome Realisatipand

ensuring the criteria for formatoject closure have been satisfied.

N

Nookw

For a large or complex project, an effedikgect Steering Committdel \ kn\ bZe _hk ma
successAppendix Bteering Not Rowing: A Charter for Project Steering Committees and Their
Membergmphasises the important role tRabject Steering Committeeembers play in a

project, both individually and collectivétis intendeds a guide fdProject Stering Committee

memberdo ensure they are aware of their responsibilities

2.3.1 Approv ing changes to project scope

The Project Steering Committéeresponsible for approving the project sapdefined in
major project documentatipsuch as th@rojecBusiness Plan relation to:

1 clarifcation ofProjectObjective(s)ProjectOutcomes, Target Outcomes and business
benefits

budget and human resources (cpst)

Project n mi nml Zg] -foki*nekZim ]~ & SgjmgZrelbimr ' A\ kb m~ kb Z
schedule (time)

risk ninimisation strategiesd/or

project management and quality assurance methodologies

=A =4 =48 =8 =9

Changing oemergingssues may require the project scope to be adaptedsure thathe

original or modifie®rojectOutcomes and/or business benefits can be achidhedProject

Steering Committeis responsible for approving or rejecting these changes and for ensuring that
additional resources are provided for incorporating these changes if refuidedso, the

Project Steering Committeequires sufficient arfnation to understand the implications of the
requested change and the extent to which the original project parameters are affected and
require adjustment.

Any major changes to the project scope should be considered on the basis of the following
informaion prepared by th€roject Managen support of a proposed change:

1 nature and reason for the variation

1 effect of the change on the agrdeabjectObjective(s)ProjectOutcomes, business
benefitsProjectOutputs (ie type, quantity and quality), budget scheduje
revisedProject Business Pifaappropriateand

1
i suggested actions for tfroject Steering Committée consider
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2.3.2 Monitoring and review ing the project

The Project Steering Committeeviews the status of the project at least at the ergholh
phase and determines whether #mject Teanshould progress to the next phase.

This can be done by a fornkojecPhase Review Repora simple summary of issues and
learnings gathered from the previous phase.

The review focuses on major prajdocumentation and any variations in the key components
such a$rojectOutcomes, business benefits, critical milestones, risk, costs and output quality.

2.3.3 Assisting the project when required

TheProject Steering Committessists thBusiness Owngs) andProject Managéo complee
the project by ensuring the project is adequately resourced and has the backing of peaple with
appropriate level afuthority.

Project Steering Committ@eembers should be active advocates foPtlogectOutcomes, the
relatel business benefits and help facilitate broad support across the organisation.

If Project Steering Committeeembers represent the interests of some or all stakeholder
groups, they should ensurattlthe interests of #se stakeholders are considerétiey may
also help illustrate to stakeholders how the project serves these interests.

At times, outside d®Project Steering Committeaeetings, th@roject Teanmay also seek the
particular knowledge or experience of indiviBugject Steering Committ@eemkers.

2.3.4 Resolving project conflicts

Project conflicts can arise from conflicts in resource allocation, output quality and the level of
commitment oProject Stakeholdeasd related projects.

The Project Manages generally the first reference pointré&solvingproblems and caresolve
most internal project problems.

Problems arisirthatare outside the control of tHeroject Manageare referred to thd’roject
Sponsoor Business Owngs) for resolution, but there may be occasions wherPtbgect
Steering Committeds asked tassist imesolingsuch disputes.

2.3.5Formal ly accepting Project Output s

Following review and/or acceptance byBhsiness Owngs), theProject Steering Committése

responsible for formally reviewing and acceptiojgct Outpus. The Project Steering

Committeemust be confident it theProject Output | Z mb Hor-irn kYi _hbl mMgA* |kI* j nb k ~
and that the intended stakeholders are competent to utilise the outputs as intémled.

recommended that the handoverRyfoject Ouputs to theBusiness Owngs) is documented

formally, either in th@utcome Realisation Rlam a separate document specifically intended to

confirm output handovdiHandover PlanEitherplanshould beformallyendorsed by the

Project Steering Comttge. Once theProject Outpus have been aepted by theProject

Steering Committe@any changes must brmallyapprovedormally.

To achieve thi®roject Steering Committ@eembers must have a broad understanding of
project management concepts and the specific approach adoptedogjtiue Team
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2.3.6 Confirming Outcome Realisation

Responsibility and accountabilityéatisinghe ProjectOutcomes rests jointly with thirojet
Manageand theBusiness Owngs) in that successfOlutcome Realisatiarequires

1 delivery of specifiddroject Outpus that are fifor-purpose according teriteria defined in
partneship with theBusiness Owngs);

1 acceptance of theroject Outpus by theBusiness Ownds, including anyngoing
maintenance requirements

1 necessary organisational change management in the business environment to facilitate
appropriate output utilisatipand

1 measurement to confirm the agreed projéatgetOutcomes haw been wholly achieved,
or achieved to a significant ext#rdt is consideresufficient to close the projecrmally

After formal project closure, tiBusiness Owngs) is usually accountable to tRmject Sponsor
or their delegates), who may be £niormanagein theagency/organisatidor reporting on

the realisation of the agreed longer term business befdfigsteporting will usually require the
business urit| k"eroZgm i ™MKbe rekiseddaged én the agreedrplojéichrget
Outcomes and longer term business benefits, and updagiggnafy or divisional corporate or
annual business plameporting lines and requirements may also need to be updated post
project.

The Project Steering Committeeustformallyconfirm each of #se steps through

acceptance of formal documentation (eg@utcome Realisation Ptiamdover Plgn

confirmation from the relemtareference/advisory groap a report from theBusiness
Owner(s); and/or
1 appropriate detail in theroject SteerinGommitteemeeting minutes.

1
T

2.3.7 Confirming Project Closure

In order to close the project formally and disbandPtbg@ct Steering Committeeust be
satisfied that the following criteria have been met:

1 Business Owngs) haveacceped Project Outpus and relad maintenance requirements

1 Responsibility for delivery of any outstaridingect Outpus is clarified and accepted (may
be detailed in separaktandovePlanbut requires restating in tiRkeoject Closure Report

1 The Project Steering Committée satiied and hasanfirmed that theTargetOutcomes

have beemwholly achieved, or achieved to a significant extent

Outstanding issuéave beemesolved or allocated for resolution

Outstanding project rishave beemesolved or allocated for resolution

Project Teandisbandmenas beerconfirmed

Outstanding budget issuesre beemesolved or allocated for resolution

Project assethave beemedeployed or iss(g allocated for resolution

Postproject esponsibilitiesave beermefined and allocated

Postprojectreview or evaluatiohas beertompleted and assessed or allocated for

completionand recipient of report confirmed.

=A =8 =4 =8 -8 -4 -9

Projects can be closedcethey are completed successfullyif ibis clear the proposed benefits
of the project are unliketo be attained or are unlikely to be relevant in the current
organisational context.
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2.4 Project Steering Committee  meetings

A Project Steering Committeeeets regularly throughout the course of a project to keep track
of issues and projeptogress The Project Manageshould attend these meetings to be a source
of information foProject Steering Committ@eembers and to be kept informedrfoject
Steering Committedecisionsldeally, théroject Sponsahould chair th@roject Steering
Committeemeeings. A Project Steering Committeeeeting may cover the following agenda:

1 introductory items, such as:

- apologies
- minutes from last meeting
- matters arising from minutes

Project Business Résned\ amendmentgevisions or arising related issues

project management issues, including progress reports and reports from consultants

important issues at the time of the meeting, such as a budget committee submission,

proposed tendering arrangements,-sffjpf functional requirements, related projects

1 review of actions arising from previBusject Steering CommitteeeetingsA it may be
useful to keep a formal list of these actions, in order to track them effectively

1 plans for the next meeting

= =4 =4

The Project Steering Committdms responsibility for thek h ¢ '\ m n g mdsget ma” i khec
Outcomes are wholly achieved, or achieved to a significanttegteissufficient for th@roject

Steering Committe® close the projectormally. Thelonger termbusiness benefits are not

usually secured until aftbe Project ManagemdProjectTeam have completed their

involvement and the project has béemmallyclosed.

2.5 Project management governance models

Project management governance models will epgnding on the size and complexity of a
project. The model can be modified to allow for diverse corporate cultures and project
constraintsFor example, for some projects it may be appropriate to collapse or combine some
of therequirementénto a single function, person or document.

2.5.1 Small projects

For smaller projects a complex structisennecessarilynwieldy and duplicativeor a small
project within a singlausiness unfusually managed as part of a number of small prajées),
governance structure may only involveRhgect Sponsdine managefwho is also the
Business Owner) and tieoject Manageas shown ifigure8 Abelow:
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Generic Project Governance Model for small projects

Project Sponsor/
Business Owner

A

A
Project Manager/
Project Officer

Direct reporting relationship that may
be managerial or contractual (or both)

e

Figure 8 AAn example project governance model for a small project

Although theProject Sponsanay also be thine managetheir project responsibilities and
accountabilities should relate to the projeahagement, not to line management, ie they should
pr"Zk Z ] b_ _~k~"Ngm Y a-thakiag tHattisiréqgirgdb g™ hg ma” ] A\ bl

2.5.2Small to medium -sized projects

For a small to mediusized project, with stakeholders primarily within a bingjlgess uniain
appropriate governance structure might be:

Project Sponsohdivisionatlirectorresponsible fobusiness unit
Business Ownegkmanagenf business unit

Project ManagemdProjectTeamAnominated staff fromusiness unit
Independent Quality ReviemA emgoyee from a relatedusiness unit

= =4 =4 =4

2.5.3Large projects

For larger, more complex projects the governance model will be more irrndatelude
responsibility and accountability requirements eembe of stakeholdertn the case of a
program of projects, @ascading modeldsmetimesised to show the complex governance
arrangementskigured belowpresents a generic project governance model esaample It
includes most entities and indicates some of the ways they would be most likely to interact.
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Generic Project Governance Model for larger and more complex projects

Corporate

Clie—n‘t/‘

A

i

y

Project Steering
Committee

Project Sponsor

_____________ > Business Owner [«
Representative

Project Business Plan \ A
Quality
Consultants

\_ P, Business Owner(s)

Qutcome Realisation
Plan

I
|
|
|
|
|
|
|
|
|
|
|
|
|
|
|
I
|

\ /
N /
N\ / T
N
N 3 4 e
J 3
Project Manager
& Team
Reference Groups | ! Consultants
Project Execution Plan J‘
I I
| I
| |
| |
| |
| |
| A |
| |
b i Working Groups |- ——-—-—————===—==———— .
A
N
Direct reporting relationship thatmay > Indirect reporting relationship that may exist in some circumstances.
be managerial or contractual (or both) These may also be managerial or contractual (or both)

Figure 9 AA generic project governance model for larger, more complex projects

As projects evolve, their governantedeb may changefFor exampleRroject Teammembers,
workinggroups and/oreferenceyoups may move in and out of the immediate governance
sphere of the project as the nature of the project tasks change.

2.6 Governance of interlinked projects (program management)

Program management is the term used to describe a group of related projects that are managed

in a coordinated way, usually with arviigtihat is ongoing, and has an ovBraljram/Project

Business Plafio maximise the use of available resouettectivgprogram management

requires project® be selectedased on their alignment with the program strategic aganda.
thiscontextt k hc”*\ ml Zk”~ h_m~g \ kbmb\ Ze bgm~ak] i ~rg]"
strategy or relate directly to policies and initiatives of governivian&ging projects in a

coordinated wayas a progragenables additional benefitsbe deliveredo the organisation

that would not be possible if the projects were managed independently.
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A single governance structure mayibedfor multiple related projects or a program of projects
A core Program Sponsor afttoject Steering Committeéesponsibléor overalloutcomes is
recommended.The governance structure may largely be stable for all of these projects (for
examplethe sameProject SponsoProject Steering Committeeembers, singheference
group,the same Quality Review Consultant acrosaiklbrojects) or be quite different for each
subproject. In these casethe setup will belargelydependent on stakeholder diversity among
subprojects, project size, and the differences or similarities in the nature offiregestib.

When drawing project governance moditlistemptingto try to include project relationships
as well (for example, sypoject breakdown)While it is useful to document these relationships
diagrammatically, they should be recorded in a separate diagraimgacascading model.

The main requirement is to ensure that the governance models for programs of projects, and the
projects within them, are clearly defined in theleig#Project/Program BusinessiRtduding
clear delineation of the roles, respofisés, accountabilities and reporting requirements.

2.6.1 Understanding p roject/ program integration

When there are programs oélatedprojects, olarge and/or complex projeassided into
integratedsubprojects, it is important to define

1 the type and nate of the relationship between the projeduestions that could be
posedinclude:

- Is a related project dependent on this project?
- Is this project dependent on another project?
- Are this project and another interdependent (ie dependent on each other)?

1 the nature of the dependency (ie may include a shared relationship with data, functionality,
staff, technology/infrastructure, funding, policy and/or legislation)

1 the interdependency management processes to be appl@ber words, how will
representates of related projects be involved in project planning, and how will critically
related activities be monitored and managed?

According toAS ISO 10002003 Quality Management Systems Guidelines for Quality
Management in Projegisterdependency managemenbcessemay include:

1 project initiation and project plaingA evaluating customer and other stakeholder
requirements, preparingPaoject Business Riad initiating other processes

1 interaction managemeAimanaging the interaction during the project

1

project change management and corrahticipating change and managing it across all
project processeand/or

1 dosureA closing processes and obtaining feedback

The management of related and/or dependent projects can be demonstrated in the
Prograi®roject Business Rlgincluding appropriate crag$erencing to relevant sectiangh
asassumptions and constraints, stakeholder management, quality management and risk
management.

2.6.2Understanding i nterlinked project s

A series of interlinklsprojects s less risky than one larger one, for several reasons:
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1 Dividing the change initiatives into smaller areas of action reduces complexity
1 It is easier to produce identifiabletputs andutcomes from small projects, which can be

used to feed into later pmgts, ie even if the folbjectives of the change initiative are not
met, identifiable achievements are.met

1 It can be easier to respond to changing or unanticipated circumstancesjdual
projects have a much shorter life wegv or emerging issuean be pursued through the
planning stages of future projects

1 It allows for substantial learning, which is integral to many change initiatives, but is not
always well supported

One possible risk of this approach is that those people involved witsa$erojects may lose
sight of the broader objectives of the change, or simply not achieveSberatimes major
change initiatives are translated into single prdjeatsver, structuring as one large project has
a very poor record of succedsargepngoing projects commonly do not achieve their intended
objective€’ Project Managsishould be aware that this approach is likely to involve substantial
problems, and projects are extremely unlikely to be delivered on time and within budget.

Carefully cordinatinga series of project either by linking them through an overarching project
or program or carefully coordinating them with strategic planning prodessesnitigate this

risk. Related projects may be coordinated by organising them-piogadis in a larger project.
This linking is suitable when the objectives and tasks involved with gmofestire relatively

well understood, btit is less suitable with projects involving substantial innovation, negotiation or

complex issues thate notclearlyunderstood.

Alternatively, the projects may be viewed as products of a continued strategic acessg
which is recognisexs aremergent processlhis approach is more suitable for projects involving
innovation, negotiation and caety that cannot be adequately anticipatettraqt. The

strategic planning process should indtaeglestakeholderavolved with the projecand be a
carefully managed, ongoing activity that reviews past progress as well as future tfirections.
straegic planning is viewed as a-offeor periodic exercise faenior managersr focuses only

on longerterm time horizons, there can be little relationship between strategic planning and
project management processes.

The latter approach, focusing on these relationship between strategic planning processes and
projects, can result @more effective implementation of planned change initiattioggever,
strategic planning processes are outside the scope of project manadfeiimese. processes are

nornrexistent, or not effectively in place, those project participants involved in planning the change
initiatives might find it easier to obtain commitment (ie funding and resources) if they can define

set deliverables, timeframes and activitiethiscase, carefully coordinating a series of projects
or subprojects would be more appropriate for managing emergent or unanticipatedAssues.
with many project management decisions an adequate appreciation of the project context is
crucial.

30 0Orr, Ken (2004Pushing the envelope: managing very large Arbjegttsn, MA: Cutter Consortium, 2004
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2.7 Project Portf olio Management

ProjectPortfolio Managemenis the management of prioritised projextprograms of projects
withinanagencybusiness uniacross government or organisatiliiis a dynamic process
requiringreprioritisation, as necessary, to neetnging business requirements and/or emerging
opportunities.ProjectPortfolio Managementisually refers to the management of a portfolio of
projects with a large investment in The focus is on effective planning processes to achieve
value from alignentwith businesgvestment strategie®Vhile the discipline of project
management remains focused on delivering individual projects sucPesgEfctBartfolio
Managemenfiocuses on delivering programs of projects successfully.

In the governmerdontext, he strategic agenda of a department is usually represented in the

portfolio of corporate, business and operational activities. Strategic initiatives are often clustered
into portfolios of programs and projects for implementation. An indpadtfalio area, for
ngzfie~r* fZr bglen]”™ oZkbhnl YfZchkA ikhc”\ ml
projects. The program level could include several programs, each comprised of a number of

major projects (small and large). At the projeet |éargeand complex projects are often

¥hunked ufinto subprojects to achieve the broader projebjectives

At each level in the hierarchy, achievement of the respBatijgetObjectives an@roject
Outcomes individually and/or collectively rioutes to the achievement of the highender
agendés) and ultimately to the realisation of the departmental strategic vision and/or mission.
This structure is presented visualFigurel0 A below

Organisational/Agency Strategy

contributes to T
acheivement of “— pgrtfolio may include Projects,

A Objectives ongoing/operational Programs,
A Outcomes Programs of Projects etc

contributes to T

acheivement of —— Program _
A Objectives may be a Program of major
A O Projects with shared
utcomes objectives
contributes to T
acheivement of L Project
A Objectives may include
A Outcomes subprojects
A Outputs

Figure 10 ARelationship between departmental strategic agenda and portfolio, Program and
Project Objectives and Outcomes
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2.8

Gantthead.cofh suggests that best practice in this area involvegéney/organisation

establishing mechanisms to manage both the approval/prioritisation of projects and the
coordination of project delivery.lhe agency/organisatiadopts a formal process for tracking

project processes from inception to completion or cancellgfieveral Tasmani@overnment
agencieare moving towards this model, particularly with regarajeqts with a major ICT
component.Project Portfolio Management tools are available to support this priooesser,

the governance processes that dilgency/organisatiemploys to manage its projects must be
examined, and potentially reengineeredrbeiny tools are investigatéthe key to effective

Project Portfolio Management is governance and the maturity of an organisation as demonstrated
by its ability to close down poorly performing or redundant projects.

Post-project governance

Postprojectgovernance arrangements should be detailed @utmme Realisation Rtarthe
project. While this will include idenfifigthe Business Owners and roles and responsibilities, it
will also reflect the operational management structures bliieessinit or agenciorganisation
to which the project is deliveriitg outputs

Postproject governance arrangements will be more complex if the project delivers to more than
one agency and/or is a whetd-government projectlt may be determined that a governing

body will need to be establishedreflect this complexii§ an existing body is nappropriate

This governing body will not be tRAeoject Steering Committeleutshould be a governing body

that reflects the newostproject environment with new terms of referenttenay be

appropriate for some formé@roject Steering Committeeembers to become members of this

new governing body, but their roles and responsibilities will be different to those reflected within
ta” i khc”\ mAl "ho~kgzZg\” | mkn\ mnk?",

Intextbook exampleshe realisation d?rojectOutcomes occurs shortly after tReoject
Outputs have been handed over to the Business Owner, meanPipjbet Sponsaand/or
Project Steering Committeanformallyclose the project.Thissituatiorrarelyoccurs irreality.

In some cases, onBeoject Outpus have been delivered to, and accepted byBtisiness

Owner(s), early measuremeocanconfirmwhetherthe agreedrargetOn m\ h f ~ | Zk~ Yhg
to being wholly psubstantially achieved within a reasonable period of timix (egnths). In

this instance the role of tiroject Sponsaind/orProject Steering Committée extendedsix

to ninemonths until the data confirms achievement offdrgetOutcomes andHe project is

formallyclosed.

In manycaseshowever realisatiorf ProjectOutcomes will be incrementaidnot wholly

achieved for months or even yefislayed Outcome Realisation). Tudonallyextendsthe

Project Sponsaind/orProject SteerinGommittee? | k~"lihglb[bebmr _hk ma?
Project Outpus have been handed ovén practical termhisextensioris not realistic or

sensiblgand a two stage approach to project closure should be adopted:

1 Closure Stage Awhen theProject Teandisbands after theroject Outpus have been
delivered to, and accepted by, the Business Owarads
1 Closure Stage Awhen theTargetOutcomes have been achieved.

3 Benchmarking and Best Practices primer
www.gantthead.com/Gantthead/content/whitePapers/Benchmarking_and_Best_Practices_Primer.doc(Accés3ed April 20
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In the first stage ofasure the Project Teanms disbandedyhich meanghe rde of theProject

Managers fulfilled. The Business Owr(g) isnow accountable to thEroject Sponsés) or their

delegates, who may be an existing senior management committee in the agency, for reporting

i kh™ k™1 mhpZzZk] | Z\TadetOoattomésgm h_ ma” i khc”~\ mAl

It is advisable to revitiee business urit| kr"eroZgm i~k _hkfzg\»» f"~ZI nk
pr*k” nl ] mh ikhob]?™ [ZI]| ~ebg” baget@utcconesnb hg _ hk
Given the business improvemdativered by thenpject, these measures widled to be revised

to ensure the longer term business benefits are confirmed and tracked on an ongoing basis.

Agency or divisional corporate or annual businass piill also require updatirgporting line

may require clarification and forward budget planningeeaito be reassessta

accommodate any ongoing maintenance costs and staffing issues

This situation requires alternative governance modeiere the Project Sponsnominate
appropriate perstsAsuchasan existingenior or executive managementnmitteeAto take
responsibility for receiving Outcome Realisation progress rieporthe Business Owr{s)

until output maintenance is operationalised and reporting is subsumed into the kteinkesd

or corporate reporting procedures for the unit/agency. In this case, the designated Business
Owner(s) must formally accept responsibility for the ongoing monitorimg@orting of

progress against the realisation ofRfmect Outcomsto the delegated person/committésee
Figurell below).

Generic Project Governance Model for delayed
Outcome Realisation

Project Sponsor/Steering
Committee
[role may be delegated to
existing management committee]

[ Business Owner J

Direct reporting relationship that may
be managerial or contractual (or both)

—

Figure 11 AGeneric project governance model for delayed Outcome Realisation
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2.9 Tips from project managers:

Practising Tasmanian State Sepriect managsmand otherdhave made the following
observations:

| A highlevelProject Sponsanay initially imply that the project has high priority with
the agency/organisatidout it may be difficult to engage them as they are very bus)
The result may be that the project will not receive adequate support and advocac
long term.
|| >hgAm ZepZr |l k*er h gPrajeat Steering Committéeh e h
membershifA many equally skilled and capable staff would thrive given the oppor
Different governance structures may be required for the project at differgst poi
Involve theBusiness Owng) early in the project planninGaining their early
commitment to the project will assist in defining and refining target measures tha
meaningful in the operational environmédinvill also go a long way to ensgrthey
understand what level of organisational change is required to ensure appropriate
utilisation and that it is their responsibility to achieve such change.

An effectiveProject Teanp bee Yphkd azk] A ZPgolect ManayZ

What each role is called is not as important as the who, what, when, why and ho
the decisions.

= =

= =
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Element 3 Outcome Realisation
(including organisational change management )

This includes :

3.1 What is Outcome Realisation?

3.2 Plannindor Outcome Realisation

3.3 Organisation@hangemanagement

3.4 OutcomeRealisatiomplanning documest

Terms used in thisuidecan be found in th&ppendix 1ProjectManagemenBlossary

3.1 Whatis Outcome Realisation ?

Once a project delivers its outputs to BBasiness Owngs), these outputs must be utilised by
the project customerm the intended way to enable tReojectOutcomes to be realised-his
Il mz> ~ h ma” i khc”\ m bl ahkd?®ecifikplarnihg ammaagemant n m\ h

is required for this to occur successfully.

In the context of a project, planning for the achievement or realisatiorPo§jget Outcome
alsorelates to planning for organisational chaRggects are all about change and almost always
involve people and relationshifrsformation in this section is closely relatextakeholder
engagemerglanningwhich igletailed irElement 4 Stakeholder engagement

While organisational change management is a substantial discipline in its, avisiaigbely
linkedto the discipline of project managementorder fora projecA Target Outcoms to be
achievedProject Outcoms to be realised and longer term business benefits secured,
organisational change is often required.

3.2 Planning for Outcome Realisation

John Smyrk, Sigma Management Science Ptyefeds to three factors that determine
outconmes These factors are

1 the quality (fithed®r-purpose) of thdProject Outpus,
1 the predisposition of the project customensd
1 the external influences.

This meanslanning within the project f@utcome Realisatioshouldconsider

1 output quality managemeAthow the project can exert control to ensuPeoject Outpus
are fitfor-purpose and meet the defined business sieed

32 John Smyrk, Sigma Management Sdi¢tpcésigmafield.com.au/sigma/
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1 management of change during the profeobw the project can influence the
predisposition of the project customerg {e encourage stakeholder output utilisation)
and

1 riskmanagement planniAdiow the project can implement mitigatiactions to minimise
the negative effects of any external influences.

As described iEement 10A Projecteview ane@valuatiorsometime after theProject Outpus
have been diveredthe projectwill be evaluatedo assesthe extent to whichTarget Outcoms
were achieved. Planning foutcome Realisatisghould commence early in the project and the
related documentation should ensure that:

1 the links between thiroject ObjectivesProjectOutcomesTarget Outcoms, Project
Outputs and stakeholders are confirmed

1 the final phases of the project are managed in a satisfactory manner including output
handover and acceptance by the Business Owners

1 the success of tHeroject Outputsare assessed and corrective action performed if
required

1 the level of organisational change required for successful trapgiiemgure
appropriate utilisation of thojectOutputs in order to realise tHeroject Qutcomes) is
corredly planned and implemented

1 the Business Own@) commit to managing and maintaining the outputs in a quality
manney

1 the long term output maintenance processes, responsibilities and costs are understood and

accepted by the Business Ownairsd

1 the projetA Target Outcoms are wholly achieved or achieved to a significant extent,
prior to the Project Sponsaand/or ProjecSteering Committee formaéiipsing the
project.

Depending on the scale and complexity of the project, this information may be dapured
Outcome Realisation PBanefits Realisation Blgoresented separately in a combination of
some or all ofhe followingdocuments:

Handover Plan

Output Management Plan

Organisational Change ManagenienT ransitioh Plan
Training Plan

=A =4 =4 =9

The development of these documents is explored mor®datior, Part8 A Projecinanagement
documentation

Business Owngs) for each of the higlevelProject Qutputs must be identifieab part of the
INITIATEphaseof a projectand included within the project governance structures. This
information should be confirmedtheProject Business Riad endorsedy theProject Sponsor
and/orProjectSteering Committee as soon as practicalihe.Business Ownés) are
responsile for ongoing management of tReoject Outpus once delivered, the realisation of the
outcomes from the use of theBeoject Qutputs and subsequent flow of longer term benefits to
the organisation. Their ongoing responsibilities are detailedinttioendrealisation Plan.
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It is important that the project provides the Business (dg)wveith information relating to any
ongoing cost implications associated with output maintenance (including service requirements,
warrantes, licence renewals, annual contess 6r servickevel agreementsp forward budget
planning estimates can be adjusted. When planni@gtitome Realisatidvegins, there may
need to be some negotiations to clarify which costs will be covered by the project and which are
the responsiliily of the business or agency into which the project is delivering its outputs.

3.2.1 Measuring Outcome Realisation

Measurin@utcome Realisatianvolves using agreed indicator®(@ect OutcomeandTarget
Outcomes) to confirm the achievement of tReoject Objective ProjectOutcomesare the
benefits or disbenefits that will be realised from the utilisation Prfdjeet Outputslelivered by
the project They should be plausibly connected to utilisation d?ribject Qutputs and where
possible defined in measurable terms (eg improved, reduced, increased, mairtiaiReafect
Objectiveshould be conceptually represented byRhgect Outcomeand quantified by the
measures proposed in tharget Outcomesf the Target Outcomesare achieved then the
Project Outcomesiave been realised and tRAmject bjectivés) have been met.

EachProject Qutcome should have one specliarget Outcomas its quantifiable measthat

can be used as evidence that BrejectObjedive hasbeenachieved Larger projects will have
more but it is not recommended to target more than abiivatfor measurementTarget
Outcomesare usually developed during the initial scoping of the project, but can be specified
duringOutcome Realisiain planning activities. TReojectOutcomesandTarget Outcomesvill

k"jnbk~

k"ob”~p

] nkbg"

ma”™ i

khc”~\' m mh

Agl o nkn

agenda.The measures must not bggnificantlyubject to events beyond the contréltioe
project and the data must be availablthe short and long term

This information is captured in the approRedject Business Rimg with relevant
performance indicators, measures to be used, baseline data, target levels, target dates and
acountabilities Specification using SMART goals (specific, measurable, achievable, realistic and
timeframed) is recommendedhis is demonstrated Trable4 below

Target Outcome| Performance Measure Baseline Target Level TargetDate Accountabilit
Indicator
The measurablel A description of | The actual The current The targeted The date by Who is
benefits that are| the type of mechanism for | level of the level of when the target| accountable for
sought from change that will | measuring the | performance performanceié | levels are to be | the achievemen
undertaking a | indicate level of the indicator as at | how success is | achieved of thetargeted
project fewhat | performance performance [date] defined outcomesand
we want to towards the indicator reports on the
achieve) achievement of progress
the Target towards the
Outcomes target?

Table 4 ASample Outcome Realisation data for the Project Business Plan

The project should not blrmallyclosed unless there is sufficient evidence fd?rivject
Sponsomndor ProjectSteering Committee to agree that fharget Outcoms have been
achieved, or progress is evident. For many projects, evidence Tragt#teOutcoms have
been achieved is available before formal project closure and an assds3nteatre
Realisatiois possible.
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For many larger projectgherethe realisation of outcomes is an iterative process that occurs
over time a two-stage approach to closure is recommend&tiere formal closure is deferred
until evidence ddutcome Redadationis available,ig strongly recommended that tReoject
Sponsomand/orProjectSteering Committeeeconvene at an agreed appropriate time dfiter
first stage gbroject closure to sigoff onevidence indicatimyogress toward®utcome
Realis#zon and securing of the business benefitss recommendation assumes that the-high
levelBusiness Ownésrepresented on th@roject Steering Committee

3.2.2Defining Roles and Responsibilities for Outcome Realisation
BusinessOwners

At least oneBusiness Owner must be identified for every project no matter what the size of the
project In smaller projects this will often be the same person &sdfext Sponsor

Depending on the nature of throjectOutputs acollaborative model of ownershipy be
required that separates responsibility for the infrastruaiorponent of the outpufie the

Yi ~ k Zmb h g Znnek) frermréspogsibility for the polmymponent of the outputie the
WibstantivA < n | b g~ Isgecifit gxgertide afdul authoritative content or procesyes
The two levels of ownership are interdependent as both are requiesdtioe theoperation of
the Project Qutput reflects relevant policy and pracéind itdongerterm managemeris
sustainable.

The Business Owr(g) has ultimate accountability for ensuring thaDilteome Realisation Plan

is developed and implemente@ften, in reality, the initial draft will be prepared byPtiogect
Managein consultation with the Business Owner BrajectSponsor.The Business Owner also
monitors the progress and effectiveness of the plan, as they will ultimately reap the rewards of a
successful project once tReoject Outcoms are realised.

The Business Owner is responsible for reporting progress @gagmsneRealisation after
formal project closuré=ormal projectlosureoccurs when th@roject Sponsand/orProject
Steering Committee can be satisfied thaffdmget Outcoms have been achievetdihe

Business Owner is also responsible for budgeting fotheotinganisational changes required to
ensure the outputs are appropriately utilised and the ongoing maintenance &mogette
Outputs are delivered.

At timesProject Sponssrand/orProjectSteering Committeanightrequest ongoing status
reporting duing the project implementation phase, not only fronPtogect Managedyut also
the Business Ownén relation to progress against outcome realisation.

Project Sponsorand/or Project Steering Committee

The Project Sponsaind/or ProjecBteering Commige is responsible fansuring mOutcome
Realisation Plandevelope@nd for subsequently endorsinglihey arealsoresponsible for
ensuring an effecti®roject Business Fahat willform the benchmark for the development of
the Outcomdrealisation Plasis in place throughout the life of the projeatithout a fully
developedProject Business Riduich clearly specifies tReojectObjective(s)Project
OutcomesTarget Outcome and measures, it becomes very difficult to developrangga
Qutcome Realisation Planthe absence of an endorsed roldeisiject Business Plaa
development of a detail€édutcome Realisation Rtarendorsement can be seen as a remedial
measure.
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(including organisational change manager
Project Manager
The Project Manages responsible for:

1 ensuring the project scopelequately details the planriject Outcoms, Target
Outcomesand performance measures

1 ensuring theustomers who will use the outpat® identifiecdindthat it is clear how the
Project Qutputs will be used to generate tAeojectOutcomes

1 ensuring there aré@rfessfor-purpose criteria for the plann@dojectOutputsin relation
to achievement of th&éarget Outcoms

1 continual monitoring of the project to identify any changes to the scope that will affect the
finalProjectOutputs delivered and to quantify any likely impact on the propospstt
OutcomesTarget Outcome andProject (bjective and

1 ensuring that th8usiness Owngs) has assistant@ develop thdnitialOutcome
Realisation Plan

While theProject Manag&rresponsibilities are completed afterRhgject Outpus are

delivered and accepted, it is advisable to make sure that planning for RovyettteQutputs

are managed (and who will be responsible for coordinating the transition and operationalisation
process) is carried out much earlier than when output delivery occurs.

Project Team members

The otherProject Teanmembers can assist with the development ofteome Realisation
Plan particularly if they are the people who will be involved in the nmamiaigef theProject
Outputs once the project closes.

Project Stakeholders

Project Stakeholdensusthaveinput into theOutcome Realisation Pémpecially if they are
members of thdusiness uritgencythat will be affected by the changes.

Organisationa | change management

Organisationahange managemeatibout managintpe realignment of aggency/organisation
to meet the changing demands of its business enviroamgreProject Qutcomes are realised
It is a continuous proceAs program, not aingle everAand includes mariagchanges to the
organisational culture including people, business processes, physical environment, job
design/responsibilities, staff skilkknowledgeas well apoliciesandprocedures.

3.3.1 Clarification of terms

It iseasy to confuserganisational change managemestma ma”* m~kf Y\ azZg
Management of organisational change is sometimes referred to as change management, a term
that can cause confusion in project management circles because it has dlieer poss
interpretations, for example:

1 In projects, it can refer to the formal method of managing requests for change that may
affect the scope of the project

1 Cg i khc”™\ ml pbma Zg CN |l rI m~»fl \Nhfihg”*gm
procedures for mnaging technical change
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1 Inrerg > bg”~r~"kbg” ikhc”r\ml * Y\azg ' ~ fZgz ~f"rgmy
managers

3.3.2Planning for organisational change

Successful organisational change is esseriatdome Realisatigrthange of some kind must
ocaur in order forProject Qutcomes to be realised by thgency/organisatiom this context,
planningo achieveProject Outcomserelates to planning for organisational change to prepare
the business areas for the new operational environment that stilllesin theProject Team

has handed over therojectOutputs, the team has been disbanded and/or the project is.closed

While changes are often monitored during project implementation, in the past not enough
attention has been paid to maimggprganisational change once the project is cldsed.
changes to be effective and the full benefits achieved on an ongoiitgshmsrtant tglan
for and managorganisational chandéoth before, during and after the project

Very few projectsra carried out in isolation in agencyorganisation dsusiness unitOverall
strategic direction for the management of change withag#my/organisatiomy have been
established alreadnd articulated in relevasurporate/strategic plans sinilar documents.
Thesedocumentshould be consultet align theProject Objective with the organisational
strategic agend#&or Tasmanian Government projects the relationsigipwernmenstrategies
must also be considered.

Organisational change maragnt associated with the project should be considered in the light
of the overall approach to organisational change withag#drey/organisatiand the extent to

which the project is involved in bringing about chadhgethe responsibility of thegness
Owner(s)to make sure these linkages are made. Additional resources with specific knowledge
and skills may be required to ensure this phase of the project is successfu{ggication

officer, training and development officer

The main elemds of organisational change that the project will need to plan for are:

1 transitiorplanning
1 communicatiorplanningand
1 trainingplanning

These elements are supported by key activities, such as:

identifying change agents from within the organisatsuppmrt the change
building and maintaining effective project sponsprship

acknowledging and managing resistance

using collaborative approaches

executing a staged implementatiand

monitoring and evaluating

=A =4 =8 =8 -8 A

3.3.3 Transition planning

When projects involveusiness process changeste should be planto mowe from existing
business processesadoptinghew businesgrocessesN a b | bl dghpg ZI Ymkzgl

Transition planning involves planning for the newppmstt environment in consultatiwith
the Business Owngs). It can be achieved by seeking the answers to the following questions:
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1 What is the current situation?

1 How will the project change it?

i How will thebusiness urégencymove from the current situation to the new situation
(transition arrangemers)

1 What are the costs and resource requirements of the transitional arrangements (if any)?

Transition from Current to New Business Processes

Project
Business | > Business
Process | Transition > Process
(Current) (Future)
Tools Policies
4 Procedures  Tools Policies
Organisation v Procedures

Organisation

Figure 12 ATransition from current to new business processes

To assist in identifying the effect that projects will have on people and business processes, it is
necessary to examine these processespimject) within theagency/organisatidn relation to

the area®utlinedin Figurel2 above This activity often reveals useful information that can be
quantified ita ~ | RdrgetOutcomded (eg baseline data and/or performance indicators).
Planning describes how the transitiothtonew business procesgsll occur.

Transition is achieved by comparing the current business process with a basic understanding of
what will change in énew business procedsor example, does the project deliver a new tool
(egan IT application) or a restructured organisation or modified policies/proeedumggion

is for the project to get involved in the planning processes afémey/organisas that will be
impacted by the projectThis should ensure that execution of the project, utilisation of the

Project Outpus andrealisition ofoutcomes from the project is incorporated in the receiving
agency/organisatén _hkpzZk] iezZgl,

Transition [anning shouldonsidetthe following:

organisational culture, including most importaetple
physical environment

organisational structure

job design/responsibilities

required skills and knowlegge

policies and procedures, which need revisingeelopingand
workflow/processes

=8 =8 = =8 -8 -8 9
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The current situation should be described, the new situation predicted and transition activities
related to each of the above areas identififte most important aspect wénsition planning
planning for the effeon people and how they will be positively engaged with the chéhige
planning can be captured in thetcome Realisation Rladocumented separately as an
Organisational Change ManagefoeimtansitigrPlan Transition is the most complex aspafct
organisational change as it impacts upon changing how people do their jobs.

The extent of the changes will become cleasthe projectprogressesProjectiINITIATE
activitiessimed at implementing significant business chapgegularly in the sa of large

and/or complex projects or programs of projeéiscreasingly involve the use of business
analysis and business process mapping techniques and tools to capture the existing business
processes before determining what has to chdPigeessesa rules should be linked to stated
government policy or legislation to ensure they have a sound basis.

3.3.4Communication planning

Duringthe procesf organisational changeople may experience high levels of confusion and
uncertainty as they move througkransition stage before the chaisgrilly implementedio
minimise this confusion and uncertaihtyntost important aspeirt successfulipanagingny
organisationahanges communication.

For projects, good communication requires thorougimipig, ongoing monitoring, regularfine

tuning and evaluation. The first challenges are to determine who to communicate with and what
the messages are to be.thorough stakeholdemgagement analysiwuldidentify and classify

the Project Stakeholderanalyse their influence on the project, and define the approach to
managing their influence and impact (positive and negative), including winning theirh&rpport
possible Once the stakeholders are identified, it is possilulefioe the target aighces, key
messages, communication mecharaswiwols, responsibilitiesd how feedback will be

provided by the stakeholders and dealt with by the project

Thedepth and breadth dhe informatiorrequired will varyepending on the size and
complexy of the project. Fasmaller projectthe approach to stakeholder engagement and
project communicationsould be detailed in theroject Business Plaar larger projects the
approach auld be detailed ia combination of some or all the followingutoents:

1 Stakeholder Engagement Plan
1 ProjectCommunication Strategy and Action Plan
1 MarketindPlan(to promote or market specifieroject Outpus)

Communicatiotis explored morén Element 4 Stakeholder engagement
Change managemestrategieshat overlap with project commication strategieéscluak:

1 identifyingchange agents leaders for the change (ie project champiand)

1 identifyingpeople who may be unwilling aoceptor support the changéi project
opponentsiandundertakin@gnalysis to understand theiotivations

For projectsnvolving changlat impactthe communitywidely promoted support from

community leaders or influ&l members will lend the project authority and build wider support

Na” oZen” h_ Z \hglblmhgmmzZg] mheAZkgf ZI kZ  hek
be underestimated. This is especially the case for larger, more complexgovenosaent

projects.
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In managing organisational changead important to communicate internally as it is externally.

Regardle!| h_ pa”“ma”“k Z ikhc”\m bl YiirnidJabsblitely Z\ bg" A
crucial that aProject Stakeholdesgnse the project has tbpensupport of senior

managementResearch cites hitgvel executive leadership and champiprishthe change

before, during and after the project as the key factor in determining success.

Ai khc”\ mAl shouldcorrelate withehd réirforcehe agencyand wholeof-
government messagesonsistency with national program messages mdyealslevant.

The Project @nmunication Strategyl Action Plateveloped for the project can form the basis
for theongoing ommunicatioaused by the agency/organisation after project cloSdhnde a
Projec€Communication Stratagyg Action Pldar larger projectshould be developed separately,
the decision to utilise it for ongoing communications sheuddcumented in th®utcome
Realisation Plan

In larger projects, one of the roles of Breject Manages to plan thdroject @nmunication
Stategyand Action Plaas well ag Marketing Stratemyended to promote specifitroject
Outputs, within the context of the overalgency communication stratehese documents
should be developéd collaboration with thagency communications mgea

The Tasmanian Government has developathaleofGovernment Communications Policy and
Tool Kjwhich can be foundww.communications.tas.gov.ahisprovides detailed information,
templates and tools in this area.

3.3.5Training planning

To ensure that planned changes affecting business processes are sutcassfigl, Sirategy
should be developedrhis should identify:

which groups or individuals require trajning

what the trainingequirementsre

how, where and when the training will be deliveasd
who will deliver the training

= =4 =4 =4

While a conscious decision may have been made for the project budget to cover the initial
training activities, tiBusiness Owng) should plan to itlude the ongoing training requirements
for new staff within their annual operational budgets and as part of the organisational change
management activitiefhe Business Owng) also may be prepared to fund training that falls
outside of the scope of ¢hproject but is related to the change initiative.

A Training Platemplate is available asagpendixo the Outcome Realisation Résmplateand
guideavailable avww.egovernment.tas.gov.au

3.4 Outcome Realisation planning document s

An QutcomeRealisation Plaaptures theesults of planning for the organisational chthage
arises from a projecthis plan should become the management document f@usiaess
Owner(s) of the project, in the same way that Pwject Business R$ahie maagement
document for theProject Sponsand/orProjectSteering Committeeln larger projects relevant
sections of th€®utcome Realisation Rizay be incorporated into tregency/organisatidin
ongoingcorporate or operational business éter projetclosure.
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The work involved in initial plannargl ongoing review agten seriously underestimated or
allocated insufficient time due to political or organisational presuifegent resources must be
allocatedo ensure appropriate and effectatcome Realisatigrianning linked with
organisational change manageriretsrms of budget, staffing, time and .sHKiligs should be
considered in thiNITIATEphaseas well as at frequent intervals throughout the life of the
project and maintained farperiod after project closure (especially where the realisation of
Target Outcoms will occur over time).

The QutcomeRealisation Plandeveloped iteratively as the project progresses to provide the link
between theProjectOutputsdelivered by thé&roject Teanand the realisation of thH&roject
Outcomes. The document captures:

1 planning for monitorinQutcome Realisatipand
1 agreed plans for mariagorganisational change brought about by project implementation.

The Outcome Realisation Blaouldbe formally signeaff by theProject SponsandBusiness
Owner(s), and should be updated on a regular basis to reflect any changes agreed to either
during the project or after project implementatidhe document should include plans for the
budget andexpected expenditure for the implementation phase of the project and where
additional resources are requir&ktailed negotiation between tReoject Sponsasnd

Business Owngs) may be required to reach agreement.

An Outcome Realisation Réamot neessary fomanysmaller projectsinsteadan agreed
implementation and management man be includeith the Project Business Riathe Project
Review and Closure Refndcedures should be in place for the ongoing management of the
Project Qutputs andhere should beonfirmation that the agre@&toject Qutcomes have been
realised before the project closes.

When a project involves new business systems and procedures, it is important to identify the
maintenance requirements for thmject Qutputs (for example, the service requirements of
equipment, applications, infrastructure or buildings, the adriuniatrdtsupporfor a system)

and confirm them with the responsible Business @gjndssues that need to be resolved

include determiningho will be responsible for maintenance and upg(adesh may require

the development and negotiation of specific maintenance contracts or service level agreements),
the processes that will need to be put in place to ensure that maintenance occlaguwara r

basis and appropriate records management procedures. Depending on the natiPeojéche
Outputs, this detail can be captured inGhg#come Realisation Rlageparately in ldandover

Planand anOutput Management Plan

TheBusiness Owngs) should ensure that the impact of the proj@tbngoing services and
budget requirements is identified so that any maintenance costs, licence renewals or annual
contract fees are included in their annual operational budgets.
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Element 4 Stakeholder engagement

This in cludes:

4.1

4.1 What is stakeholder engagement?

4.2 Classifyingtakeholders

4.3 Stakeholder analysis

4.4 Communication strategies

4.5 Managing stakeholder expectations

4.6 The role of theProject Sponsandchampionsn engaging stakeholders
4.7 Maintaining stakeholder commitment

4.8 Communicating with project opponents

4.9 The difference between communication and marketing

4.10 Tips from project managers

Terms used in thiSuidecan be found in th&ppendix 1ProjectManagemen&lossary

What is stakeholder engagement?

ProjectSakeholdersire thosevhoa Z o~ Z Yl mZd”~A Sbgo”Il mf Agm* bgo
the success of the projecthey arandividuals or organisatiomso haventerestghatare

positively onegatively impacted bHye project or who can positively or negatively impact the

interests of the projegirocesses, outputs or outcomes

Project success depends in part on

1 mainténing the commitment and confidence of those providing respurces

1 gaininghe agreement of thosgho will utilise thé’roject Qutputs and/or

1 responding appropriately tioe people and groups who are impacted by (or who can
impact the interests of) the project.

The potential stakeholder community surrounding a project can be difficult to identify because:

1 they may belarge, diffuse and amorphyarsd/or
1 the interess ofstakeholders are usualried
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Stakeholder engageménthe processf identifyingeystakeholdersanalyisgtheir influence on
the project, and maniagtheir influence and impa&including winning their supparere
possible Stakeholders can loefined agey ornon-key for thepurpose of planning engagement
strategies:

1 Keystakeholderare those individuals or groups whose interest in the project must be
recognised if the project is to be succegsfuparticular those stakeholders wholvll
positively or negatively affected during the project or on successful completion of the
project
1 Non-key stakeholderse those individuals or grougentified as having a stake in the
projectbutpah ] hgAm g~\ 21| Zkber bg_en”~g\”~ bml hn

To keep eeryoneengagedor the duration of the project is important to develop an
understanding of the values and issuesttiai®lders havend address them.

Figurel3 belowsummarises the stakeholder engagement process.
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Figure 13 AStakeholder engagement process

4.2 Classifying stakeholders

Classifyingey stakeholdeisto groupsaccording to their interest in or influence on a prageat
useful tool and allows engagement strategies for like groups to be developed and implemented

There are generic stakeholder classes within government projeats thaseful starting point
for analysisThisis a useful way to broaden the thinking from the immediately obvious
| mzd~ahe] "kl Zg]l] "~ Zbg Z pb]l~k ib\mnk” h ma
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