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Who Am I?
•

•
•

•

18 years experience in project
management in public and private
sector
Managed over 75 projects
• $1500 to $55 million+
Certified in Project Management,
Change Management, Lean Six
Sigma, ITIL
Presented on how to successfully
manage public sector projects for
• Project Management Institute
• Institute of Public Affairs of
Canada
• Many others
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Who Is This For?
Those who need to plan, implement and manage (or participate in) projects
even though they don’t have project management training
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What Are We Up to Today?
Outcomes
Today’s Goals
• Strengthen each participants’
After today, you will understand…
ability to feel comfortable planning
• Basic Project Management
and managing projects (without any
methodology
other training);
• Your biggest challenges in
• Develop theoretical knowledge of
managing projects
core project management concepts
• The most important
that are most important for nonconcepts and tools
profit organizations; and,
• Approaches to managing
• Provide participants the confidence
most projects
and tools to manage projects
• How to do it all without
being a trained PM!
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May the Fourth Be with You…
I will be using PMI’s PMBOK based approaches and tools…
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What Are We Up to Today?
Starting Points
•
•
•
•
•

What is Project Management?
Projects Versus Operations
Typical Non Profit Projects
Why Do Projects Fail?
Do You Really Need a Project Manager?

PM Processes
• Five Major Processes
• Tools
• Major Deliverables

Now What?
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STARTING POINT
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What is Project Management?
http://www.youtube.com/watch?v=Pk7yqlTMvp8
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What is Project Management?
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Project Management
What is a Project?
• Work undertaken to achieve a specific goal
• Temporary
– Has a beginning and an end
• Special or unique tasks
• Usually a time-limited or one-off outcome
• Uncertainty, risk or change is often involved

What Are Operations?
• Ongoing, repetitive work, producing same service/results
– Accounting operations, administration, sales
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What? There is More?
•

Project Management:
– One project or multiple independent projects
– Independent management approaches or techniques
– Success is independent

•

Program Management
– Managing multiple projects that are related or interdependent
– Use of common approaches, processes and templates to manage in a coordinated
manner
– Obtain benefits or better control through coordination you wouldn’t get from individual
management
– Success is inter-related

•

Portfolio Management
– Collection of projects managing together to achieve common business objective or
common goals
– Projects may not be interdependent or related
– Success is measured in an aggregate fashion
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Typical Projects
Typical non-profit and volunteer organization projects include:
• Fundraising related activities
• Setting up and running conferences, awards dinners, etc.
• Advertising, marketing
• Providing community services
• Helping run “back office” functions (volunteering to do the human
resource, finance, tech support, etc.)
Why should it matter knowing what type of project you are managing?
• Different projects require different skills, timelines and assets
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Why Do Projects Fail?
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Why Do Projects Fail?
Group Question:
• What are the top reasons for project failure?
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Why Do Most Projects Fail?
• Unrealistic timelines
• Unrealistic and changing
scope
• Poor communications
• Poor or no risk management
• Resistance to change/poor
change management
• Lack of accountability

*Based on data in a PMI Study on PM for Non Profit Organizations
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Most Project Challenges are Hidden
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Top Project Challenges
Some specific non-profit/volunteer organization project management
challenges:
• People are chosen for their willingness to support, and less so for their skills
• Financial pressures (impacts resources, etc.)
• Choosing which projects to focus on
• Lack of training or experience in project management amongst volunteers,
management or Board
• Volunteer Board members have a wide variety of skills and experiences
• Non profit and Volunteer organizations typically have fewer (or no) permanent
staff (so projects are done in your free time)
• Slim budget (particularly for project related resources)
• Skills in planning scope and activities
• Tools or skills in tracking and managing activities
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Top Project Challenges
The Project Management Institute (PMI) reports that Non Profit
organizations report the following challenges with projects:
• Our projects take too long
• We need to be more efficient in delivering results
• Our recurring projects need repeatable results
• How do we know we are doing the right projects or that they are even
feasible?
• How can we use our resources more efficiently?
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Pop Quiz
Given what we have just talked about, what do you think are the key factors
for projects to succeed?
– Take a few moments to right down your top 2 or 3 reasons
– Use your own experience as inspiration

19

Top Success Factors
Based on research and experience, the top factors in successful projects
include:
• Effective and consistent planning
• Effective risk management
• Strong, vocal and visible senior leadership
• Realistic scope and timelines
• Support of important stakeholders throughout the project
• Maintaining consistency
• Incorporate organization’s culture
• Good support tools
• Change management
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How Do you Know You Are Successful?
Typically, project success is defined as having achieved all, most (or the
most important) of the project objectives:
• On time
• On budget
• At desired performance or quality level
• While utilizing resources efficiently and effectively
• With acceptance by major stakeholders
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Benefits of Project Management
Why use project management approaches and tools? Why not just “go with it” or
manage the projects as they arise with your current approaches?
Based on research and experience, the benefits of taking a PM approach can
include:
• Significant increase in chance to successfully complete project on time and on
budget
• More effective way to manage many projects at the same time
• Minimizes time conflicts
• Minimizes duplication of effort
• Early identification of risks, and ability to manage around them
• Improved ability to manage funding
• Allows you to spend more time on your other activities and responsibilities
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Value of Project Management
The value that PM processes and approaches bring to non profit/volunteer,
community, or really any organization are those attributes that help you
adapt to your demanding, changing environment:
• Focuses staff/unit/group on a defined goal
• Defines outcomes
• Identifies minimal resources required to succeed
• Allows you to manage risk and budget more effectively
• Provides tools and processes to help you react to change
• Creates positive change
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Project Management Processes and
Tools

Process Overview
There are five major sets of processes:
•

•

•

•
•

Initiating processes
– Authorize and define the scope of work
Planning processes
– Define the project scope and plan, schedule the project activities within the
project
Executing processes
– Manage and complete the work defined in the project management plan
Monitoring and controlling processes
– Measure and monitor project execution
Closing processes
– Finalize all activities across all of the project process groups to formally
close the project or phase
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Project Management Lifecycle
When you look at the diagram below, think of:
• Level of effort
• Level of risk
• Interactions
• Dependencies
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What Do I Really Need to Know?
Assess Your Situation
The approach you take to managing projects depends on your situation
•
•
•
•
•

Do you understand the project goals?
Do you understand what it takes to achieve the goals?
Who needs to be involved?
What skills do you need?
Do you have the budget?
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What Do I Really Need to Know?
Focus on the most necessary and relevant processes and tools
The most basic PM tools you should focus on:
• Project Charter
• Project Schedule (can be short excel document)
• Risk Management Plan
• Status Report
Other nice-to-haves include:
• Communications Plan
• Stakeholder sign-off
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Initiating Process Overview
Initiating Processes
•
•

The first step in all projects
Authorize and define the scope

Initiating Goals:
•
•

•

Tools/Deliverables
• Project Charter
• Stakeholder Plan

Recipe for Success
✓ Identify and involve stakeholders now
✓ Get your project charter signed off before
you start the work

Confirm the project need
Outline initial project
objectives and goals
Obtain formal
commitment

Typical Challenges:
1. Knowing where to start
2. Not signing Charter
before you start the work
3. Not considering all
stakeholders
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Initiating Projects
The “Initiating” activities address the questions:
• “Do I have a challenge/need that requires a project to resolve?”
• "How does this project help our organization achieve its strategic goals?“

Typical reasons for a project are to:
• Solve a current (or perceived) problem
• Respond to a stated request
• Meet client service needs
• Comply with new or revised requirements or standards
• Improve a process or service level
• Integrate or collaborate with others
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Initiating Projects
Typical activities include:
• Identify how the project will address the need (real or perceived)
• Create the initial project scope
• Identify initial resources
• Delineation activities and project phases (if appropriate)
• Identify timelines
• Identify potential stakeholders to involve
• Identify project constraints, assumptions and risks
• Assess potential benefits, costs and outcomes of the project
Other key activities
• High-level approval to proceed
• High level funding approval
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Initiating Projects Key Deliverable:
Project Charter
• Formally authorizes a project
• Documents initial requirements and factors that are important to a
project (items in red* are most important):
–
–
–
–
–
–
–
–
–
–
–

Business Sponsor sign-off*
Business drivers
Scope*
Major goals and outcomes*
Dependencies
Milestones and deliverables*
Stakeholder assessment
Budget*
Risks*
Resourcing*
Who, Done and Won
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Example One Page Charter
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Project Charter Group Exercise
Goal:
Apply the project charter skillsets against a real/potential project
Activity:
• Work in groups with the people beside you (2-3 people per group or
more if you want)
• Select a scenario
• Each group will define the project goals and project scope
– Use bullet points
– Keep it high level for now

• Report back to the group
Time: 5 - 10 minutes
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Report Back and Discussion
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Planning
Planning Processes
• Three processes to scope the effort, define/refine objectives, develop a course of action
• They answer the question, "Who is doing what and by when?”
• Three major processes:
• Collect requirements
• Define scope
Typical Challenges:
• Create a Work Breakdown Structure (WBS)
1. Insufficient experience at
planning
Tools/Deliverables
2. focusing on paper not people
•
WBS and scope statement
3. Project plan is too high level
•
Project schedule*
• Budget
•
Requirements plan
• Quality Management plan
•
Resource breakdown
• Risk Management plan*
•
Change management plan
• Communication plan*
Recipe for Success
✓ Spend extra time on the planning – it is worth it in the end
✓ Get someone who understands project planning to create the initial plan
✓ Focus on the documents that make sense for your organization and situation
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Planning
Two proverbs about planning:
• Failure to plan is planning to fail
• The primary benefit of not planning is that failure will be a complete
surprise, rather than being preceeded by worrying
Reasons for proper planning:
• Eliminate or reduce uncertainty
• Improve project efficiency
• Obtain a better understanding of project objectives
• Provide a basis for monitoring/controlling the project
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Planning
• Inevitable consequences of poor planning
•
•
•
•
•

Uncertainty amongst all players about scope, time or budget
Chance to not have budget confirmed
Lack of agreement at the end of the project on what was accomplished
Wild enthusiasm at the beginning, leading to nagging worries and disarray
Search for the guidly, and punishment of the innocent!
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Planning: Creating a Schedule
How do you create a project schedule?
• Schedules must include at least:
– Activity
– Timeline

• Should also have:
–
–
–
–

Milestones
Dependencies
Resource
Deliverables

• Other things regarding schedules:
– They can be in whatever format makes sense for the user (excel is most common)
– Should be updated throughout the project
▪ Should not be developed once and left alone

– Accept the fact that your schedule will shift (happens in over 80% of projects)
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Planning: Creating a Schedule
How Do You Make A Schedule?
• There are many approaches, but in the end it is not that hard:
• Figure out what you want to achieve, work backwards with a series of questions on how
to get there
1.

2.
3.

4.

Ask yourself:
–
What are the major deliverables?
–
Are there discreet chunks of work?
Create logical work chunks/sets of activities
Ask yourself:
–
What activities are required to complete these milestones?
–
Who will do them?
–
What needs to be done at each step to get there?
–
How long will this take?
Start general, then get specific, then back to high level to gauge overall timelines and
balance
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Sample Project Schedule
Kick off
Initial discussion to confirm project goals, lines of inquiry
activities, timeline, etc.
Confirm potential community organizations to contact for
environmental scan
Create initial lines of inquiry
Data Collection
Collection and review of background documents
Complete interviews
Plan and hold Lean Value Mapping Session
Complete concise best practice research
Complete environmental scan with up to 3 other organizations
Analysis and Recommendations
Complete SWOT analysis of current state
Create recommendations to address gaps and challenges,
utilizing lessons learned from best practice research and
environmental scan
Plan and hold future state Lean Value Map Session
Final Report
Documentation of current state analysis and recommendations

March

April

May

Include implementation plan and continuous improvement plan
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Group Exercise
Goal:
• Develop sample project schedule
Activity:
• Use your sample scenario
• In your groups, develop a high level project schedule
– Use bullet points
– What are the major buckets of work
– What are the high level steps (around 3 to 5, less if appropriate) required to achieve
them
– Who needs to do them

• Report Back
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Report Back and Discussion
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Planning: Project Risks and Issues
•

•
•
•

Issues are things that impact project
• Scope/Quality
• Timelines
• Budget
Issues are having a direct impact NOW on your project and need to be managed
Risks are things that, if left untended, will turn into issues
To manage risks and issues you need to know:
• What it is
• How likely it is to happen
• How much impact it will have
• What someone will do about it
• Who will do something about it
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Planning: Risk Management
H

M

L

H

H

H

M

M

H

M

L

L

M

L

L

Total Risk

Impact

Likelihood

Total Risk

•
•

•

•
•

•

Likelihood of the risk occurrence is the probability of each risk occurring, which could be classified as
Low: 0 to 20%; Medium: 21 to 60%; High: 61-100%
Impact of the risk occurrence measures the impact of the risk on the project (budget, scope or quality)
or the overall organization
Total risk is calculated by multiplying the Likelihood of the risk occurrence with the Impact of the risk
occurrence.
High risks are highly undesirable and should be mitigated to a medium or low risk level
Medium risks should be investigated further to examine the cost versus risk mitigation benefits.
Inexpensive solutions should be implemented while costly solutions may be deferred.
Low Risks are acceptable to the Company. Continuous improvement opportunities to reduce risk
should be implemented only if proven cost effective.
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Sample Risk Plan

Impact

Likelihood
H
M
L

H
H
H
M
Total Risk

M
H
M
L

L
M
L
L
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Planning: Sample Issue Log
Numb
er
1.

Issue Description
Lack of confirmed governance model
(including sponsorship and
reporting) is impeding the ability to
organize the team, start the work,
etc.

Date
Severity Opened
(H, M, L)
H

Jan 10,
2011

Proposed Solution
•
•

Continue to do some work
•
while the governance model is
confirmed
Work closely with Cathy Hanlon
to confirm the governance
model, and then communicate
it

Status
Ongoing. Tony is working on
connecting with Cathy and
potentially Lisa.
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Tips for Coming Up with Risks
• What keeps you up at night?
• Walk through the project plan and ask yourself “what could possible go
wrong?”
• Ask your manager, colleagues, team members
• Look at the PM Triangle (Time, Money, Scope) and think about what is
most likely to impact each of them

Tips for Managing Risks
• Talk to project team members and sponsors constantly
• I often get them to report risks and issues on a weekly basis

• Maintain the risk log throughout the project
• This is almost never done on most projects

• Talk about risks at every team meeting
• Spread the risk
• Hold your team accountable for coming up with and resolving the risks

• Continually reassess risks – daily or weekly

Group Exercise
Goal:
Develop sample project risk log
Activity:
• Use your sample scenario
• Develop 3 issues or risks, and their mitigation
• Report back
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Report Back and Discussion
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Planning: Communication Plan
•
•

Communication plans are important in an environment with multiple stakeholders and
changing political circumstances
This can also be a stakeholder management plan
1. The first step is to identify your stakeholders – who will the project impact?
–
Check your project documentation
–
Check with your manager/Director
–
Ask others (ie. If you are working with the LHIN or another agnecy, ask them
2. Figure out how the project will impact those stakeholders
–
What is their interest?
–
How will they influence/impact the project?
3. Figure out the best way to communicate to those stakeholders, when and what
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Planning: Barriers to Communication
• An effective communication plan takes into account barriers:
–
–
–
–

Stakeholders may hear what they want to hear
Sender and receivers have different perceptions
Receivers will evaluate the message without reading it, by evaluating the source
Words mean different things to different people

• Other considerations:
–
–
–
–
–

Timing
Method (Phone, email, social media, etc)
Liaising with overall organizational communications
Is it internal or external?
Source (do you send it out to staff at a cooperating agency or LHIN, or get someone in
that organization to send it out)
– Political situation
53

Communication/Stakeholder Management Plan
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Execution Process
Typical Challenges:

Executing Process Group
•
•
•

Executing the work you have planned to do
“What are we doing today?”
Processes typically include:
• Managing project execution
• Performing QA
• Managing the team

1. Appropriate reporting
processes
2. Uncertainty on when to do a
change request
3. Uncertainty as to which
documents to focus on

Tools/Deliverables
• Managing information flow
• Status Reports*
• Managing stakeholder
• Change management plans
expectations
Recipe for Success
✓ Determine in advance which stakeholders need updating
✓ Book in advance status report meetings (even if they are brief)
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Status Report
•
•
•

Provides an update on project
progress
Generally touches on activities and
risks
Provides a chance to touch base
with your manager about the project

Typical Challenges:
1. Not doing it
2. Not reading it
3. Being too process oriented

Completed Activities (Oct 17 – 28)
➢ Continue to set up initial interviews (20 out of
25 have been scheduled)
➢ Completed 5 initial interviews
➢ Continued to review background documents
➢ Continued to synthesize findings and themes
➢ Finalized survey to be sent out
➢ Started research on potential creative solutions
Planned Activities (Oct 31 to Nov 11)
➢ Complete a significant number of interviews
➢ Send out survey
➢ Begin to assess survey responses
➢ Continue research
➢ Complete some best practice interviews
➢ Continue to assess findings
Risks and Issues:
➢ None at this time
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Status Reporting Format
Typical Headings:
1. Headline facts
2. Main activities
• Past time period
• Coming up
3. Risks or issues
4. Snapshot/picture of overall project
plan
5. Progress on deliverables
6. Progress on timelines
At minimum:
✓ Activities
✓ Milestone Progress
✓ Risks

Tips for Status Reports
• Make the content match the context
• Only report what you need to
• Submit them regularly regardless
• This protects you and your manager

• Use it to keep your colleagues focused on the project
• Deliver the right content to the right people
• Core team – What do we need to focus on? What did we miss?
• Manager – What are risks? Are we on track/budget (why not?)?
• External Stakeholders – Are we on track? What does it mean to them?

Status Report
Here is what I typically use:

Sample Status Report
Completed Activities (Oct 17 – 28)
•
Continue to set up initial interviews (20 out of 25 have been scheduled)
•
Completed 5 initial interviews
•
Continued to review background documents
•
Continued to synthesize findings and themes
•
Finalized survey to be sent out
•
Started research on potential creative solutions
Planned Activities (Oct 31 to Nov 11)
•
Complete a significant number of interviews
•
Send out survey
•
Begin to assess survey responses
•
Continue research
•
Complete some best practice interviews
•
Continue to assess findings
Risks and Issues:
•
None at this time
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Monitor and Control
Monitoring Process Group
• Track, review and regulate project execution
• Works in conjunction with project execution activities
• Answers the question “How are we doing?”

Typical Challenges:
1. Inconsistent reviewing of plans
2. Focusing solely on reports or
numbers
3. Lack of focus on risk
management

Tools/Deliverables
• Revised versions of planning documents*
• Progress measurement against planning documents
• Status reports
Recipe for Success
✓ Measure regularly and consistently – include a reminder in your online calender if need be!
✓ Focus on talking to people, not just reading documents/reports
✓ Remember to document why you may change documents
✓ It is OK to adjust your plans
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Project Closure
Project Closing Process Group
• Finalizing all activities across all of the project process groups to formally close the project
or phase
• These processes focus on reviewing performance and lessons learned, usually in the form
of a project retrospective meeting
Typical Challenges:
• Transition from project to operations if necessary
1. Lack of focus on transitioning
• Answers the question: “What did we accomplish”
Deliverables/Tools
• Stakeholder/sponsor sign-off*
• Lessons learned document
• Post-project review
• Archive documents

to operations
2. Not planning for stakeholder
sign-off
3. Not doing a lessons learned
(repeat mistakes)

Recipe for Success
✓ Plan for sign-off and transition early in the project
✓ Celebrate success
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I Have Been
Given a
Project To
Manage:
Now What Do
I Do?

What Do I Really Need to Know?
Assess Your Situation
The approach you take to managing projects depends on your situation
•
•
•
•
•

Do you understand the project goals?
Do you understand what it takes to achieve the goals?
Who needs to be involved?
What skills do you need?
Do you have the budget?
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What Do I Really Need to Know?
Focus on the most necessary and relevant processes and tools
The most basic PM tools you should focus on:
• Project Charter
• Project Schedule (can be short excel document)
• Risk Management Plan
• Status Report
Other nice-to-haves include:
• Communications Plan
• Stakeholder sign-off
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Wrap Up

What Did You Learn?
Goals
• Introduce Project Management concepts
• Apply the PM concepts to you and your environment
• Give you tools to take away with you

Outcomes
After today, you will understand…
• A little more about Project Management
• Your biggest challenges in managing projects
• The most important concepts and tools
• How to do it all without being a trained PM!
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Questions?
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