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Chapter 1 – Control Of Projects – Many projects fail due to lack of leadership.

 1. Who's In Charge Here?

 1. Based on your responsibility for a project, you get to control all the following:

 1. Measurement

 2. Reporting Cycles

 3. Milestones

 4. Communication

 5. Project Reviews

 6. Change Management

 7. Rewards and recognition

 8. Constructive Criticism

 9. Reciprocity and exchange

 10. Risk Monitoring

 2. Avoid “Pulling Rank” by doing all of the above

 2. Structure of This Book

 1. 1st Half of this book – process, influence, and measurement

 2. PMBOK says 5 process groups

 1. initiating

 2. planning

 3. executing

 4. controlling

 5. closing

 3. Elements of Project Control

 1. Project Processes – provide structure necessary for control and can serve as an effective substitute  for organizational authority.

 1. Good processes allow control like gutter bumpers in a bowling alley.  

 2. Work to get all processes defined and accepted by everyone in advance when initiating the project

 2. Influence – the more you can sway, encourage, and win over those you are working with, the more control you have.

 1. “pulling rank” to get people to do what they don't want results in resentment and demotivation

 2. Malicious compliance where people LOOK busy is also a risk

 3. Gaining cooperation is much easier when you have a two-way relationship of trust and respect

 1. Team building activities

 2. Formal group events

 1. project start-up workshops

 2. informal one-on-one interactions

 3. Build on “what they want to work on”

 4. Create Interest in boring junk

 1. WIIFM – What's in it for me

 2. Reciprocate somehow with something good when something undesirable is done

 4. Effective Communication – a must for leadership

 1. Written documentation

 1. plans

 2. progress reports

 3. your pen helps you filter and summarize for team members

 3. Metrics – quantify results and drive behavior

 1. What gets measured gets done

 2. Measure a few key things and publish the results

 4. No One Ever Said That Projects Are Easy

 1. Projects are like driving a vehicle downhill

 1. You can steer

 2. You can brake

 3. You CAN NOT push the gas pedal, that's for other people

Chapter 2 – Control Through Process – Your ability to control your project will be significantly enhanced by clearly outlining project processes and gaining willing cooperation from your whole project team to apply them.

1) Project Management Processes

1. Life Cycles and Methodologies

1. Life Cycles

2. Methodologies

1. Explicit guidelines on how to do the work.

2. Usually defined by an organization for use on all projects.

3. They provide boundaries, but they consume time.

3. Project Definition

1. Clear, unambiguous definition needed for control

2. Top down information on sponsor, stakeholders, and desired results.

3. Be thorough and clear in the following Project areas

1. Objective Statement – short paragraph of high-level description of deliverable, deadline, and cost

2. Rough Priorities – Pick between scope, schedule, and resources

3. Benefits – Either a business case solved or a return on investment analysis

4. What is known about customer/end-user needs

5. Prioritized list of all features

6. Goals for cost and timing

7. Significant constraints and assumptions

8. Descriptions of dependencies and other related projects

9. High-level risks

4. This is the document you use to say “no” to changes

4. Contract and Procurement Management (Outsourcing)

1. Outsource as little as possible, given you have less control

2. Establishing a successful outsourcing relationship takes time and effort

3. Detailed specification needed of all deliverables

4. Send periodic updates to the project sponsors

5. Project Planning, Execution, and Tracking

1. Make a strong case for, and get stakeholder buy in on planning, tracking, and execution processes

2. Involve stakeholders in planning, and tracking to increase buy-in

6. Change Management – freeze scope, and manage changes

1. A Robust Process For Change is the difference between success and failure

1. Specific requirements for submitting change requests

2. A bias against accepting changes, to minimize spurious

3. standards for responses and visibility

4. A review process that includes costs, consequences, and benefits

5. Unambiguous authority for the project manager

6. Process Sample

1. Start: Document the change request

2. IF proposal not complete, goto Start

3. Log the Change Request

4. Review the proposed change

5. IF approved, THEN goto Do

6. IF you would approve with modifications, then goto Do

7. Dont: Reject or Defer change, and communicate resolution

8. Do:  Publicize, Document, and Implement the Change

2. Accept/Reject Decisions

1. Another way to control the project

2. Answer the following credibly

1. Is the business benefit for the change well documented and believable

2. Does the proposed change represent the best available response

3. What are the good reasons to believe the change is feasible

4. Is the planned change likely to obtain the desired result

5. How will this affect the delivery date?

6. How credible are estimates associated with the change?

7. What milestones will change?

8. How many more man-days will be required?

9. Who will pay for the extra materials and labor?

10. What are some potential unintended consequences for the change?

11. Will this change affect other projects?

12. Does your sponsor support the change?

3. Always certify what estimates you receive are based on.

4. Keep possible responses visible

1. Approval

2. Approval with modification

3. Deferral

4. Rejection

7. Risk Management

1. Much of work to do it well occurs during initial analysis, scheduling, estimating, and other plannings

2. Helps you build consensus on how to deal with them

3. Do it throughout the project

8. Quality Management

1. Adopted Standards

1. Review them

2. determine and assign responsibility for the standards

2. Specific Quality Planning

1. Closely related to scope management

2. Incorporate quality related activities into your project

1. process audits

2. tests

3. reviews

4. inspections

5. approvals

9. Issue Management

1. Define a process to manage issues, and get buy-in from your team on that process

2. Deal with them systematically, and deal with overdue issues before the time limit

10. Decision Making

1. Make them quickly and well

2. Process for good decisions

1. Develop crystal clear statement of the question

2. Get team commitment

3. Review statement of process, to make sure all understand

4. Select goal oriented, measurable, objective criteria for making the decision like cost, time, usefulness, completeness

5. Select criteria to use in making the decision

6. establish priorities for the criteria, where the weights add up to 100

7. set a time limit for the decision, and restrict time in investigation, analysis, discussion, and final decision

8. brainstorm ideas and options for the decision

9. use group voting to filter the list down to six, before considering them in detail according to the prioritized criteria you established

10. quantify objections, and add decision criteria if necessary

11. order the options by fitness according to detailed criteria

12. consider consequences of “best” option, and implement if none are serious. Reconsider criteria and weights if top option has serious consequences, and re-calculate

13. Document and communicate decision to teammates and stakeholders

14. Implement and track results.

11. Information Management - Easy public non-complicated access important

2) Project Infrastructure

1. Examples

1. Planning Questions

2. Execution Questions

3. Control Questions

2. Fine-Tuning Your Infrastructure

1. Get consensus, 10 minutes per issue

2. For Contentious issues

1. Extend discussion

2. Delegate issue to the most vocal, and have them bring proposal to next meeting

3. Make decision, and explain justification

3) The Project Office

4) Key Ideas For Project Processes

1. Get team buy-in for structured project management processes and clearly document how you will use them

2. Review past projects for problems related to structure and work with your team to make project infrastructure decisions to resolve them

3. Take advantage of organizational expertise and project office capabilities, but resist surrendering control over your own project

Chapter 3 – Control Through Influence

1) Appropriate Leadership Styles

1. Other Leadership Activities

1. Staffing and hiring for the project

2. Communicating a project vision and representing the project as a whole

3. Managing relationships with customers, stakeholders, and sponsors

4. Serving as a liaison to external suppliers, contributors, and leaders of related projects

5. Facilitating project planning

6. Mastering project scheduling software

7. Project budgets, contracts, other financial matters

8. Managing project changes

9. Escalating problems and issues

10. Leadership Skills

1. Operating Style

1. Force

2. Coercion

3. Reward

4. Expertise

5. Personality

	Who Decides?
	Time 

	Leader Decides Alone
	Least time invested, Lowest Team Involvment

	Leader Decides Alone, With Team Input
	

	Leader Decides, and Seeks Team Buy-In
	

	Team Majority
	

	Team Unanimity
	Most Time Invested, Highest Team Commitment


2. Communication

1. Tasks

1. Summarize

2. Filter

3. Report

2. Targets

1. Stakeholders

2. Sponsors

3. Members of team

4. Leaders of related projects

3. Quantity – more from a project leader is better than less

3. Motivation

1. Motivating Factors

1. Achievement

2. Recognition

3. The Work Itself

4. Responsibility

5. Advancement

6. Growth

2. Hygiene Factors

1. Supervision

2. Relationship with supervisor

2) Getting Through Giving

1. Identify those good at getting others to cooperate.  They ...

1. approach others one-on-one, as equals

2. are fearless

3. have a knack for “closing the deal”, which anyone can learn

4. make requests with preamble, because people rarely view reality from the same perspective

3) A Process for Influencing

1. Minor Requests – just ask and say why

2. Major Requests

1. Document your objectives

2. Identify who could do the work

3. Evaluate your options and select the best person

4. Consider the other person's perspective

5. Possibilities for exchange

1. Project Work Considerations

1. the project vision becoming better from THEIR perspective

2. organizational importance of the project

3. name drop powerful sponsors

4. excite them at the potential of the project to solve problems

5. secret benefits

6. job security

2. Project Work Considerations

1. project activities needs owners who will be recognized by name

2. project activities develop skills, and expose to new technology

3. new tools and equipment deployed

4. uniqueness of THIS project

5. challenge or probably success, depending on their love of risk

6. high quality people or help already signed up

3. Visibility Considerations

1. Get noticed by management

2. Reputation

3. Gratitude by others

4. Opportunity to train/mentor

5. “Stuff” like t-shirts, mugs, ...

4. Interpersonal Team and Peer Considerations

1. Trust, chance for some or more

2. Contacts or Connections

3. Fast Turnaround on escalations and requests

4. Loyalty

5. Promise to listen more than you talk

6. Fun – Work hard, gets stuff done, have fun.  Get a rep like this, and people will fall over each other to be on your project.

5. Interpersonal Considerations for Your Manager and Others in Authority

1. Your Competence

2. Confidentiality in tight spots

3. Tell them you'll be there to give feedback

4. Backup for them when they are out

5. Offer to be proactive, then do it

6. Meet with the other person – Your objective here is to get that person's commitment.

7. Verify your assumptions, and determine what to exchange

8. Request a commitment

1. If they already want in, stop giving

2. Request, shut up, wait

3. If No, ask why.

9. Document the agreement

10. Deliver on your offer, and track the work to completion

4) Enhancing Influence

1. Building Influence Within Your Team

1. Lead by example

2. Use random positive enforcement

3. Strive to remove barriers

4. Always provide reasons, use “because”

5. Coach, mentor, assist

6. Practice credibility and integrity

7. Be inclusive – offer trust and respect

8. Use referent power, but sparingly and subtly, not too often lest it backfire

9. Effectively build consensus

10. Always get it in writing

11. Dress for success

12. Be positive – good humor and cheer help influence

2. Building Influence with your Manager, Project Sponsor, and Stakeholders

1. Asking Revealing and Skeptical Questions Diplomatically

1. What problem are we trying to solve?

2. How sure are we of this information?  How can we verify it?

3. What is the source of information?

4. Can we quantify what we are hearing?

5. What are the financial, timing, and other measurable aspects?

6. Are there uncertainties or data ranges associated with the information?

7. What might we have overlooked as risks for the current option?

8. Has this situation occurred before?

9. Is this approach the only option?

10. What is the overall business case for what is being proposed?

11. Is the proposal consistent with overall priorities?

12. What are this proposal's benefits?  How can we verify their value?

13. What is the maximum tolerable impact for this proposal?

14. Are there possible unintended consequences of the proposal that could affect others?

15. How will we evaluate success?  Who will be responsible for verifying successful closure?

2. Collaborating with Peers, Strength in Numbers - much more credibility in numbers

5) Maintaining Relationships

1. Things in common

1. The Project

2. Hobbies

3. Acquaintances

6) Key Ideas For Influence

1. Adopt a leadership style that will work with your team members and work to deliver on what people care about the most

2. Build your awareness and skill for influencing others

3. Learn what people you need commitments from want that you can provide, and use exchanges to negotiate credible agreements

4. Work to increase your influence through your actions and demeanor

5. Build and maintain relationships of trust and respect with each of your team members

6. Provide snacks

Chapter 4 – Control Through Project Metrics

1) Desired Behaviors

1. Preference for careful planning, execution, and communication over project heroism and reactive firefighting

2. Tolerating innovation and change only within appropriate, well-understood business and customer requirements

3. Contributors enthusiastically moving from completed projects to follow-on projects, with rare cases of burnout

4. Cooperation, with team members supporting one another and work and rewards balanced within the team

5. Minimizing overall uncertainty through analysis and planning, but with people willingly to accept appropriate risks (being too cautious has risk of irrelevancy by late delivery, among others)

6. Performing to plan

1. Minimum variance between actual timing and baseline schedule

2. Minimum variance between actual costs and baseline budgets

3. Task closure rate on pace to finish

4. Minimum number of “spotlight” red or yellow indicators on published status reports

7. Managing Project Scope

1. Assessment measures related to deliverable definition

2. The volume and percentage of changes submitted during the project, particularly changes late in the project

3. Measured results from tests of project outputs

8. Resource Usage Within Limits

1. Cumulative overtime

2. Incidents of idle time

3. Compare with staffing norms of earlier projects

4. Staff retention and turnover statistics

9. Cooperation Stats

1. Unplanned meeting frequency

2. Escalations

3. Quantity of team rewards and recognitions

10. Risk Tolerance Stats

1. Number of risks identified and assessed

2. Number of unanticipated problems by severity

3. Value of delivered project results versus expectations

11. Curve all the aforementioned by culture and geography

2) Types and Uses of Project Metrics

1. Predictive – before

1. Determine scale of project

2. justify need for revisions to the project objective

3. Quantifying schedule and budget reserve requirements

4. Validating cost and timing assumptions for project prioritization and value assessment

2. Diagnostic – during

1. identifying resource consumption and timing problems and trends

2. showing the consequences of scope changes

3. making process and staff performance issues visible

4. managing future problems and project tasks

5. monitoring the need to revalidate the project objective for (or shut down) the project

3. Retrospective – after

1. improve or replace existing processes

2. evaluate long-term trends

3. validate and improve the accuracy of predictive metrics

4. quantify systemic project and organizational issues, risks, and problems

3) Measurement Definition and Baselines – get team buy-in on metrics

4) Potential Problems and Measurement Barriers

5) Key Ideas For Project Metrics

1. Outline desired behaviors that you need on your team to maintain project control

2. Identify metrics that align with project objectives and desired behaviors

3. Select a small set of key measures and obtain team support for them

4. test the metrics and establish a measurement baseline

5. use the metrics to monitor and control your project

Chapter 5 – Beginning Control With Project Initiation

1) Sponsorship

2) Project Vision

3) Project Launch

4) Start-Up Workshops

5) Working with Cross-Functional, Distributed, and Global Team Members

6) Key Ideas For Project Initiation

1. Secure commitments from your sponsor for ongoing support and begin to establish a good relationship

2. Develop a compelling project vision and fine-tune it as needed to inspire and motivate your team

3. Thoroughly understand your objectives and document your project charter

4. Conduct an effective project start-up workshop to get your project off to a healthy start

5. Put extra effort into building relationships and trust with your team members in distant locations

Chapter 6 – Building Control Through Project Planning

2) Plan Collaboratively

3) Measure Your Plan

4) Set a Realistic Project Baseline

5) Use Your Plan

6) Key Ideas For Project Planning

1. Plan your project thoroughly with your team, and integrate their inputs, suggestions, and perspectives all through your planning documents

2. Use planning data to set a realistic project baseline, negotiating required changes to initial objectives with your sponsor and stakeholders

3. Begin execution of your project with a credible, understandable plan that is available to all the members of your team

Chapter 7 – Maintaining Control During Project Execution

1) Deploying Status Based Metrics

2) Status Collection

3) Informal Communication

4) Maintaining Relationships

5) Key Ideas For Project Execution

1. Define diagnostic project metrics that will enhance control of your project, then get buy-in for them from your team

2. Be dogmatic and disciplined in collecting project status

3. Use informal communication to collect “Soft data”, and work to maintain relationships and trust within your team

Chapter 8 – Tracking And Monitoring For Project Control

1) Scope and Specification Change Management

2) Overall Control

3) Formal Communication

4) Rewards and Recognition

5) Project Review For Lengthly Projects

6) Project Cancellation

7) Control Challenges

8) Key Ideas For Project Tracking and Monitoring

1. Manage scope changes with a disciplined process that accepts only mandatory business justified modifications

2. Develop and take adaptive actions promptly whenever problems arise

3. Use reports and other formal communication to keep people in sync with your project and aware of it's progress

4. Motivate your team using frequent thanks and recognition, and rewards when appropriate

5. Periodically review longer projects to validate objectives and plans, and to revitalize the project vision

6. Deal with barriers to progress and promptly resolve project conflicts

Chapter 9 – Enhancing Overall Control Through Project Closure

1) Delivering Your Results and Getting Sign-Off

2) Employing Retrospective Project Metrics

3) Administrative Closure

4) Celebration and Team Rewards

5) Capturing Lessons Learned

6) Key Ideas For Project Closure

1. Finish your work and get formal acceptance for your deliverables

2. Complete final project documentation

3. Thank your team and celebrate what you accomplished

4. Capture and apply the lessons you learned

Chapter 10 – Conclusion

1) How to guarantee that every project will fail

1. Always select projects using only “gut feel”

2. Never share project selection criteria with the project team; it's none of their business

3. avoid accountability for the project by claiming you're not the only decision maker

4. always demand “stretch goal” results that are unachievable

5. enlist additional sponsors to provide the project leader with conflicting objectives

6. hold back allocated resources for more important things until the project is in crisis

7. never waste time talking with project leaders; you have important things to do

8. ignore environment changes and focus only on your daily activities

9. make changes to projects at least weekly to keep everyone on their toes

10. never make even small decisions without demanding more information and a detailed investigation

11. discourage any analysis of post-project lessons learned, because everything will be different next time anyway

Appendix A: Example Project Infrastructure Decisions

1) Planing Questions

1. Project Initiation

1. Who is the sponsor of this project? What is the stated business purpose of this project?

2. How will the project charter be developed?  Who will write it?

3. Who will review and approve the project charter?

4. How will the initial project scoping be defined and documented?

5. Who is responsible for validating the proposed initial project scope?

6. What departments, functions, and external organizations will be involved in this project?

7. Who are the key stakeholders for this project?  For the project. What is the interest or connection for each stakeholder?

8. How will the project be staffed?  Who is responsible for resolving all open staffing decisions?  What is the timing for closure?

9. If hiring is required, how will it be done?

10. Who will be responsible?

11. For project team members who report to other managers, how will staffing commitments be documented?  What ongoing role in the project will the managers in the other organizations play?

12. What are the roles and responsibilities of each team member?

13. Who is responsible for defining and managing the development, training, and skill building (if any) needed for each contributor to the project?

2. Project Plan Development

1. What life cycle applies to this project?  Will any modifications be needed?

2. What activities are mandated at life-cycle phase-exist, checkpoints, stage gates, or milestones?

3. Will a project methodology be used?  Will this project need to get any exceptions or changes approved?

4. What process will you use to develop the plan?

5. What level of planning detail is appropriate for this project?

6. What are the agenda and timing for a project start-up workshop?  Where and when will it be held?  What approvals will you need for the meeting?

7. How will you capture and document project assumptions and constraints?

8. How will you identify, analyze, and plan for project risk?

9. What planning meetings will you hold?

10. When and how will you conduct the planning meetings?

11. How will you identify, document, and manage dependencies between related projects?

12. How will you and your team conduct a review of the plan documents?

13. What is the process and timing for establishing the plan as a project baseline?

14. What process will you use if you must make changes to the baseline plan?

15. Do you plan to conduct periodic plan review for this project?  How frequently?

3. Outsourced work

1. How will you determine if you will need to outsource project work?  Who in your organization must be involved in the outsourcing process?

2. Before outsourcing project work, what approvals will you require?  What support will you need, and who will provide it?

3. Who will thoroughly document all work that is to be outsourced to an external supplier?  Who will create the request for a proposal or other document that will be distributed to potential suppliers?

4. Who will manage communications with potential suppliers and collect their proposals?  Who will evaluate each proposal?  With what process?

5. Who will select suppliers for outsourced work?  Who will negotiate the terms for the contracts and obtain all needed signatures and approvals?

6. Who on the project team will be responsible for managing the relationship with each supplier while the contracts are in force?  In each case, will the same person track progress, approve payments, and serve as liason?

4. Planning Deliverables

1. What format is required for each planning component?

2. What information is needed in the project charter?

3. What are your standards and format for the project scope documentation?

4. At what level will you document your work breakdown structure (WBS)?

5. What information will you define for each project activity?

6. How will you develop, verify, and capture duration and effort estimates?

7. What cost budgeting information does your project require?

8. What level of detail will you use in resource and staffing plans?

9. What quality planning is necessary?

10. What contracts and documents will be needed for outsourced work?

11. How will you document and track project risks?

12. What will be in your communications plan?

13. Will you require a formal quality plan?

14. What additional project planning documents, if any, are required by your life-cycle, methodology, or organization?

15. Where will project documents be stored?

16. How will project data be distributed? How will you manage any security considerations on access to project data?

17. Will it be necessary to provide any project planning documents in more than one language? If so, who will be responsible for translation into each relevant language?  How will you verify consistency between versions?

5. Planning Participants

1. In addition to the project leader, who will plan the project?

2. What are the roles for the participants in the planning process?  What are their responsibilities?

3. How will you involve remote team members in project planning?

4. Who will review the overall project plan?

5. Who will validate and sign off on each project document?

6. What are the roles of the project sponsor and other stakeholders in project planning?

7. Who will be responsible for representing the customers and users of the project deliverable in planning?

8. Who is responsible for the final decision to set the project baseline?

6. Planning Tools

1. What techniques will you use for project planning and scheduling?

2. Will you use a software application for project scheduling and tracking?  Which product and version?  Are related projects using the same tools?

3. Who will enter the information into and use and use any software tools for planning?  Will the same person be responsible for tool use in tracking?

4. Will you use an automated tool for issue management, change control, resource and budget tracking, risk analysis, project communications, or other purposes?  If so, which products and versions?

5. Will other software (such as programs for database management, spreadsheet analysis, word processing, presentations and graphics, or knowledge management) be needed?  What applications and versions will you use?

6. Do you have all the equipment, capacity, and performance to operate the software you will use?  When will all needed hardware and upgrades be available?

7. If you need to share information with others who are using different software products or versions, how will you resolve compatibility issues?

8. What tool training will be needed?

9. What support will you need?  Who will support your planning tools?

7. Planning Measures

1. What plan-based predictive metrics will you define for this project?

2. Who will document and evaluate the plans to determine the measures?

3. How will you use these measures for your project?

2) Execution Questions

1. Project Status

1. What status information will you collect for the project?  What level of planning detail will you use as a basis for status requests?

2. How frequently will you collect project status?  On what day or days?

3. What method will you use to collect project status from team members?  Will you use different methods for remote contributors?

4. How will you validate status data?

5. Who will compare the status with the project baseline plan and assess project impact?

2. Status Metrics

1. What status based diagnostic measures will you use for this project?

2. Are all metrics clearly defined and documented?

3. Does each measure have a validated baseline or other realistically defined control limits?

4. Are all measures understood by the people who will collect and report them?  Have all people involved willingly agreed to participate?

5. How will you minimize “gaming” the project metrics?

6. Will all metrics be collected in each status cycle?  Who will collect any measures that are collected on a different frequency?  How will these measures be collected?

7. What process will you use to evaluate the measures?

8. How will you use diagnostic measures on your project?

9. What trends will you track for the diagnostic metrics?  Are responses defined for metrics that drift outside defined control limits? Who will take action?

10. In addition to routine project status reports, what other reporting will you do using diagnostic project metrics?  How frequently?

3. Project Management Information System (PMIS)

1. Where will status data and other diagnostic metrics data be stored?

2. Who responsible for establishing the PMIS?  How will information be organized?

3. Who will maintain and have access to the PMIS?  If multiple updaters to the PMIS, who has authority to resolve conflicts?

4. Which project contributors and stakeholders, if any, will be restricted to read-only access to the PMIS?

5. For project data stored online, how will you manage access security?

6. What specific documents and other information will be in the PMIS?

7. Will all documents in the PMIS e in the same language?  For any documents in a different language, how will you handle the translation?  If some documents will be translated into one or more additional languages, how will you check the content for consistency?

8. How long will project data in the PMIS be archived following the project?

4. Project Meetings

1. What regular meetings will be held for this project?  What are the stated objectives for the meetings?

2. On what day(s) and time(s) will the regular meetings be held?  Where?

3. If relevant, how will remote team members participate in the meetings?  Will multiple meetings, or periodic time shifts be necessary?

4. Does each routine meeting have a well-defined standard agenda?

5. Who is responsible for managing any changes or additions to the agenda for specific meetings, and who will distribute a reminder, including the current agenda, before each meeting?

6. Is the length of each meeting as short as practical considering the agenda?

7. Who will lead the meetings?  Will the same person facilitate all the meetings?

8. Who is responsible for keeping notes during the meetings?  Who will document the meeting and distribute meeting minutes to all attendees, appropriate stakeholders, and others?

9. What documented ground rules do you use for project meetings?

10. What other meetings, if any will be required for this project? Where and when will they be scheduled?  What are the purpose and agenda for these meetings, and who will lead them?

5. Team Concerns

1. How will you and your team make collaborative decisions?  If you are unable to reach consensus, how do you come to closure?

2. Which process will you use to track project issues and problems?

3. Where will issues and action items be logged and managed?

4. How frequently will you update and communicate issue status?

5. How will you manage conflicts between team members?

6. How long will you spend trying to resolve decisions, issues, or conflicts within your team before escalating the situation?  What other criteria will you use before escalating a team problem to someone with more authority?

7. Who will you escalate problems to, as a last resort?  Does that person have sufficient authority to make final decisions?

8. What team activities unrelated to project work will you schedule?  What else will you do to enhance team building?

9. What training and development for team members is necessary and appropriate on this project?  How will you obtain the necessary approvals and support for this training?

10. For this project, what periodic rewards and recognition will be available for team members?  What will you do to ensure that you take advantage of all appropriate opportunities?  Does your recognition process include notification of the managers of team members who report to others?

11. How frequently will you meet one-on-one with each team member?  Do yo plan to provide specific feedback on performance and results at least monthly? Typically, how much of your discussions with individuals will be about nonproject matters?

12. How frequently is the job performance of each team member formally evaluated?  What will you do to ensure that your inputs are included in each project contributor's performance appraisals?

6. Informal Communications

1. What will you do to encourage frequent interactions and informal conversations among project team members?

2. What will you do to enhance relationships and trust between yourself and remote team members?

3. What communication methods will you use for the project?

7. Life Cycles, Methodologies, and Other Organizational Requirements

1. What specific deliverables are mandated by your organization at phase-exists, stage gates, or other project transition points?

2. When are the deliverables due, and how much lead time should you allow normally for preparation of these documents, reports, and other items?

3. Who will be responsible for preparation of the information needed?

4. What other deliverables, if any, must you supply to your organization (or others) to comply with a project methodology, published standards, laws, regulations, or other requirements?  When are they due?  Who will be responsible for creating these deliverables?

8. Process Management, and Quality Assurance

1. Are key processes relating to consistent execution of project work and ensuring the quality of your deliverable well documented, understood, and routinely used?

2. How frequently do you conduct process audits or reviews to ensure that processes continue to serve their need?  Alternatively, what diagnostic metrics with control limits will you monitor for these processes to trigger a review?

3. What is your procedure for evaluating a process and proposing process improvements?  If the process affects other projects or teams, how do you manage modifications?

4. What reporting or other communications, if any, are you required to provide during this project on your project processes?

3) Control Questions

1. Project Reporting

1. What routine reporting will be required?

2. What format will be used for regular project status reporting?

3. Who is responsible for creating reports?  How often?

4. Who will distribute the reports?  Who will receive the reports?

5. Will status reports in more than one language be necessary?  If so, who is responsible for translation?

6. Will summary or specialized reporting be needed for the project sponsor or ey stakeholders?  Who will create it?  How frequently?

7. In addition to periodic status, will separate reports for issue tracking, scope changes, risk management, or other project aspects be required for this project? Who will create them?  How frequently?

8. What criteria will be used to determine if problem or exception reports need to be generated?  What distribution list will you use for nonroutine reporting?

2. Scope and Specification Control

1. What is the process for project scope freeze?  Will project scope be frozen to coincide with setting the project baseline?  Who approves scope freeze?  How is the accepted project scope documented?

2. What scope change management process will you use?  Where is it documented? Have all team members, your sponsor, and all relevant stakeholders (especially customers) agreed to the process?

3. How will you document, log, and track all proposed changes?

4. What criteria will you use to separate routine changes from urgent requests that must be dealt with ASAP?

5. What process will you use to analyze each submitted change?  How will you verify expected benefits or results? How will you estimate the cost, resource, timing, and other impacts of the project?  How will you assess potential risks and unintended consequences associated with each proposed change?

6. Who needs to be involved in analyzing proposed changes?

7. How frequently will you consider nonurgent changes?

8. How quickly will decisions on routine changes be made?

9. What process will be used to determine the disposition of each change?

10. Which individuals are involved in making decisions to accept or reject requested changed for your project?  What is the role of each person?  If the group fails to reach consensus on a particular change, who makes the final decision?

11. How will you communicate change decisions?

12. For each accepted change, who is responsible for updating the plans and other project documents?  How will you obtain commitment from a team member to follow through and implement each accepted change?

13. For changes that impact the project baseline, what is the process for making a change?  Who needs to approve project baseline modifications?

3. Overall Control

1. Who in addition to the project leader is involved in assessing project progress? What is each person's role?

2. How will you asses schedule progress?

3. How much deviation from the baseline schedule will you accept before involving your project team in planning for a response?

4. How much time slippage will you accept before escalating to management, either to get more assistance for recovery than your team can provide or to reset the project objective and modify the project baseline?

5. How will you assess cost and resource usage?

6. How much deviation from the planned project effort and expense estimates will you accept before exploring response options with your project team?  Is overtime (particularly unpaid overtime) acceptable on this project?  How much?

7. How much effort or financial overrun can you tolerate before escalating to management to change the project baseline and approve more funding or obtain more staff?

8. What metrics related to deliverable quality are relevant for this project?  When the measures are outside acceptable ranges, how will you respond?

9. How will you determine progress for outsourced work?  What interim deliverables, early tests or inspections, or other evidence of progress are available?  What remedies and responses do you have for addressing inadequate performance?  If necessary, is there anyone to whom you can escalate?  What alternatives, if any, are available that could substitute for the outsourced effort?

10. How frequently will you reassess project risks?  How do you document and communicate newly uncovered potential problems?

11. How do you monitor for trigger events associated with identified risks?  How often do you monitor the overall risk profile for the project?  How much risk will you and your sponsor and stakeholders accept before considering changes to the project or cancellation?

12. What will you do if you lose your sponsor because of reorganization, resignation, health problems, or just loss of interest in your project?  How will you reacquire adequate sponsorship to sustain progress?

4. Individual Performance Problems

1. If analysis of a project performance problem appears to be due to inadequate performance by a project contributor, how ill you investigate the situation and determine the cause?

2. How will you confront the individual and work together to resolve the performance problem?

3. If the individual reports to another manager, how will you involve this manager in your discussions?

4. How will you renew the team member's commitment, document agreement, and work to resolve the project problem?  What criteria will you use to determine when a situation cannot be resolved and you need to find other alternatives?

5. Project Reviews and Baseline Management

1. How often will this project require plan reviews?

2. Who will schedule and plan the reviews?

3. Which project team members need to participate in the review?

4. Will the sponsor or other stakeholders participate in the review?

5. What is your project review agenda?

6. Who will lead the review?  Will the same person facilitate the review meeting?

7. If all necessary people are unable to meet in the same location, how will you involve the remote participants?

8. Who will take notes during the project review?

9. How will the results of the review be documented? Who will the results be distributed to?

10. Who will add the data to the PMIS?

11. How will any changes, proposals, or other results of the review be presented to the project sponsor and other stakeholders?

12. Who will follow up and ensure that all actions assigned in the review are closed promptly?

6. Project Cancellation

1. What criteria will be used to determine whether to stop this project?

2. Who has ultimate responsibility to decide whether to change the project baseline or to cancel the project?

3. What process will you use to close a canceled project?  What activities and deliverables are required?

7. Project Closure

1. What process will you use for testing and scope verification?

2. What sign-offs and approvals are required? Who must validate successful project completion?

3. When will you conduct the post-project retrospective analysis to determine lessons learned? Who will participate?

4. What end-of-project reports are required?  Who will write them?  Who will receive them?

5. What process will you use to close out the contracts used for outsourced project work?

6. How will you commemorate the conclusion of the project with your project team (for example, with a celebration or party)?

7. What rewards and recognition are possible for individuals and teams who contributed to the project?  What will you do to ensure that all appropriate rewards are used and that you personally thank each contributor?

8. Retrospective Metrics

1. What post-project measure will you collect on this project?

2. Are all retrospective metrics unambiguously define and documented?

3. Who will collect post-project measures for this project?  How will these measures be collected and validated?

4. What process will you use to evaluates the measures?

5. How will you use retrospective measures to improve your next project?
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