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Learning Tuesdays: Program Transcript
Managing Projects for Success at the RF

Learning Objectives:

· What project management is
· What process groups (or project phases) are 
· How to lead and manage project communication
Carolyn Mattiske:
Welcome to Learning Tuesdays.  I’m Carolyn Mattiske, Learning and Development Administrator for the Research Foundation and I’m proud to introduce today’s program, Managing Projects for Success at the RF.  We will enjoy a panel discussion and presentation led by Ms. Ellen Kelly, Project Management Professional and Associate Director for Strategy and Planning at the RF Central Office.  She is joined by Ms. Joanne Lafrancois, Communications Manager, and Ms. Gayle Noel, also a PMP and Information Systems Project Manager.  We will also hear from Ms. Donna Kiley, Associate Director of Grants and Contracts Administration.  

The panel will address as many of your questions as they can during the next hour or so and as always we encourage you to submit questions to be addressed live.  You may either call or email the studio.  To call dial (888) 313-4822 or you can email the studio at studioa@hvcc.edu.  Alternatively you may use the chat feature through Livestream to submit questions and interact with the full audience.  With that I will turn it over to Ellen to begin today’s program.  Thank you Ellen.  

Ellen Kelly:
Thank you Carolyn.  Hello everyone.  I’m happy to be here to talk about project management with you today.  As Carolyn mentioned I am a Certified Project Management Professional, otherwise known as a PMP.  I worked in the software industry for many years as a documentation and training manager so I have my share of projects under my belt and now I am responsible for project and portfolio management at RF Central Office.  I am excited to be here to share some knowledge on this topic with you today along with my colleagues Joanne and Gayle.  

This session will last no more than an hour so hang in there with us today.  We’re going to cover 4 topics, project management basics, creating a project charter, project communication, and project planning.  You’ll be able to access the tools and templates we reference in this session on the projects page of the RF public website so please do download them and put them to good use on your own projects after the session today.  

So let’s get started.  Project management can be broken up into 5 process groups according to the Project Management Institute’s Project Management Book of Knowledge, also known as PMBOK, which is what you study to become a certified project manager with the Project Management Institute.  Today we are covering initiating and planning.  Our goal is for you to leave today’s sessions with some strategies and tools that you can use to launch a new project.  We thought this was particularly helpful for campus viewers who will be part of the Pre-Award and Compliance System implementation over the next 18 months as that project just officially launched last Monday.  

So what is a project?  The formal definition of a project is work that is temporary in nature with a clear beginning and end.  It is also work that will create a unique deliverable or outcome.  At the RF we extend this to some additional criteria that help us identify the work we need to monitor using our project management methodology.  Projects require the coordination of several different resources in specific time frames, a project is identified as a priority of the organization, and a project requires significant visibility within the RF.  

So the pre-award compliance system implementation clearly fits all the criteria we’ve mentioned.  I’d also argue that most work we do lends itself to some level of project management, which is really just structured planning and implementation and a lot of good communication.  For example, I’m going to have a garage sale in a few weeks and if my husband is out there watching yes, I really am going to do it.  I’ve been planning this for a while now so no one believes it will really happen but this is a major effort that started last year and will end in June with the unique deliverable being a garage sale itself.  I’ll be employing family resources for many different parts of the work so this is technically a project.  

So what is project management?  Project management is the application of knowledge, skills, tools, and techniques to meet project activities to meet the project requirements but it’s really much more than that.  It’s been traditionally described as both a science and an art so it’s a science because you apply methodology and establish procedures to your work but it’s an art because you need to be creative at each stage in the process, reading people, changing strategy, and guiding a vision for the project work.  So you get to be both a scientist and an artist, which is pretty cool.  

So some other important terms, we’ve covered the definition of a project and project management; I want to review some other terms that you want to consider while you're launching your own projects.  Every project has a sponsor or as we call it at the RF an owner so this is the person who is ultimately accountable at a leadership level for the project.  The project owner authorizes spending, approves changes to the project’s scope, schedule, or budget, and is the champion of the project at the executive level.  

For the Pre-Award and Compliance System implementation Hao Wang, our CIO, is the project owner and at the campus level implementation your campus president, VPR, or sponsored program director might serve in this role.  

Stakeholder is another very important term.  I like to simplify this definition and say it’s anyone impacted by the project in any way or the project outcome in any way.  This is a very broad group and every last one of these people should be considered, at least initially, to determine how you need to include or interact with them on the project.  We will get to this more during project communication.  Deliverables, milestones, tasks, and resources are concepts that Gayle will delve into during the project planning section so I won’t define them here but I want to make sure you leave today knowing them so I included them on this list.  

All right, the last concept I’ll cover is the project triangle.  All projects are carried out under certain constraints.  Traditionally they are cost, time, and scope.  These 3 important factors commonly called the triple constraints are represented as a triangle with quality as the central theme in the middle.  The important idea here from a project manager’s perspective is that any change to 1 of the 3 constraints is going to impact the others.  

For example if we increase the scope, say we add new features to the Pre-Award and Compliance System implementation project, then we obviously have to increase the time and amount of money it will take to add them.  Or if we want to shorten the time to implementation we could reduce the scope, take out some features, which would reduce the budget.  We could also shorten the time it will take to implement the system by involving more resources but of course this would increase the budget.  So you see how it works.  

Your job as a PM is to constantly keep this balance in mind throughout the life cycle of the project as changes are requested, risk events occur, and issues are addressed.  So those are some very basic project management concepts for you to consider as you launch your projects out there.  Now let’s take a look from a project manager’s perspective.  

I had the opportunity to sit down with Donna Kiley, a project manager at the RF, to talk about project management on the recent project to implement the OMB Uniform Guidance standards.  

Donna Kiley:
Hello.  My name is Donna Kiley and I’m Associate Director of Grants and Contracts at the RF Central Office.  I wanted to tell you about my experience as a project manager on a major compliance project that involved by central office and our 31 campuses.  

As a new project manager on such an important project it was very beneficial to have a structure around this work.  The RF has a project management methodology that is pretty simple and covers the basics.  It’s a good tool for part-time project managers like myself who still have a full-time job.  The OMB Uniform Guidance work naturally lent itself to be worked as a project.  When I was assigned to it back in the fall of 2013 it had all the must haves to classify it as a project.  It had a clear beginning and a defined end.  It was scheduled to begin on December 26th, 2013 and the new regulations were scheduled to go into effect December 26th, 2014 so we had a hard end date for the work we needed to get done.  

It had a planned new or unique deliverable outcome.  We were going to need to create and update policies and procedures.  We needed to provide communication, training, and awareness of the new OMB Uniform Guidance 2CFR, part 200 to RF campus staff.  2 areas I spent a good deal of time on the project were the charter and the communication.  

I’ll tell you a bit about my experience with each, first the charter.  The charter development occurred during initiation phase of the project right at the beginning.  The purpose of the project charter was to collect information so that the RF leadership and the project owner could obtain a better understanding of what it would take to complete the project objectives.  In developing the charter I reviewed the documents with the team members in several different meetings and refined it until we were all in agreement.  

Our charter included the following key elements: a project description, the project scope; in this area we clearly defined what we were going to do and create and just as importantly what we were not going to do.  The charter also lists any project constraints and assumptions.  For example, we had a hard end date for when the regulations went into effect so this was a known constraint.  We also detailed out some high level risks and defined high-level milestones, which later became the basis of my project plan.  

The charter also included a high-level project budget, which in this project was small and never changed.  We just needed some training and travel dollars so that part was easy.  And we clearly defined the people who would work on the project, both at central office and the campuses and the percent of effort everyone would need to commit to this project.  

Starting off the project with everyone in agreement on scope, schedule, budget, and resources was really important and got the project off to a good start.  The other area of this project was critical and time consuming, communication.  When I took stock at the end of the project and looked at all the groups I communicated with and all the different types of communications we employed, it was surprising even to me and I had been doing it all along. 

Some examples of methods we used for communicating included the OMB Uniform Guidance webpage and a sub-recipient management monitoring webpage on our public website, presentations at regular campus meetings, targeted monthly emails to many different groups, updates at RF board meetings, and updates to Central Office staff through monthly floor talks that our Chief Operating Officer holds.  

Training campuses was also a part of our communication plan.  We held WebEx sessions, live and recorded, Learning Tuesdays, Livestreamed and archived, and a very well attended session at the SUNY Research Symposium.  So it really is true that project managers spend 90 percent of their time communicating; I know I did.  And our efforts in this area were a huge part of our success, especially her at the RF where we are located in so many different locations and have so many different drivers and needs.  

So in conclusion I guess I’d just say that project management is a big job and doing it right takes a lot of effort.  Following best practices helps and remember you can’t communicate too much, especially in our environment here at the RF.  Thanks for listening and good luck with your projects.  
Ellen Kelly:
Thank you Donna for sharing with us.  Donna really does a great job of balancing her workload and embracing project management practices and she’s been very successful in her projects to date.  

So I want to tie back to one of the areas Donna mentioned and expand on it a little bit, the importance of creating a project charter.  The project charter provides a comprehensive set of key project details to ensure that you evaluate and understand what it will take to complete the project.  A well-executed charter ensures everyone starts off the project with the exact same understanding and later when changes occur, because they will, you can easily evaluate them against what was originally planned.  

You can see common elements of the project charter on this slide, in general what the work is, what’s in scope, what’s out, what you will deliver, when the work will take place.  Our charter template has just a high level milestone based schedule at this stage of the project.  Who will work on the project?  This is critical.  It’s very important to communicate your people resource needs and get official sign off for them to work on the project.  

We also include any constraints you are operating under, for example there’s no budget or no ability to hire outside expertise or there’s a hard end date, things like that.  You want to include any risks.  These are opportunities and threats that can impact the outcome of your project.  I like to word these as there is a risk of X because of Y resulting in Z.  Going back to my garage sale example there is a risk of me not selling my old couch because it rains the day of the garage sale resulting in my stuff getting wet and no one wanting to buy it.  So I’ll put a mitigation plan into effect and clean out my garage so everything can be moved in there if that risk event, the rain, occurs.  

We also include approval requirements so this outlines what deliverables or activities need approval in the project and who is authorized to approve them.  And lastly in the RF charter, which isn’t on this slide, we also include a high level budget.  So it’s important to meet and go over the project charter with everyone involved, your project owner, your project team, and any other key stakeholders.  

If you remember Donna said she had several meetings and the document was refined several times along the way before it was finalized; that’s important.  The charter really is a critical aspect of the project and one that you might be tempted to skip over in your eagerness to jump right into the work but I encourage you all to take some time to really consider your project objects and how exactly you will get the work done.  This is one of the areas where the art of project management can come into play.  Be creative when thinking about how to best accomplish the goals of this project, get it down on paper, get buy in from all parties, and then jump into the work.  

So here at RF Central Office we have 2 charter templates.  One is more in-depth and represents more of the elements you see on this slide.  Our other template is what we call a mini-charter, which is up on this side.  It is an abbreviated 1-pager that anyone can use to informally charter a small work initiative that they’re launching.  The goal and end result is the same, getting everyone on the same page and what’s involved to get the work done and it’s something you can create very quickly and email around to everybody.  I’ve posted the 2 project charter templates on the projects page on our public website.  We’re going to provide the URL at the end of this session.  Please feel free to go there and try them out.  

So let’s move onto project communication. Joanne, we’ve worked together on a lot of projects over the years and we were part of the Oracle Project Communication Team.  So there’s a statistic that says project managers spend 90 percent of their time on project communication.  Do you agree with that? 

Joanne Lafrancois:
Definitely.  Project management really is communication.  An effective project manager isn’t sitting behind a computer creating charts and deliverables; they’re driving results through effective communication skills.  
Ellen Kelly:
I definitely agree.  I know any project I’ve worked on I’ve spent most of my time on project communication every day.  Gayle, you’d probably agree too. 

Gayle Noel:
Yes.  
Ellen Kelly:
So do you want to tell us more about project communication? 

Joanne Lafrancois:
Sure.  

Ellen Kelly:
Okay. 

Joanne Lafrancois:
The RF created a playbook that breaks project communication down into 5 very simple steps.  If you're a project manager you’re communicating every day in multiple directions through a variety of channels.  You're communicating horizontally within your team to make sure that they have the information they need and are focused on the goal; you're communicating up to the project owners and leadership to keep them up-to-date on the project status and clear on exactly what is being delivered.  You're also communicating out to external parties such as end users, vendors, and the world at large to communicate the value of the project and how it affects them.  

How to lead and manage, the RF created a communications playbook that breaks down project communication into 5 simple steps.  The first step is to build a strong foundation.  To do that you need to identify a communication lead.  In most cases that will be a project manager.  On some larger projects there will be a communication lead assigned to the project and in that case the project manager and the communication lead will work together to create, implement, and manage the communication plan.  

Part 2 of building a strong foundation is making sure that the project documents are clear and understandable to the masses.  A good way to do this is to come up with a simple, plain English statement that answers the questions 1, what is the project, and 2, why are we doing it?  After you answer those 2 questions you might want to incorporate those into a project FAQ or create a simple elevator speech that the project team can use when they are asked about the project, why we’re doing it, and what we want to accomplish.  

Step 2 is know your audience.  The stakeholder analysis is a great tool for identify who you need to communicate with, what they need to know, what is the best way to reach them, how often do they need to hear about the project, and who is responsible for each communication.  It’s important to note here that owning the communication plan doesn’t mean that the project manager and the communication lead are responsible for all project communication tasks.  Different members of the project team will take on different communication tasks as appropriate.  

Step 3 of project communication is to actually create the project communication plan.  To do this I look at 2 documents, the project plan to identify events such as selecting a tool or a vendor, deadlines for completing training or other milestones that might trigger a need or opportunity to communicate.  I also look at the stakeholder analysis to make sure that we’re reaching all of our audiences and using the right tools to provide them with the information they need.  Then I take this information to schedule and assign communication tasks.  I like to think of this point as adding many communication plans to the larger communication plan.  

Here is a section of the Pre-Award Compliance System communication plan.  As you can see it includes all of the key elements we identified earlier.  Who we need to communicate with are the stakeholders, what do they need to know is the key message, how is the best way to reach them is the communication tools.  This plan also includes a rolling calendar that further breaks down tasks and shows dates and status so that you can monitor the progress of the communication plan.  

I'm most comfortable with words so I usually create a table to create a communication plan.  Other people might use Excel or other tools.  The idea is to create a plan that allows you to do steps 4, execute the plan, and step 5, monitor and manage the plan using a format and took that is comfortable for you.  That’s it for project communication.  

Ellen Kelly:
Great.  Thank you Joanne.  Let’s take a moment and look at another project manager’s story.  

Male:
ChangeQuest presents The Project Manager’s Story.  

Female:
Zack is a project manager and proud of it.  He feels privileged to be a member of a well-trained and highly skilled profession.  After all, without project managers very little would get done.  But despite all this Zack is not a happy man.  His sense of achievement is overshadowed by some well-known statistics and whichever way you look at them the statistics all tell the same depressing story.  Most projects are doomed to failure.  In fact, only 1 out of every 8 projects is a success and almost 1/3 are canceled before completion.  

Project managers emerge from their training experts in process thinking.  Project managers like Zack are great at quantifying the resources needed to complete a project but process thinking hits the wall when confronted by the day-to-day people issues that bedevil most projects.  Responding to angry or unreasonable stakeholders with process thinking only fans the flames.  If project managers are going to deal successfully with people they need more than process.  

Take Zack.  He’s making a presentation to the senior management team.  Everyone’s paying attention, except Malcolm who shuffles his papers and looks bored.  Zack believes Malcolm doesn’t respect him and thinks Malcolm wants his project to fail.  Zack is angry and makes a mental note to try and avoid including Malcolm in the next meeting.  

Within a short time Zack has made a number of assumptions that will have a major impact on his project.  It can happen in the blink of an eye and Zack isn’t even aware it’s happening.  It’s called a ladder of inference and what Zack doesn’t realize is that Malcolm is probably clambering up some rungs on his own ladder creating even more problems for the project.  

Zack and Malcolm’s story illustrates why project managers need to be aware that what people think affects what they do.  But thoughts are locked inside our heads; they’re invisible.  So what can be done?  The answer is better communication skills and ChangeQuest has the solution.  Adding NLP skills to your mix of project management skills can ensure your next project becomes a successful statistic and not a failed one.  Call us at ChangeQuest to find out more.  
Ellen Kelly:
As you can see from this video your communication plan can only get you so far.  There are also very real people dynamics to contend with on your project.  This is where social psychology meets communication.  As the lead communicator on your project you need to carefully look at all the stakeholders you’ve identified and consider their current mindset and how can you move them to the new mindset.  

I’ll tie back to my garage sale again.  My kids don’t want to sell their stuff.  It’s physically painful for them.  However, understanding this I’ve planned for it by giving them the ability to sell their own things and keep the money so I’ve planned to move them from ‘I won’t sell it’ to ‘Sell this and this and this,’ without a fight.  So back to your own projects, consider how you can bring around different stakeholders to different points of view.  Maybe you can strategize to turn a neutral party into a vocal champion of the project outcome.  

So we’ve looked at the people dynamics on projects.  Now let’s turn to how we’re going to get the work done.  Gayle, you are the project manager on our biggest technology initiative for the next year and a half. 

Gayle Noel:
Right.  
Ellen Kelly:
It was launched last week so what type of planning tasks are you undertaking now?

Gayle Noel:
All right, I will go into a bit of the detail here.  We have project planning basics that we are using very heavily on this project since it is an enterprise-wide project to implement Huron Click Software across 30 campuses.  This is going to automate proposal creation, submission, and compliance and we have a tremendous amount of communication with campuses and also the vendor and learning some technical things to stand up some environments so that everybody has a place to get to work.  

The project planning basics that I’ll use to illustrate here, we have tasks, deliverables, and milestones and resources that we’re going to talk about.  In project management I think we hear about tasks the most often and this is a defined period of time to get a certain amount of work done.  Task management is going to be very important in this project because we will coordinate getting some of these things done with external campuses and an external vendor.  And I think that a lot of people are used to seeing an Excel spreadsheet with a list of work items to be done or some kind of grid that gives you an idea of what needs to happen in which sequence.  

Deliverables and milestones, I just wanted to touch on this quite quickly because we have the deliverables, which is the tangible or intangible object produced versus the milestone, which is more of a measurement against the project’s scheduled timeline.  And so I have the example up here on the slide that the milestone could be completing the training session while delivering quick start guides for that training session would be a deliverable that was part of an outcome in the project there.  

Resources, this is very important to this project and we have some excellent campus participation.  They are people; they can be equipment, facilities, I need that training room in order to be able to give the class, I have to have 16 work stations set up, and so resource scheduling, this is a key item in this project and obviously when you talk about risk management the lack of having a resource is something that sometimes needs to be managed and planned for.  

So project planning tools, I just wanted to quickly touch on this for campuses out there.  It can be as simple as visual aids or you will be familiar with Excel or Project using these tools, which will help you do project planning.  If people have questions they can always contact us with them because we’re very familiar with using some of these tools.  

Here we have an active project alignment going on where we are doing planning to try and figure out the tasks and to coordinate resource scheduling across many different organizations and the vendor.  We also are doing a refresh of the project charter so your stuff with the charter in this alignment phase is good to go back.  We have a project charter that was created last year.  Now that the vendor’s on board we’ll take a look at it and maybe update it and put in some things that are applicable to the software that was chosen to go with it.  We also have a communication plan that will be managed separately by Liz Piga.  She is doing a lot of the communications so campuses can expect to have some modularized information that they can re-use and repurpose along with a very nice schedule of events and when times are there for certain pieces to be released.  

I think we have our first e-newsletter coming out in another week or 2 so we will be also doing regular email newsletters.  The other part, there are some technical steps that are happening here and then you can see we’ve broken down, we have like Release 1, Release 2, Release 3.  Since this is a multi-year project and it’s very large we would like to break it out into some pieces so that we can monitor and control and deliver it in a fashion that is still making progress against the plan but also a little easier to understand and work on different pieces in a certain logical sequence.  

Some of the things campuses might take away, this slide is a little small, apologies, there’s a lot of different ideas that we put out here.  You can pull down the PowerPoint slides after this session but I just threw out some ideas of things that taking off of the RF’s plan that’s being developed these are some campus activities that some of our partners here are look at and you may want to come up with weekly meetings on your campus, you might have project websites in your own environments that you may want to re-use some of the communication parts, you have monthly updates to your management, and there will be a lot of technical meetings around business processes and changing the system and configuring it as we get ready to test and release some of the modules in there.  

Another critical thing that we’re working very hard to get out there is the dates and locations for different events such as training and meetings and other things that people will participate in and the greatest help, I think the resource list, naming names of who’s responsible and where you can go when you have questions and need help.  So that is a really brief overview of where PACS is going.  I’d love to hear any questions you might have that have come in about the PACS project.  Do you have anything Ellen?  

Ellen Kelly:
Let me take a look.  I have 1 question and then I’ll see if we got any. 

Gayle Noel:
Okay.  

Ellen Kelly:
Oh yep, we have 1.  So my question is so as campuses are looking at your plan and adopting their own plans what initial steps do you recommend they take to get started like if they’re just sitting down looking at the plan and translating it to their work at their campus?  What’s step 1? 

Gayle Noel:
What’s step 1?  I think step 1 that we’ve been trying to work with the campuses is to identify the resources.  Who’s going to work on the project?  What kind of training do they need in order to start learning some of the software tools?  And also probably identifying some – we have a list of key communication contacts as the campuses, making sure that that’s still current and that we are I think collecting all of their requirements and needs.  I’m trying to do a little bit of a level check of what is it that is the priority and the order, so making sure that we have tasks that are understandable that are clear and we know what people we should be working with at the campuses.  

Ellen Kelly:
Great and they can always reach out to you I’m sure.  

Gayle Noel:
They can.  

Ellen Kelly:
Okay, so the question that I had come in, “I keep hearing about using SharePoint and MyRF on our projects.  What is this and how will we use it?”  And I think that’s another question for you. 

Gayle Noel:
Yeah, PACS is an early adopter of the SharePoint MyRF platform.  It is a website that is hosted in the cloud and we will be putting project documentation and allowing different project communication.  There will be a communication area where you can pull down stuff.  We’ll have documentation calendars, other pieces out there.  We right now are rolling out access to all of the implementation team members as we call it who are actively working on learning and setting up some of the requirements of this project with us but eventually the PACS project site will be out on the Internet as a place to watch our progress.  

Ellen Kelly:
That will be great.  That’s a great addition. 

Gayle Noel:
Yeah.  

Ellen Kelly:
Okay, I guess that’s it for the questions.  Our contact information is up on the screen.  You can reach out to us for any questions you might have and we’re also interested in hearing from you on any additional topics you might to hear on project communication – not project communication, project management in general.  Throughout the life cycle of this PACS project we will be available to do more of these sessions and we can also do more sessions in our collaboration meeting rooms or come out to campuses.  Whatever you need, we’re here.  

So please take a few minutes and let us know what you thought of today’s program by completing the exit survey.  You may access the link from the email you will receive momentarily if you registered in advance or from the Livestream webpage.  As always your feedback is used to improve future programs.  

The next Learning Tuesdays program is scheduled for June 2nd and will be part of the new research leadership program offered by SUNY’s Center of Professional Development.  The program will delve into Open Access publishing for faculty and will feature SUNY Associate Provost Carey Hatch and a panel of faculty and staff sharing their experiences and answering questions.  You will learn what it is and how and why faculty are using Open Access journals and digital repositories.  Please share the program information with your faculty colleagues as Learning Tuesdays programming expands its reach to this audience.  

Also on June 23rd we will be joined back by our very own Donna Kiley as she and a panel discuss the all important OMB Uniform Guidance.  Thanks again and have a great day.  

[End of Audio]
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