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Does your Project
Steering
Committee Work ?




Create a brief charter for the Steering Committee including the sponsor’s roles, and hold them
to it.

Keep an attendance log at the top of the minutes that shows the historical attendance. Key
members that aren’t attending tend to start attending once this trend becomes visible in the
minutes.

Steering Committee meetings should be frequent rather than long so that the history is fresh
in member’s minds and less time is spent doing catch-up. Also this should help quicker closure
of actions.

The Project Manager should meet key sponsors individually for 15 minutes beforehand to
clear any issues relating to their areas or have an agreed response for the Steering Committee.

The Steering Committee must prioritise between Schedule, Cost, Quality and Scope. Whilst all
are important, projects must inherently trade-off between them, and it is critical that the
Steering Committee priorities are agreed and communicated at the front of the status report.

Steering Committee’s should not get into lower level issues and solutioning — it should act a
decision making , governance and support forum.

Key sponsors should attend project team meetings at least quarterly to demonstrate their
support for the project.

The Steering Committee should be charged with keeping project change requests to a pre-
agreed budget
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A 200 person project costing $200K per day with $150K per day benefits.

The cost of programming the change request might be 2 developers by 20 days
= $40K. Payback is $100k a year. So looks positive on the surface

But the impact on the critical path might be 5 days.
That's @ $200K per day cost = $1m and $750k of lost benefits.

The business case needs to account for $1.79M real costs not the $40K subset.

Using this more comprehensive approach, the numbers of changes approved
therefore reduces, the amount of change slows, project risk lowers and the
project delivers earlier. 1
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A critical path is the longest series of tasks required to complete a Program. A
loss of a day on the critical path may lose you one day of costs and one day of
benefits ($200k and $150k) from the previous example.

Think of the most important project that you are responsible for currently. What
IS the critical path today and how much cost and benefits will be lost if it slips?

“it’'s probably okay as a sponsor if you don’'t know that, but if your Project Manager doesn't
know, then you are in trouble”

As an experienced Project Director, | don’t know how | would deliver a project
efficiently and effectively without an up to date plan and critical path.

| need to know every day which current tasks are on the critical path and which
ones are close to it and which ones are coming next week.

The plan needs to be approved, baselined and updated weekly. All slipping
tasks (there will always be some !) need to be managed in reference to how
far they are from the critical path.

The critical path for today and weeks in front of you needs to be the key focus.
The critical path is the fundamental for delivering the project to the optimal
timeline. Every day on the critical path is precious and should be fought for.
Never give them up easily. This is when week-end work should be used —
targeted, not blanket.



Tasks <100% complete with a due date in the past are a red flag.
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Sometimes clients give testing work to the developer as they know the
product best. Big Mistake !

The objectives of testing are twofold:

Efficiency (Be ready to start testing in time, get through test cycles in the budgeted
duration.)

Effectiveness. Find all the material defects. The Project Manager and the business should
set a target for the test team of the number and severity of defects allowed into Production.

The role of Testing is not to ensure the developers pass testing by a certain
date. If developers are responsible for testing then a potential conflict of
Interest arises.

To keep testing independent, you should:

Ensure the Test Manager and the bulk of the test resources are not sourced from the
development vendor.

Ensure that the Test Manager reports directly to the Project Manager.

Ensure that the Test Manager presents a Test Completion Report to the Steering
Committee.



There should be a dedicated implementation manager to prepare and co-ordinate the
iImplementation schedule, focused on the implementation and not caught up in the
frenzy of testing and defect fixes in the prior weeks and months.

Use a matrix to drive the Go-No Go recommendation. All stakeholders must identify
what milestones they require as a pre-requisite to recommending the implementation.

This then creates a matrix of stakeholders and milestones which the Implementation
Manager follows through

As we get closer to the scheduled implementation the amount of approvals
outstanding should dwindle until at the Steering Committee prior to implementation,
you are likely be able present that all bar a handful of approvals are in place

Than ask for the Steering Committee to delegate to 1 or 2 key members the final
review of the last few signoffs and the making of the final go-live call.

This allows the stakeholders to set their involvement in the go-live recommendation
and also be held accountable for their recommendation.

This stops the corridor debates as to the project’s preparedness.

If anyone feels that it is not appropriate to go-live now, they get to present their view
to the Steering Committee. This reduces noise, but allows genuine voices of concern
to be heard.



Criteria for 15t Sept Go-Live

Testing Roll back Dress Operational | Operations
exit criteria| Training | plansin |Rehearsals| Role Plays | staff suitably
Status 12 th Sept met | complete | place Passed Passed certified
Date Due 11th Sept | 7t Sept | 30" Aug | 13th Sept 6t Sept 6t Sept
IT Sponsor o/s
Business Sponsor n/a n/a n/a n/a
— |Program Manager o/s
E Test Manager n/a n/a n/a n/a n/a
% Implementation Manager n/a o/s n/a n/a
2 Development Manager n/a o/s n/a n/a
Infrastructure Manager n/a o/s n/a n/a
Operations Manager o/s o/s

Business Stakeholders
etc.




Dress Rehearsals should be performed to mimic the implementation where there is a
medium to high impact on the business if there are implementation problems. The
dress rehearsal simulation should be as close to the actual implementation as possible.

The run books for the implementation should be used and auditors should ensure that
any deviation from the documented procedures is recorded during the dress rehearsal
and later updated into the run books.

The Dress Rehearsals should continue until the team is able to successfully implement
by just using the run books. This reduces the key person dependency for
implementations.

Hypothetical Scenario Workshops should be run to check the preparedness of the
Operations teams to handle production issues. These scenarios will be run in a
boardroom where a representative team may have to deal with a theoretical 2am
outage. These workshops will clearly illustrate process and knowledge failures prior to
go-live when they can be fixed.

These workshops should continue to be run until you are happy that the team is
prepared for the unexpected.

Formal preparatory tests and certification for the Operations team is also useful for
ensuring their readiness and lifting the knowledge levels.



To create a high performance team, firstly agree the rules of engagement for the team.
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Some other suggestions around building a high performance Project team culture:
Co-location is the major factor in creating team spirit and efficiencies.
Monthly team meeting - review status, give awards, have some food/drink and Q&A.
Monthly awards to highlight brilliance, teamwork and commitment.
The Golden Dunny Brush award!
Fortnightly open lunch with PM and other key Program leads.
Status wall.
Plan wall.
Quarterly Workstream markets
One page picture and bios on wall for each staff member by team area.
Fruit and vitamin boxes every day.
Event Wall / Social club outings.
Program Video Diary.

All for less than 1% of the Project resource costs.

Will have a far greater than 1% impact on the project efficiency and quality.



Project Management is a science and an art.

Anyone can learn the science,
Courses
Methodologies
Processes

But a great Project Manager understands the art

Levers

People Management

Culture.
These secrets are not rocket science. They are, however,
practical insights into the “art” of project management and

are part of the reasons every single Seven assignment since
company launch in 2002 is a reference site .

Thank you for your time.

Questions






