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00:00:04.000 --> 00:00:14.000
Welcome, everyone. On behalf of ACUI, I want to thank you all for participating in today's program, we're going to be focusing on project management today.

00:00:14.000 --> 00:00:19.000
But before we get started, we would like to know how many are with us. So if you have more than one person.

00:00:19.000 --> 00:00:26.000
Joining you on your login just Type in the chat box the name of your institution and how many are joining you.

00:00:26.000 --> 00:00:34.000
While we're doing that, we want today's program to be interactive. So if you have a question or comment during the presentation, feel free to type it.

00:00:34.000 --> 00:00:42.000
Into that same chat box. And you can also use hashtag ACI webinars to share what you're learning with your social network.

00:00:42.000 --> 00:00:46.000
Speaking of the chat box, you might want to keep that open throughout the program.

00:00:46.000 --> 00:00:51.000
At the end of the session, the chat box is where you'll find a link to the program evaluation.

00:00:51.000 --> 00:00:55.000
So before you leave, remember to fill out that short survey.

00:00:55.000 --> 00:01:06.000
If you have any technical difficulties or need to alert me to anything, you can chat me up in the chat box or you can call the ACUI central office for assistance.

00:01:06.000 --> 00:01:13.000
Everyone opted into acceptable behavior expectations for this program. Since we are all here together.

00:01:13.000 --> 00:01:20.000
In a meeting room so you can have your webcams on and your mics unmuted.

00:01:20.000 --> 00:01:29.000
We want to be sure that we are all playing nicely together. So anyone who makes any hostile or discriminatory comments or is otherwise disruptive.

00:01:29.000 --> 00:01:38.000
May be removed, egregious actions could result in us limiting functionality like turning off the chat or immediately ending the event.

00:01:38.000 --> 00:01:54.000
So if you're made to feel unsafe at any time, please file an incident report and I will put that link to our behavioral guidelines in our chat box here for you to access.

00:01:54.000 --> 00:02:04.000
There you go. At this point. I'm going to recognize our sponsors, which you'll see listed on the slide here.

00:02:04.000 --> 00:02:13.000
We are really thankful to our sponsors for bringing this opportunity for a round table and webinar presentation on project management.

00:02:13.000 --> 00:02:21.000
To us today and presenting this session, we have Stacy Givens, ACUI Director of Strategic Initiatives and Senior Diversity Officer.

00:02:21.000 --> 00:02:27.000
Take it away, Stacy.

00:02:27.000 --> 00:02:34.000
Thanks, Scarlett. And thanks everyone for being here. I am very excited to chat with you about project management.

00:02:34.000 --> 00:02:53.000
This is near and dear to my heart because I have been a PM for over 20 years. I started in marketing communications as a project manager and have moved through software development as well as manufacturing.

00:02:53.000 --> 00:03:09.000
And I've also done some work in academia with a variety of different clients when I was doing consulting work so I'm going to talk about different scenarios and situations. If you have questions or comments.

00:03:09.000 --> 00:03:17.000
As Scarlett said, feel free to drop them into the chat and I will try to look at them as I'm moving through the presentation.

00:03:17.000 --> 00:03:31.000
Five tips for a successful project. We will cover the five phases of the project lifecycle And then I will also drop little nuggets and breadcrumbs here and there as we're moving through with just some lessons learned from the trenches.

00:03:31.000 --> 00:03:37.000
As I've kind of gone through my career in project management.

00:03:37.000 --> 00:03:53.000
So we will cover core project management principles. We'll use the same language principles and structure as you would find in PMP training, PMP is project management professional It is a certification.

00:03:53.000 --> 00:04:13.000
Offered by the Project Management Institute. And we will talk about enough project management to get the job done. This is not going to be really heavy, but it'll give you like broad strokes. If you're new to project management and it'll be a refresher for those of you who have done this before, and this will be old hat.

00:04:13.000 --> 00:04:20.000
So by the end of the session, you will learn the five phases of your project, key deliverables from each phase.

00:04:20.000 --> 00:04:37.000
How to manage risks and issues, which will always come up in a project, and some pitfalls to avoid when leading a project. And those will be some things that you'll see on a yellow slide where I'll ask some questions and I'll kind of talk through some things that I've experienced.

00:04:37.000 --> 00:04:59.000
So let's get started. I'll just start with some basics in terms of what is a project. There are times when people will say, well, is running a webinar or project is is planning for graduation a project? And the answer is yes. A project is a temporary endeavor.

00:04:59.000 --> 00:05:10.000
Undertaken to create a unique product service or results. And this is based on what the Project Management Institute, how they define a project.

00:05:10.000 --> 00:05:22.000
A few examples of projects. Planning for graduation. So all the things that need to happen for a commencement ceremony, all the people that need to be there, setting up the chairs, finding the speakers.

00:05:22.000 --> 00:05:31.000
Making sure that the mics are in place. All of the actions that go into that, that's considered a project.

00:05:31.000 --> 00:05:45.000
Your iPhone, everything that you see on this screen. A pair of eyeglasses, iPods, an iPhone, a keyboard, all of those things to be created require a project, any project manager.

00:05:45.000 --> 00:06:07.000
And then finally, looking at any type of a room that you might be building out on your campus, getting the screen hung, laying down the flooring, putting in the chairs, all of these things are considered projects. And every single project needs a project manager or someone who has a background at how to manage a project.

00:06:07.000 --> 00:06:16.000
So according to PMI, A project is made up of five stages and we're going to go over those five stages.

00:06:16.000 --> 00:06:21.000
They're called process groups as well, and we'll look at each of them.

00:06:21.000 --> 00:06:36.000
Initiating, planning, executing, monitoring, and controlling, and closing. So if you're familiar with The Simpsons, I'm going to use some Simpsons imagery throughout this presentation.

00:06:36.000 --> 00:06:46.000
So from an initiation standpoint, at the start of the project, you should have two things. You're going to have an idea or a goal of something that you want to build or create.

00:06:46.000 --> 00:06:49.000
And then you're going to have a reason to achieve that goal.

00:06:49.000 --> 00:07:02.000
So the goal can come from anywhere. You might have an idea of something that you're trying to create, something you want to build. Maybe you want to put together a program, maybe you want to put together an institute. Maybe you have an idea of something that you want to do in the student union.

00:07:02.000 --> 00:07:06.000
Or maybe your administration says, hey, this is an action that we need to take.

00:07:06.000 --> 00:07:18.000
And so they give you an edict that says, hey, this is something that I want you to work on. Or it could come from your constituents. It could come from your stakeholders. It could come from students. It could come from other groups.

00:07:18.000 --> 00:07:29.000
And the goal is outlined in a project charter. You also have some reasons to achieve the goal. It could be strategic. Maybe it aligns with the strategic plan of your institution.

00:07:29.000 --> 00:07:35.000
Or maybe it's financial. Perhaps you are looking to reduce costs or you're trying to increase revenue.

00:07:35.000 --> 00:07:40.000
Or increase dues or increase better utilize fees.

00:07:40.000 --> 00:07:46.000
Or maybe you're trying to expand reach. Maybe you want more people to come into the space that you're working in.

00:07:46.000 --> 00:07:57.000
Or you want to increase engagement. All of these are reasons why we might want to do a project in ways for us to achieve our goal. And the reason is outlined in a business case.

00:07:57.000 --> 00:08:03.000
Sometimes people don't use business cases and we'll kind of talk about why that can be problematic.

00:08:03.000 --> 00:08:11.000
Because you want to have a document that supports why you're doing what you're doing.

00:08:11.000 --> 00:08:16.000
So we've got our project charter and some details about what that can include.

00:08:16.000 --> 00:08:20.000
So you want to have some high level requirements in your project charter.

00:08:20.000 --> 00:08:43.000
What are we trying to accomplish? Requirements can come from anywhere. They can come from your stakeholders who may say, hey, this is what I expect to see from a commencement ceremony or this is what I expect to see in a new build out of a building. Or you know what, if we're going to put up a new mural in the student union, it should have

00:08:43.000 --> 00:08:48.000
These elements in it. So those are the things that we want to have as part of our requirements.

00:08:48.000 --> 00:08:52.000
There should be some sort of a rough budget and a project deadline.

00:08:52.000 --> 00:08:56.000
When are we going to start this thing and how much is it going to cost?

00:08:56.000 --> 00:09:02.000
And at the beginning of the effort, you probably don't have all those details. You have an idea maybe. It's very rough.

00:09:02.000 --> 00:09:10.000
About what it might cost, but you're not going to have a solid idea, but you want to have something in the charter that gives some guidance.

00:09:10.000 --> 00:09:19.000
And then your primary stakeholders. Who are the people that are paying for this? Someone is carrying the budget, right? Somebody holds the checkbook, so to speak.

00:09:19.000 --> 00:09:24.000
Or is responsible for the P&L. So whoever that is, those folks should be included in the effort.

00:09:24.000 --> 00:09:30.000
Perhaps you have vendors that are a part of the project. Maybe they're supplying furniture.

00:09:30.000 --> 00:09:36.000
Or they're supplying technology, they are considered a stakeholder. We'll talk more about stakeholders later on.

00:09:36.000 --> 00:09:47.000
Perhaps your manager, whoever you report to is a stakeholder, maybe someone in the administration. So make sure that you know who those stakeholders are and they're included in your charter.

00:09:47.000 --> 00:09:56.000
And then anything else that might be important. So risks, if you're thinking about commencement and you live in the Northwest and you're planning to do it outside.

00:09:56.000 --> 00:09:59.000
You might have to think about, well, what if it rains?

00:09:59.000 --> 00:10:09.000
Or in the current climate that we're in, you may have to think about, will there be activity and activism on campus where you may have to make an adjustment?

00:10:09.000 --> 00:10:27.000
To how commencement is handled. In terms of deliverables, your project charter should be a document and it can come through an email or perhaps a conversation. But the idea is that the project sponsor or the project manager is responsible for creating this.

00:10:27.000 --> 00:10:37.000
Now, the project sponsor is the person who says, hey, this is something that we need to do and I want you, Scarlett, to initiate this effort.

00:10:37.000 --> 00:10:56.000
And so they will give you as the project manager the go ahead, the project charter is your, that's your um firing gun. Like if you're at the starting line, that's what tells you to go and gives you the initiative to begin the project.

00:10:56.000 --> 00:11:02.000
The business case. So this could include benefits and business impacts.

00:11:02.000 --> 00:11:08.000
Why are we doing this? What's the point behind us? Kicking this effort off.

00:11:08.000 --> 00:11:11.000
And what's the impact to the business? What happens if we don't do it?

00:11:11.000 --> 00:11:16.000
What is our return on investment? If we spend X million dollars.

00:11:16.000 --> 00:11:21.000
When are we going to make that money back and how would we make that money back?

00:11:21.000 --> 00:11:29.000
You'll also want to have some details in there about your project scope. Scope is basically what's in, what's out. What are we doing? What are we not doing?

00:11:29.000 --> 00:11:34.000
And that's going to help you, and we'll talk about this later. That's what's going to help you control your budget.

00:11:34.000 --> 00:11:55.000
And control your requirements. There is a term called scope creep that will come up. So you think about, you know, you plan for one thing and then you have a new stakeholder maybe that you didn't consider or someone else has an idea. Well, what if we did this? What if it was blue and red? Well, what if it was pink? Well, what if it was white? And then you have all these new requirements

00:11:55.000 --> 00:12:01.000
That were not considered at the beginning when you created your charter, when you created your business case.

00:12:01.000 --> 00:12:07.000
And now you have a different situation that you're going to have to deal with. And we'll talk about risks and issues later as well.

00:12:07.000 --> 00:12:16.000
The other thing that should be in your business case are the impacted teams and or systems. So who are the people who will be impacted by the work that you're going to do?

00:12:16.000 --> 00:12:22.000
And project management really takes a lot of conceptualization, right? At the beginning.

00:12:22.000 --> 00:12:33.000
You really don't know all of the things. There's a term called progressive elaboration. You're constantly elaborating on the plan, on the project, because you get more information as time moves on.

00:12:33.000 --> 00:12:47.000
But the other thing that happens as time moves on is that you tend to spend more, right? You spend a lot more money in the beginning and then you should kind of taper off As you're getting towards the end of the project, because you're learning a lot of things at the beginning.

00:12:47.000 --> 00:13:07.000
But if you allow scope creep to happen, you're going to start spending more and burning through cash faster than you had intended or even burning through time, right? Time is money and we don't want to do that. So we'll talk about that as well So think about those impacted teams and or systems that will be affected by your project.

00:13:07.000 --> 00:13:13.000
And the business case is a deliverable that is created by the project manager.

00:13:13.000 --> 00:13:19.000
Now, your institution may have some sort of a document that you use. Maybe there's a tool that you already use.

00:13:19.000 --> 00:13:34.000
Where you're having to define some of these things. From a PMI standpoint, project charter business case are unique to the discipline. But in your institution, it may be something else that's more specific. So this is guidance for you to be thinking about


00:13:34.000 --> 00:13:46.000
Whatever our tools are that we use internally, these are some inputs that I should be thinking about as I'm building out my project.

00:13:46.000 --> 00:13:52.000
So we've got our charter, we've got our business case. Now we need to think about our stakeholders.

00:13:52.000 --> 00:14:08.000
We call this a stakeholder register. And our stakeholders or anybody that's impacted by the project. So I'm going to let this build a little bit and I'll talk about each one of these. So I talked about the project sponsor early on. This is the person asking for the project to be completed.

00:14:08.000 --> 00:14:13.000
They typically control the purse, the wallet, the checkbook, the P&L, the money.

00:14:13.000 --> 00:14:30.000
They are the people with the influence in and around the organization to help you resolve politics. I think we would all agree that there are politics in every organization and there are politics with regard to a project that you want to get off the ground. There may be a unit within your institution who says.

00:14:30.000 --> 00:14:38.000
We shouldn't do that. We already have the right IT systems in place. Not sure why we're going down this road. And they might be a bit of a roadblock.

00:14:38.000 --> 00:14:48.000
And if they are, you need to understand that and leverage your project sponsor to help you address and remove or work through those roadblocks.

00:14:48.000 --> 00:14:59.000
Your project team. This is typically a cross-functional group of people. It will depend on the type of project that you're running. If you're running an IT type of project.

00:14:59.000 --> 00:15:10.000
You're probably going to be working across the institution. If you're running something that's more localized to your unit, it'll probably be people that you know and that you work with on a daily basis.

00:15:10.000 --> 00:15:17.000
But these are the folks that are brought together to get things done. So everybody on the project team should have a specific role.

00:15:17.000 --> 00:15:26.000
Why they're showing up to your project meetings, what they're expected to do, because they are the folks who are going to do the work that's listed in your requirements.

00:15:26.000 --> 00:15:35.000
Then you've got key stakeholders. We talked a little bit about this. These are the folks who need to be involved and aware of what's happening on the project.

00:15:35.000 --> 00:15:56.000
And kept abreast of project progress. So if you have a schedule that you've built and you find, you know what, we're actually going to be behind because there's a weather issue, because There's a protest on campus that's stopping us from taking a particular action. There's all kinds of things that can come up that will cause a project to be delayed.

00:15:56.000 --> 00:16:26.000
And these are things that stakeholders need to know about. The whole point of, or one critical point I should say about project management is communication it is essential that you're talking to your stakeholders and you know how they want to be communicated with and that you're discussing things with them on a regular basis. Sometimes it's just a push message. I'm just going to push you some data and then you as the stakeholder will suss through it and decide, you know, well, do I need to take action? Yes or no? Sometimes it is a meeting that needs to happen.

00:16:28.000 --> 00:16:34.000
In my world, prior to coming to ACUI, there would be steering committee meetings.

00:16:34.000 --> 00:16:46.000
Where all of the people involved are at the meeting to hear what's happening with said project. How are we spending the money? Are we ahead or behind schedule? What are we going to do to course correct?

00:16:46.000 --> 00:16:51.000
Those are things that should be coming up as a part of the steering committee meetings.

00:16:51.000 --> 00:17:01.000
And then finally, customers, end users, students, vendors, members of the community. These are also stakeholders that need to be considered.

00:17:01.000 --> 00:17:12.000
Because you want to deliver a final product that exceeds their expectations. And those expectations have been defined early on, right? They've told you, hey, this is my requirement. This is what I expect to see.

00:17:12.000 --> 00:17:22.000
You've identified what's in, what's out in terms of the scope. And so the idea is to manage those stakeholders and manage their expectations throughout the project.

00:17:22.000 --> 00:17:33.000
You don't want to have something pop up out of left field and you're like, oh, wait a minute. I didn't tell them about this. And now there's a surprise. And now you're trying to manage a surprise.

00:17:33.000 --> 00:17:42.000
Nobody likes surprises unless it's your birthday. Maybe then you want to have a surprise, but you really don't want one in your project. You want to know what's happening.

00:17:42.000 --> 00:17:55.000
And as the PM, you really are the center point for the whole effort. You are the conductor. You are the person that's making sure that people know when to go and when to come, when to stop, when to spend, how much to spend.

00:17:55.000 --> 00:18:05.000
All of those things are in your purview. So the stakeholder register is a really helpful tool to use.

00:18:05.000 --> 00:18:12.000
I'll give an example of it here. It's a document really that just captures details about your stakeholders.

00:18:12.000 --> 00:18:19.000
And it's really helpful early in the project to know who's got influence so that you can engage them early on.

00:18:19.000 --> 00:18:35.000
These are people that are people that they may have long experience within the institution And they might not be a direct stakeholder to your project, but because they've been there for so long, they have some insights that you need.

00:18:35.000 --> 00:18:41.000
They know people that you may not know. They know details that you may not have.

00:18:41.000 --> 00:18:51.000
And so they are people that you would want to engage early on in the project. This may be a little bit small and you all will get a copy of the slides, so you'll be able to kind of zoom in on this and see.

00:18:51.000 --> 00:19:07.000
More details about the stakeholder register but essentially it tells you the role. Who is the person? What is their role? What's their title? Role and title can be different, right? I can be the director of strategic initiatives, but I'm also

00:19:07.000 --> 00:19:20.000
Presenting a webinar, right? So I have multiple different roles that may have nothing to do with my my title, that's important for you to know about the individuals who are in your stakeholder register.

00:19:20.000 --> 00:19:26.000
You also want to know what they're responsible for. And we'll talk about a RACI here shortly.

00:19:26.000 --> 00:19:33.000
But the racy is who's responsible, who's accountable Who do you consult and who do you inform?

00:19:33.000 --> 00:19:46.000
So there's some people that are responsible for certain actions to get done. They're responsible for requirements to be completed. They're responsible to maybe make a payment, to pay a vendor.

00:19:46.000 --> 00:19:53.000
Those are their actions based on their role, based on their title. There are other people that are one person that's accountable.

00:19:53.000 --> 00:20:00.000
There's always a single person who's accountable, always. There's never multiple. It's just one.

00:20:00.000 --> 00:20:15.000
Then there are people that need to be consulted. It could be the IT team. It could be somebody in finance. It could be someone in HR. It could be somebody in operations that needs to be consulted about, well, how have we done this in the past? What are some things that worked before?

00:20:15.000 --> 00:20:24.000
What are some vendors that we've used in the past? Those are people that become part of your brain trust to help you move the project along.

00:20:24.000 --> 00:20:34.000
And then there's other people that you just keep informed. Hey, here's what we're doing. Maybe it's your manager. Hey, this is what's going on. Here's why we're doing this. Here's how I made some changes here and there.

00:20:34.000 --> 00:20:45.000
So those are some details about RACI. The screenshot that you're seeing is from a tool called Smartsheet, but you can do a RACI and a Word document. You can do it in an Excel spreadsheet.

00:20:45.000 --> 00:20:51.000
The idea is that the data that's in there is important for you so you know who are the players.

00:20:51.000 --> 00:21:01.000
And who do I need to do? I'm going to use the word pander to to keep my project on track because there are some people that if you leave them off.

00:21:01.000 --> 00:21:11.000
You're going to find out that it was not a great thing to leave them off and all share some personal stories from the trenches here as we go through the presentation.

00:21:11.000 --> 00:21:17.000
Some details on why we need to register so that we don't forget important stakeholders.

00:21:17.000 --> 00:21:26.000
And so that other people on the team can see who's involved in the effort.

00:21:26.000 --> 00:21:34.000
So I've just talked about the RACI. The final thing that we're going to do in the initiation phase, again, this is the first of five phases.

00:21:34.000 --> 00:21:41.000
Of your project. You're determining who's responsible, who's accountable, who's consulted, and who's informed.

00:21:41.000 --> 00:21:45.000
This is just an example of how a RACI can be set up.

00:21:45.000 --> 00:21:52.000
You can set it up by program. You can set it up by person. So what we've done is we've set it up by program.

00:21:52.000 --> 00:22:04.000
But you've got the programs listed here, then you've got the roles listed here. This could be individuals as opposed to roles. But the idea is who's accountable for certain things.

00:22:04.000 --> 00:22:10.000
Who's that one person that you're going to go back to if there's an issue?

00:22:10.000 --> 00:22:18.000
And then who's responsible to execute the requirements to make sure that the deliverables are completed when you said they were going to be according to your schedule.

00:22:18.000 --> 00:22:23.000
Who are you just making sure is aware of what's going on?

00:22:23.000 --> 00:22:30.000
A lot of times, you know, the folks who pay the bills want to know, when am I supposed to expect these invoices?

00:22:30.000 --> 00:22:45.000
I'm getting invoices ahead of time. Those kinds of things are important to know who you're informing And then also who you're consulting.

00:22:45.000 --> 00:22:57.000
So by way of review. In the initiation phase, we've got a few deliverables. We've got a project charter, which is the high level description.

00:22:57.000 --> 00:23:06.000
Of the project. And that is owned by the project manager. It can come across as an email, could be a conversation.

00:23:06.000 --> 00:23:14.000
Then we've got our business case. This is telling us what is the business reason for why we're executing this thing in the first place.

00:23:14.000 --> 00:23:20.000
The tools that might inform the business case could be your marketing plan, could be your budget.

00:23:20.000 --> 00:23:34.000
The PM is also responsible for that. Then there's the stakeholder register. This is a list of everyone who's involved in the project. These are very helpful tools because Especially if you're new to an organization, it's really hard to determine

00:23:34.000 --> 00:23:47.000
Either you're new to an organization, new to a unit, new to a department, new to a role, it's helpful to know Who am I working with? Who are the players? And so creating this document will be very helpful.

00:23:47.000 --> 00:24:00.000
To you and you can use your project charter as an input. And for us, we use Smartsheet as the tool to build out the stakeholder register. You could use Excel, you could use a Word doc.

00:24:00.000 --> 00:24:05.000
The tool is not important. What's important is the content that you put in the register.

00:24:05.000 --> 00:24:11.000
And then finally, the RACI. Who's responsible, who's accountable, who's consulted, and who's informed.

00:24:11.000 --> 00:24:17.000
And again, the PM is the one responsible for creating this.

00:24:17.000 --> 00:24:27.000
So this is where we talk about pitfalls and this is where we talk about risks and how we manage those risks. What happens if you forget to invite a key stakeholder?

00:24:27.000 --> 00:24:36.000
So I'm going to share some… some challenges that I have faced in times past with projects that I've run.

00:24:36.000 --> 00:24:51.000
I had an RVP that I did not know was a regional vice president who was running a project concurrent to something that I was working on in a facility. And me and my team were headed down a path. And then I found out like

00:24:51.000 --> 00:24:57.000
Weeks into the project that there was a regional vice president who had not been a part of this whole conversation.

00:24:57.000 --> 00:25:08.000
So one day I get a meeting invite from a peer and I'm scanning the invite list. And I was like, why is there an RVP on this invite list? Like, who are these people?

00:25:08.000 --> 00:25:19.000
And is this an ambush? Like, am I being set up? What is going on? So I asked the person who sent me the invite, like, who are the people on this and what is the outcome of this meeting? Like what's expected?

00:25:19.000 --> 00:25:28.000
This is when I find out, well, hey, you guys are running a project in a facility where there's something else happening and you are delaying this other project.

00:25:28.000 --> 00:25:35.000
Brand new information to me. Had no idea it was happening. So what happens when you forget to invite a key stakeholder, things like this happen.

00:25:35.000 --> 00:25:54.000
When you don't have a stakeholder register and you don't know that something else is happening concurrent to what you're working on. So imagine you're planning on doing something in a particular part of the building and you don't know that some other unit, some other team is working on an effort. Maybe they're working on the HVAC. Maybe they're working on electrical, maybe they're working on plumbing.

00:25:54.000 --> 00:26:08.000
And you're planning an event in that same space. And you have no idea that those two things are supposed to happen. Something has to happen first, right? You want to make sure the electrical is in place before you start working on your event. You want to make sure that there's plumbing available.

00:26:08.000 --> 00:26:15.000
But if you don't know that that's happening and they were stakeholders in the effort, now you've got an issue.

00:26:15.000 --> 00:26:31.000
So these are things to be aware of, and this is why stakeholder registers are important. This is why it's really helpful to know what else is happening in the environment? What are some of the impacts in terms of who else is working on something concurrent to you.

00:26:31.000 --> 00:26:53.000
Ideally, in your institution you some sort of a program management office where you have an idea of what's in flight You may not know that. So you've got to kind of run around the organization and find out, is something else happening in this space? What's the timing so that you don't end up in a situation like what I just shared?

00:26:53.000 --> 00:26:56.000
I'm going to move on to the second phase, which is planning.

00:26:56.000 --> 00:27:04.000
You've got your goal and now you need a plan. So where are you going to start? Well, let's start with project scope. What is in and what is out?

00:27:04.000 --> 00:27:17.000
You're thinking about detailed requirements. By this point, you should have closer to an accurate budget, right? When you started the project charter, it was kind of fuzzy, it was high level. It's about a million dollars.

00:27:17.000 --> 00:27:31.000
Then you get closer to your scope and you've got your requirements and now you can kind of tie some numbers to those requirements. So your budget should be more accurate by this point and you should have a more of a solid project deadline.

00:27:31.000 --> 00:27:51.000
You should have an idea of who all your stakeholders are. That does not mean that people will not pop up throughout the project and you have to manage that. So much of project management is managing communication and stakeholders. These are people who can, as we talked about, can affect your project and can affect its success. So you want to know who those folks are.

00:27:51.000 --> 00:27:58.000
And then anything else that's important. What's out of scope? What are some assumptions that you're making?

00:27:58.000 --> 00:28:11.000
This little tool here about, you know, trying to manage requirements basically as the PM, you're going to request requirements from a group of people.

00:28:11.000 --> 00:28:17.000
You'll receive those requirements. You will organize them. And it's a loop.

00:28:17.000 --> 00:28:27.000
You're constantly receiving requirements, you're making some modifications, organizing those requirements in terms of priority. What's the most important thing that needs to happen first, second, third?

00:28:27.000 --> 00:28:37.000
Then you want to share that with those stakeholders until you have alignment. Are we in agreement that these are our requirements? Now, if you work in an agile environment.

00:28:37.000 --> 00:28:48.000
This is a very iterative process. It's not a one and done. It's not a waterfall method where we define everything up front and then we just execute, execute, execute, and then insert change requests.

00:28:48.000 --> 00:29:06.000
You may be in an environment where, you know what, we're constantly taking in requirements. And if you're constantly taking in requirements, then something falls below the line, right? So we're taking things in, we prioritize them and say, okay, what are the things that we're going to get done And then that means that these things are below the line. They're now out of scope.

00:29:06.000 --> 00:29:12.000
For whatever that time period is that you're delivering.

00:29:12.000 --> 00:29:18.000
So define your stakeholders, update the stakeholder register, collect the detailed requirements.

00:29:18.000 --> 00:29:24.000
And make sure that you hear their voices. Sometimes people will sit in the room and not say anything.

00:29:24.000 --> 00:29:29.000
And you'll have no idea that there is something that they're expecting. So you've got to make sure that you kind of go around the room.

00:29:29.000 --> 00:29:38.000
At every meeting, I try to do what I call a roundtable. I want to go around the horn and find out, hey, is there anything from you?

00:29:38.000 --> 00:29:44.000
Adrian, anything from you? Jamie, anything from you? And if people are like, no, I got nothing, that's what goes into the minutes.

00:29:44.000 --> 00:29:50.000
Because I am accountable as the PM, right? So when someone starts asking questions.

00:29:50.000 --> 00:29:59.000
I'm accountable to say, no, we actually, we went around the horn and we talked to different folks and everyone said in a copacetic, we're ready to go. So make sure that you hear everyone's voice.

00:29:59.000 --> 00:30:06.000
Sometimes people won't speak up in the room, so you may want to catch them after the meeting. Hey, was there anything that you wanted to add to what we were talking about?

00:30:06.000 --> 00:30:12.000
Make sure that you don't miss critical voices.

00:30:12.000 --> 00:30:18.000
So scope. List what's in, what's out. This is what we've already talked about.

00:30:18.000 --> 00:30:30.000
So in scope, people that are in scope, deans, VPs, directors, women, maybe you're running a women's leadership institute who's out of scope. Well, students, people with less than seven years of experience.

00:30:30.000 --> 00:30:35.000
You can use brainstorming exercises to help you determine what's in and what's out.

00:30:35.000 --> 00:30:46.000
You can talk to other people to help you understand what's in and what's out. Maybe someone's done this project or something similar to it in the past. They can help you understand what your scope is?

00:30:46.000 --> 00:31:02.000
Bigger than a bread box, that type of thing. The goal here is that everybody has a clear picture of what the project goal is. What you don't want to have is people who leave the room and it's like the game of telephone and you have

00:31:02.000 --> 00:31:17.000
15 people in the room and all 15 people leave with a different picture in their head of what you're going to execute. You want everybody leaving singing to the same song sheet like, yep, this is exactly what we're going to do. Even if they're out of tune, you still want them singing to the same song sheet.

00:31:17.000 --> 00:31:22.000
So define actual costs and durations. How much are things going to cost?

00:31:22.000 --> 00:31:31.000
This is just an example of some types of costs. You'll know what the costs are for your project because you'll have people who can provide that information.

00:31:31.000 --> 00:31:38.000
As the PM, you don't have to know everything. You have to know the people who know the things.

00:31:38.000 --> 00:31:46.000
I think that's really helpful for folks to understand. It's not on your back to have every single answer, but you need to know who to go to.

00:31:46.000 --> 00:32:04.000
So if it's a facilities issue or a facilities concern or facilities project and it's not something you've done before, somebody else has. So make sure that you know who to talk to to get a sense for what are the labor costs? What are the indirect costs? What are the ongoing maintenance costs if you're buying software?

00:32:04.000 --> 00:32:12.000
If you're hanging a screen. And there's a warranty and something breaks with the screen, who do we call?

00:32:12.000 --> 00:32:18.000
What does that cost? Those are things that you want to make sure that you have people that you can access to give you that information.

00:32:18.000 --> 00:32:26.000
For cost and duration estimates, you're using quotes that you solicit from vendors.

00:32:26.000 --> 00:32:34.000
Or expert judgment. These are people who have done this before. They can tell you, oh, we did it before. It cost us this amount of money. It took this many days.

00:32:34.000 --> 00:32:53.000
Or benchmarks. There are other people maybe in other departments Or maybe other institutions who've done something similar. If you're doing a build out, you're building a brand new student center, you can get an idea of what has this cost someone else? What architects did they use? Who did they use for furniture?

00:32:53.000 --> 00:32:59.000
All of those types of things that you might wanna, that could impact your project.

00:32:59.000 --> 00:33:07.000
Rule of thumb with regard to estimates and contingencies. I believe in always having a contingency in your budget.

00:33:07.000 --> 00:33:26.000
Rule of thumb is 10% of final cost. The contingency is important because you are managing risk. You don't know what you don't know. And so you don't want to just have a budget that's equal to what you think the costs are going to be and then you run over, something runs over for whatever the reasons are.

00:33:26.000 --> 00:33:39.000
And now you are over budget And you have to go and explain that and you have to get a change request now to ask leadership to give you more money. You don't want to be in that situation.

00:33:39.000 --> 00:33:48.000
To list your known risks and assumptions. Ask your stakeholders, hey, if we're sitting here In a year, the project was a disaster. What went wrong?

00:33:48.000 --> 00:33:58.000
Those are the things that we want to be aware of. So again, use expert judgment. We did something like this and here's what went right or here's what went wrong.

00:33:58.000 --> 00:34:07.000
Ideally, at the end of every project. There should be some sort of a lessons learned document that you can utilize that feeds forward into the next project.

00:34:07.000 --> 00:34:16.000
And that gives you some insight on what will she do differently or what will she continue to do. We'll talk about that at the end of the presentation.

00:34:16.000 --> 00:34:22.000
Benchmarking, even if people on your team have never done it before, someone has done something similar.

00:34:22.000 --> 00:34:28.000
So if you use SharePoint or you use Google Drive or whatever your document repositories are.

00:34:28.000 --> 00:34:35.000
Cull through that information and leverage that as you're preparing for your project.

00:34:35.000 --> 00:34:41.000
So it's always a good idea to list project requirements where everybody can refer to them.

00:34:41.000 --> 00:34:56.000
This again is a screenshot of Smartsheet. That's what we use here at ACUI. Basically, this just tells you Your requirements list tells you, is it done or is it not done? Then you have some sort of an ID number so you can track back

00:34:56.000 --> 00:35:05.000
It's a traceability matrix. So you can track back to your requirements. You've got a description of the requirements, who requested it.

00:35:05.000 --> 00:35:19.000
Who owns it? Who is going to execute this? Who is responsible for the deliverable? And then any comments about that particular requirement.

00:35:19.000 --> 00:35:35.000
So this little cartoon or graphic I really like because I think it really helps you to see what happens when we're unclear on what's happening with our requirements.

00:35:35.000 --> 00:35:39.000
And hopefully this is large enough. So this is how the customer explained it.

00:35:39.000 --> 00:35:49.000
But this is how the project leader understood it. And you can kind of start to see how it degenerates as we move down the line here. Here's how the analyst designed it.

00:35:49.000 --> 00:35:54.000
I don't know how anyone would ever sit on this swing this way but okay.

00:35:54.000 --> 00:36:11.000
This is how the programmer wrote it. And this is how the business consultant described it. So now you have this beautiful blue chair When really this is what the customer explained How it was documented. A lot of times there's zero documentation.

00:36:11.000 --> 00:36:16.000
We're moving so fast that we don't think about, hey, we should write down what we just did.

00:36:16.000 --> 00:36:26.000
Because someone else is going to do this in the future. Or you might be doing it again in the future. It's really helpful to have documentation as you're moving through the effort.

00:36:26.000 --> 00:36:31.000
This is what operations installed, just a rope. But it was supposed to be a swing.

00:36:31.000 --> 00:36:43.000
This is how the customer was billed. They were billed for a roller coaster. So imagine when the scope is off and the requirements are off, now you're charging people more money than they should have been charged for something that they requested.

00:36:43.000 --> 00:36:50.000
How it was supported. Who in operations, who in IT was supposed to support the effort?

00:36:50.000 --> 00:36:59.000
And then this is what the customer really needed. So what you heard And what they needed to totally different things.

00:36:59.000 --> 00:37:04.000
So this is important for us to be aware of when we're building out projects.

00:37:04.000 --> 00:37:08.000
So what happens if you build a skateboard when roller skates were required?

00:37:08.000 --> 00:37:13.000
You're going to end up with higher costs than you should have had.

00:37:13.000 --> 00:37:26.000
You'll probably end up with issues with regard to getting in materials because what you needed was more than what you what was needed was more than what was requested.

00:37:26.000 --> 00:37:45.000
So these are really things that you got to think about. Make sure that you have thought through what is really being requested and you're asking over and over and over again, okay, is this correct? Is this correct? It's okay to ask those clarifying questions to make sure that what you're delivering is what somebody has asked for.

00:37:45.000 --> 00:37:57.000
You've been customers, right? You've purchased something, you've ordered something and then you get something in the box and you're like, this is not what I ordered. And you think you've been clear about what you wanted.

00:37:57.000 --> 00:38:11.000
And so that's why you really have to make sure that you've sussed out what are the requirements and continue to tap into your stakeholders. Is this correct? Is this what we're supposed to be building? Here's what it looks like. And give people a picture along the way.

00:38:11.000 --> 00:38:19.000
There should never be a situation where as a PM you step into the effort at the beginning and you say, I got it. I understand your requirements.

00:38:19.000 --> 00:38:27.000
I'll be back in… Six months and you just deliver something. And they're like, where have you been for the last six months? I had no idea.

00:38:27.000 --> 00:38:34.000
I have not seen anything. And then you show up with this thing and they're like, that's That's not what we wanted.

00:38:34.000 --> 00:38:45.000
We wanted roller skates, you know, and you've given us a skateboard. So it's really important to have these check-ins along the way with your stakeholders.

00:38:45.000 --> 00:38:55.000
So planning also includes a communication plan. Real estate is location, location, location, and projects is communication, communication, communication.

00:38:55.000 --> 00:39:03.000
Make sure that you are connecting with your stakeholders and everybody else that's on your project team.

00:39:03.000 --> 00:39:16.000
And determining what your communication cadence is going to be. Are you having monthly team meetings? Are you having a monthly steering committee meetings? Is the team meeting weekly and the steering committee meets monthly?

00:39:16.000 --> 00:39:21.000
How are you communicating information? Is it a push message and it's an email?

00:39:21.000 --> 00:39:24.000
Or are you giving an opportunity for people to give you feedback?

00:39:24.000 --> 00:39:34.000
I recommend that you have a cycle, that there is feedback. The project team should be meeting weekly, steering committee meetings, in my opinion, should be monthly.

00:39:34.000 --> 00:39:39.000
Depending on how large the project is and you've got opportunities for feedback.

00:39:39.000 --> 00:39:48.000
Whether that is you use Slack or you use Teams or you use some other tool that allows you to get information as quickly as you're giving it.

00:39:48.000 --> 00:39:54.000
Because people get a lot of emails every day, right? And so if you're just piling up their emails with, oh, I told you what was happening.

00:39:54.000 --> 00:40:00.000
And you've given them no opportunity to digest it or to give you quick hit feedback on it.

00:40:00.000 --> 00:40:09.000
You're going to find yourself in a troublesome spot. So make sure that there is a method of feedback, that there's a loop.

00:40:09.000 --> 00:40:18.000
Think about whether or not you will issue your project status updates on a Friday. Does it go out every Friday afternoon?

00:40:18.000 --> 00:40:22.000
Do you have your monthly reports that go out the first Monday of every month?

00:40:22.000 --> 00:40:30.000
What information are you going to include in that? And I recommend that it's standard so that people know what they're looking at every single time they get it.

00:40:30.000 --> 00:40:35.000
I'm going to include changes to scope. I'm going to include cost. I'm going to include risks.

00:40:35.000 --> 00:40:50.000
Red, yellow, green, something where it's standard every single time. If you continually add other things to your communication plan, people get confused. They get confused very quickly. And then that's another thing that you have to try to chase down. So keep things standardized.

00:40:50.000 --> 00:40:57.000
In terms of when you communicate, how you communicate, and what is in your communication.

00:40:57.000 --> 00:41:02.000
Risk assessment. Make sure that you do some sort of a risk assessment.

00:41:02.000 --> 00:41:10.000
So if registration is lower than you expected or your food and beverage costs are higher than your budget or critical roles are not filled.

00:41:10.000 --> 00:41:18.000
Those are risks, right? Then assess those risks. You don't have to do it this way. It's just something that you need to be aware of.

00:41:18.000 --> 00:41:25.000
We've got some risks. Here's where they kind of sit. These are high risks. These are low risks.

00:41:25.000 --> 00:41:36.000
The higher the risk, the more you need to have some sort of a plan for what you're going to do if it happens. So evaluate them, rank them, and then make sure you've got a response plan.

00:41:36.000 --> 00:41:41.000
These are your what ifs. If this happens, I'm going to do this.

00:41:41.000 --> 00:41:48.000
So if my food and beverage budget is higher than I expected.

00:41:48.000 --> 00:42:00.000
What can I do? I can reduce the meals. I can cut costs in other areas. If my registration is lower than I expected it to be, I can increase my marketing. Maybe I push my date out.

00:42:00.000 --> 00:42:06.000
Just different things that you need to think about and have a plan for if it happens.

00:42:06.000 --> 00:42:13.000
You do not want to wait for a risk to become an issue. And now you've got a whole different situation to deal with.

00:42:13.000 --> 00:42:18.000
Make sure that you've planned ahead, thought about things that could go wrong.

00:42:18.000 --> 00:42:25.000
Thinks it could be a risk to your project success. And then did you have a plan for how you're going to address it.

00:42:25.000 --> 00:42:36.000
With any risk, there are four choices. You can avoid it, you can mitigate it, you can transfer it, or you can accept it. Avoid the risk. Just, well, well, it's unfortunate and you just walk away.

00:42:36.000 --> 00:42:56.000
Mitigated. So what are some things that I can do differently like we talked about with food and beverage. Well, just, you know, I can cut some meals transfer the risk. Maybe it goes to a different department. Hey, this is about to happen. So we're going to ask you to take this particular requirement on. We're going to ask you all to execute this.

00:42:56.000 --> 00:43:08.000
Or you just accept it. This is going to happen. A weather issue is going to happen. Student activism on campus is going to happen and we just have to be aware of it and plan for it.

00:43:08.000 --> 00:43:17.000
Schedule. This is the most critical piece, I would say, because this is letting you know what needs to be done, when it needs to be done, who's going to do it.

00:43:17.000 --> 00:43:23.000
And where you are. In terms of completion.

00:43:23.000 --> 00:43:30.000
The idea is to build out your project schedule and then to break it down into components that we call work packages.

00:43:30.000 --> 00:43:37.000
You're In this scenario, it's a design effort.

00:43:37.000 --> 00:43:43.000
So you're creating the call, you're advertising for it, you're designing a rubric.

00:43:43.000 --> 00:43:50.000
The idea is to just break things into chunks because then you can put costs against each one of your chunks.

00:43:50.000 --> 00:43:57.000
And you'll know what's in your schedule. You'll know what things you need to do for your specific project.

00:43:57.000 --> 00:44:07.000
So by way of review in the planning stage we've got Our scope document, we've got requirements We've got our communication plan.

00:44:07.000 --> 00:44:11.000
We've got a risk assessment. And a schedule.

00:44:11.000 --> 00:44:17.000
These are all things that the PM is responsible for creating and maintaining.

00:44:17.000 --> 00:44:21.000
And then lastly, you've got your budget. What is this thing going to cost?

00:44:21.000 --> 00:44:36.000
And where are you at against the budget? Executing. So this is where you're moving through it. Like we're having a kickoff meeting now. We're talking about let's get this thing done. Let's get this party started.

00:44:36.000 --> 00:44:42.000
And this section is really about just being effective in the meeting.

00:44:42.000 --> 00:44:55.000
Make sure you have an agenda. If you're going to send out a meeting invite, include some sort of an agenda so people know What am I there for? So you don't want anyone coming to your meeting and then wondering, why did I just burn an hour?

00:44:55.000 --> 00:44:59.000
They need to know what is the purpose of this meeting?

00:44:59.000 --> 00:45:02.000
You need to know who's in the meeting and so do other people.

00:45:02.000 --> 00:45:16.000
Do a roll call, have some introductions. And take five minutes to do that. Just make sure you've gone through the list. And that also helps you know who isn't there. Sometimes there's people that are missing and someone else will sit in the room and say, hey, wait a minute.

00:45:16.000 --> 00:45:23.000
Michael's not here and he represents XYZ group Can someone get him on the phone quickly?

00:45:23.000 --> 00:45:29.000
Really important to do that. Make sure you're taking action items.

00:45:29.000 --> 00:45:35.000
You know, if you're tracking the action items throughout the meeting and you're identifying who's responsible for what.

00:45:35.000 --> 00:45:43.000
That's really going to be important as you move through the effort because you want to know, well, who's responsible for X, Y, and Z.

00:45:43.000 --> 00:45:53.000
And you want to track those. Also send out your meeting minutes. I would not wait more than 48 hours after a meeting. People have slept, they have forgotten.

00:45:53.000 --> 00:45:58.000
And they need to know, wait, was I responsible for that? Is that my action item?

00:45:58.000 --> 00:46:04.000
Send that out 48 hours after the meeting, no more than 48 hours.

00:46:04.000 --> 00:46:18.000
And don't be afraid to steer the call. If it's getting off track and people are talking about their weekend plans, get them back on track because you have other things to do and so do they. So stay on topic and stay on time.

00:46:18.000 --> 00:46:24.000
So another situation with pitfalls. Who is not in the room where it happened?

00:46:24.000 --> 00:46:35.000
So sometimes the right people are not in the room. Make sure that you ask the question. Like when you send out your invite, ask people, hey, is there anyone missing?

00:46:35.000 --> 00:46:38.000
When you get to the meeting, look around the room and say, who's missing?

00:46:38.000 --> 00:46:44.000
Is there any department that's not represented? Because when people are left off.

00:46:44.000 --> 00:46:50.000
And then they get meeting minutes later and their name is on something or their department is on something, they're not pleased.

00:46:50.000 --> 00:47:05.000
Because they're wondering, well, how come I wasn't invited? And then it starts to feel like, was this on purpose? And it's not on purpose. It's an oversight, right? You just didn't realize that they weren't there. So make sure you ask the question, hey, folks, is there anybody here who's missing?

00:47:05.000 --> 00:47:13.000
That's really helpful for someone who's new in the role, new to the department, new to the institution. You won't know who should be there.

00:47:13.000 --> 00:47:19.000
And so you want to ask the question of the people who are present.

00:47:19.000 --> 00:47:34.000
Action item list. You got to keep on top of this. And these are things that can can spin out of control. You can end up with 40 action items and now you're trying to chase down who's responsible for this. Is this done?

00:47:34.000 --> 00:47:45.000
Put it in a centralized place. So this again is a screenshot of smart sheet This is where you can track your action items. You just list them in the sheet. Are they done? Are they not done?

00:47:45.000 --> 00:47:54.000
Who's responsible for it and keep it moving. Make sure that it's clear, make sure that it's concise. It doesn't have to be an essay.

00:47:54.000 --> 00:48:03.000
This is very simple. Order journals, right? That's it. Doesn't have to be more complicated than that.

00:48:03.000 --> 00:48:13.000
But make sure that you're going over the action items at the beginning of each call. Hey guys, we met on Tuesday the 22nd and we went over these things. These were the action items.

00:48:13.000 --> 00:48:17.000
Adam, you have this action item. Jeffrey, you have this action item. Where are we at?

00:48:17.000 --> 00:48:26.000
Update the document and keep it moving. Managing the work. You made the plan, do the work.

00:48:26.000 --> 00:48:36.000
You could use Smartsheet to do it. You could use Monday.com to do it. You could use Reiki. You can use whatever tool is available to you at your institution.

00:48:36.000 --> 00:48:41.000
To build out your project schedule, your action item list, your risk register.

00:48:41.000 --> 00:48:46.000
The whole point is if you build it out, make sure you're updating it.

00:48:46.000 --> 00:48:50.000
Track your changes and make sure that other people know when something has changed.

00:48:50.000 --> 00:48:57.000
Because people get surprised like, oh, when did we change the date? We changed the deadline? I thought it was on a Tuesday and now it's on a Friday.

00:48:57.000 --> 00:49:01.000
Really important to make sure that people are aware of that.

00:49:01.000 --> 00:49:07.000
And if there's any new stakeholders, maybe somebody left the organization. They left the institution and now you got a gap.

00:49:07.000 --> 00:49:18.000
Who's filling the gap? You need to know that and you need to ask, hey, who's going to step in and And Phil Rudy's role, I don't know who's going to step in to do that. You need to ask people how that's going to work out.

00:49:18.000 --> 00:49:31.000
Make sure you're on track with your budget. Make sure that your communication plan is sufficient. People may say, hey, I'm getting too many emails. Can we just have like a quick 15 minute stand up?

00:49:31.000 --> 00:49:44.000
We can just go over this really quickly. But you keep sending me emails. I get like 15 from you and then I get 30 from this other person and you know, there are lots of projects most likely. So be cognizant of that as well.

00:49:44.000 --> 00:49:54.000
Track your changes. Make sure that it's clear for folks what's happening on the project, if something happened with the cost, scope, schedule, budget.

00:49:54.000 --> 00:50:00.000
What were the changes in those areas?

00:50:00.000 --> 00:50:04.000
We've talked about communication, so I'm going to zip through this.

00:50:04.000 --> 00:50:15.000
This is really dependent on the type of on your institution and the types of tools that you use. Do you use SharePoint? Do you use Google Drive? Do you use Smartsheet?

00:50:15.000 --> 00:50:20.000
Do you use Slack? What types of tools do you use for communication?

00:50:20.000 --> 00:50:30.000
And make sure that you use them effectively. You'll see that there's an asterisk here. Use the tool of your choice or the tool that is available to you in your institution.

00:50:30.000 --> 00:50:42.000
When it comes to communications, think about who controls the message. I worked on a project with an academic institution.

00:50:42.000 --> 00:50:54.000
They were a very large lab. And just to give you order of magnitude, one of the members of their board donated $25 million to one of the entities within the lab.

00:50:54.000 --> 00:51:02.000
We had an advisory team that was 11 people strong. Way too many people and every single one of them wanted to have a voice.

00:51:02.000 --> 00:51:10.000
And so when that happens, you've got too many people trying to control the message and it's very hard to stay ahead of the narrative.

00:51:10.000 --> 00:51:19.000
So as you're building out advisory teams and thinking about that, make sure that you're streamlining the communication through one point of contact.

00:51:19.000 --> 00:51:31.000
In my case with this particular academic the institution. The client team weighed in on every word on every slide in the board presentation, including our speaker notes.

00:51:31.000 --> 00:51:36.000
And it made it very difficult to keep things moving and moving at a quick pace.

00:51:36.000 --> 00:51:43.000
So again, you got to know who your stakeholders are, what their expectations are.

00:51:43.000 --> 00:51:50.000
So monitoring and controlling and closing are the last couple of bits to project management.

00:51:50.000 --> 00:51:55.000
But let me first review executing. You get your kickoff meeting.

00:51:55.000 --> 00:52:03.000
Get it rolling. Meeting minutes, action items. All of these things again are the responsibility of the PM.

00:52:03.000 --> 00:52:14.000
You are running a kickoff meeting, you're maintaining action item list, you're managing the work, you're building out The schedule and managing communications.

00:52:14.000 --> 00:52:26.000
That is all in your purview. Last two bits are monitoring and controlling. So this is managing risks. We've already talked about this. I'm not going to spend a lot of time here because time is getting short.

00:52:26.000 --> 00:52:32.000
But just be aware of the risk management lifecycle that we talked about earlier. Identify the risk.

00:52:32.000 --> 00:52:38.000
Assess it, evaluate it. And then measure it. Is it a priority?

00:52:38.000 --> 00:52:40.000
And if it's not a priority, if it's a lower risk.

00:52:40.000 --> 00:52:49.000
Not something you necessarily need to worry about. High risks must have a mitigation plan. What are you going to do if it happens?

00:52:49.000 --> 00:52:58.000
Make sure you've got a change log. We just talked about this in terms of tracking changes. What happened? When did it happen? Who asked for it to happen?

00:52:58.000 --> 00:53:04.000
Was it approved, yes or no? Does the change impact your scope?

00:53:04.000 --> 00:53:12.000
And then make sure that you communicate this to other people, like to your stakeholders. Does it affect your scope, your schedule, or your budget?

00:53:12.000 --> 00:53:21.000
Anything that affects any of those three things is going to be really, really crucial for your effort.

00:53:21.000 --> 00:53:28.000
I'm going to keep going because we've talked about this and what happens when you're over budget and you have to stand up and explain that.

00:53:28.000 --> 00:53:35.000
We've also talked a little bit about scope creep and we know what happens because we looked at the little graphic that shows the tire swing was what was needed.

00:53:35.000 --> 00:53:48.000
And a tire swing was not what was understood. And so you got to think about if you allow scope creep, you will be over budget. You will be past your schedule. You're likely going to blow your deadline.

00:53:48.000 --> 00:54:04.000
And then you're going to have to explain that. The idea is the idea is to manage scope and manage scope creep. Do not allow people to add requirements that have not been approved by either your project sponsor or members of the project team.

00:54:04.000 --> 00:54:12.000
People will ask for things all the time. And you do have the authority to say no. Fyi as the PM. You just simply say, nope, we can't do that.

00:54:12.000 --> 00:54:20.000
We can delay that. We can take it under advisement. We can consider it, but not for this because it is not in budget.

00:54:20.000 --> 00:54:26.000
So under monitoring and controlling, you've got your risk register, your change log.

00:54:26.000 --> 00:54:35.000
That helps you opioid scope creep And then we move into closing. This is where it gets really good, folks, because the project is over.

00:54:35.000 --> 00:54:38.000
This is where you take your bow. You say, we are all done.

00:54:38.000 --> 00:54:44.000
But there's a couple of things you need to do when you close out your project.

00:54:44.000 --> 00:54:53.000
If we were to do it again, would we keep doing something? Would we improve it? Would we start doing it? Will we stop doing it? This is called the KISS method.

00:54:53.000 --> 00:54:58.000
So keep improved start and stop. So make a list of the things that you should keep doing.

00:54:58.000 --> 00:55:01.000
Then make a list of the things that you should improve upon.

00:55:01.000 --> 00:55:06.000
Make a list of things that you should start doing and a list of things that you should stop doing.

00:55:06.000 --> 00:55:13.000
And you'll know those things throughout the project. Maybe there's things, hey, we're sending too many emails. Let's stop doing that.

00:55:13.000 --> 00:55:22.000
You know, let's improve upon our communication we should have a biweekly meeting with our steering committee instead of a monthly meeting with our steering committee.

00:55:22.000 --> 00:55:34.000
So those are some things to be thinking about. And then celebrate with your team, like celebrate every win. Don't wait till you get to the end of the project to celebrate. I know that's what this says, but I like to celebrate throughout.

00:55:34.000 --> 00:55:45.000
Because people are doing a lot And they need to be recognized and supported and encouraged to keep going, especially when you're working on a long-term project.

00:55:45.000 --> 00:55:59.000
So you've got your closeout report. You probably have some files that you need to place on SharePoint or whatever your document repository is. Maybe you've got some people that you need to pay, some vendors that need to be paid.

00:55:59.000 --> 00:56:07.000
Maybe you need to tie out with other teams to say, hey, this is officially closed and then hold your lessons learned.

00:56:07.000 --> 00:56:14.000
Here's what we did well. Here's what we didn't do well, and utilize those folks to build out that KISS analysis.

00:56:14.000 --> 00:56:19.000
And then get ready for the next one because it's coming.

00:56:19.000 --> 00:56:28.000
So five stages, initiate, plan, execute, monitor, control, and close. Do your closeout meeting, celebrate.

00:56:28.000 --> 00:56:32.000
Having to close out a report. File all your stuff.

00:56:32.000 --> 00:56:36.000
And then are there any questions for me? I have left three minutes.

00:56:36.000 --> 00:56:49.000
Three whole minutes for questions. I'm going to stop sharing.

00:56:49.000 --> 00:56:56.000
You can either unmute your line and ask your questions out loud or you can type them in the chat box.

00:56:56.000 --> 00:57:02.000
I did put the link to the program evaluation in the chat box as well, so be sure to complete that.

00:57:02.000 --> 00:57:16.000
Before you leave. And while you're thinking, I'm going to put up a slide with our sponsors.

00:57:16.000 --> 00:57:24.000
I've got a question. Stacy, if I was interested in getting a cert for project management.

00:57:24.000 --> 00:57:28.000
Which one would I start with?

00:57:28.000 --> 00:57:32.000
Depends on how many hours of project management experience you have.

00:57:32.000 --> 00:57:37.000
So… For the PMP certs.

00:57:37.000 --> 00:57:46.000
Last time I looked, it was 5,000 hours. And I believe the capum Don't ask me what it stands for. I just know it's CAPM.

00:57:46.000 --> 00:57:55.000
Is I want to say 3,500 hours And usually that's the first one that people start with if they're just getting into project management.

00:57:55.000 --> 00:58:00.000
Basically, you document your hours. That's the first step. You fill out an application, you document your hours.

00:58:00.000 --> 00:58:10.000
And then if you meet the 5,000, go full on and get the PMP. If you don't and you have less than that, then look at the capital and go to pmi.org.

00:58:10.000 --> 00:58:15.000
For additional details.

00:58:15.000 --> 00:58:22.000
Stacy, how do you feel being certified has like improved your life or career

00:58:22.000 --> 00:58:30.000
You know, I got certified in 2011 because my director at the time had suggested it. When I started the company.

00:58:30.000 --> 00:58:37.000
It was part of my interview. It was one of the questions and they said, hey, would you be willing to get certified? And I said, yeah, sure. And then I took four years to do it.

00:58:37.000 --> 00:58:53.000
It is on many, many job applications. I think that's one of the things to be looking for. If you are looking for a particular role and you see on a job application must have XYZ certification, you need to be chasing that down and get that certification.

00:58:53.000 --> 00:59:12.000
As you all know, ACUI is a certification. Shameless plug there but I think it's really important to look at what's on the job description and think about your skill set and really consider, is this something that I need to have to get to this particular opportunity?

00:59:12.000 --> 00:59:24.000
For me, it was essential.

00:59:24.000 --> 00:59:33.000
All right, feel free to reach out to Stacy later if you think of a question after our program is over. We do want to thank Stacey so much for presenting this information.

00:59:33.000 --> 00:59:39.000
You always have been a wonderful presenter on this topic. So thank you so much.

00:59:39.000 --> 00:59:47.000
Thanks to all of our participants for joining us today. Special thank you to our sponsors who keep us going with our webinars that we offer.

00:59:47.000 --> 00:59:53.000
And again, just remember to complete that evaluation, especially if you are a certified professional.

00:59:53.000 --> 01:00:01.000
Needing the CE credits for today to go toward your renewal, that evaluation is how you request those.

01:00:01.000 --> 01:00:12.000
So be sure to fill that out. And if you're not certified, fill it out anyway, because we want to know what you like to see in the future and what you liked about this program.

01:00:12.000 --> 01:00:19.000
Thank you, everyone.

