[image: image1.jpg]Cynosure

‘ HEALTH



Project Management for Clinicians April 16, 2012

Fast Facts


Prelude: Project Management – What is a project?

A project is different from a task or set of tasks

A project includes many or all of the following features: a need for planning including conditionalities, a budget, deliverables, a team or stakeholders.
Project teams are often resistant to planning project ahead of time.  It is common for teams to want to get started right away, and they lack the patience to work through a project plan or charter before starting a project.  However early planning is the key to a successful project.  The early planning phase of a project is like putting money in bank, that investment produces interest that you can draw from throughout the project.
Project Charters:

A project charter is a tool project managers can use to establish the parameters, roles, goals and scope of a project.  At its most basic level a project charter is an agreement between the individuals and teams working on and impacted by the project.  

Texas Department of Information Resources has created several easy to use, easy to modify and self-explanatory Project Management tools:

https://www.dir.texas.gov/management/projectdelivery/extensions/Pages/Overview.aspx
An excellent template for a project charter can be downloaded at:
http://www2.dir.state.tx.us/SiteCollectionDocuments/IT%20Leadership/Framework/project%20charter%20instruction.pdf
Managing complex change requires: vision, skills, incentives, resources, and an action plan.
ACT I: Project Management – Developing your plan
Before you begin your plan think about past projects you have been involved with and ask yourself: “What are the qualities of an effective project manager”?

You probably thought of things such as effective communicator, strong leader, organized.  Did you also think good planner?  

Good planning skills are essential in project management.  “To fail to plan is to plan to fail”.  If you are responsible to complete a project, the following guide will help you think through the planning process.  Once you have a plan you will be well on your way to successful completion of your project.

What is your project?

What do you want to accomplish?

Start at the end and plan backwards.  If you need to complete your project by a certain date then you need to develop your plan to accomplish your goal.

Have you ever built a house or done a construction project?  Did you have a written plan?  Of course you did.  You would never add an addition onto your house without written plans.  The extent of the written plan will depend upon how much work you are doing.  The more work, the more elaborate the plan…framing, structural, electrical plumbing, etc.  Would you agree that having a written plan is a good idea for a major project?
Before you start to write your plan you will need to answer a few questions like:  What am I trying to accomplish?  Create your plan from your aim statement.  
By when do you need to complete your project?

After you clarify what you need to accomplish it is important to understand the time frame you have to accomplish your project.
From that end date, start to work backwards.  Look at all of the things you need to do and set key interim dates.
Keep in mind the importance of sequencing.  On a very concrete level, say with readmissions, could you be teaching the technique of teach back while at the same time you are reviewing and improving educational materials or does one need to occur before the other?  Yes, so the timeline may not be linear as you may be doing several tasks in parallel.
What’s on your laundry list?

What are your key deliverables and their due dates?

In order to develop your timeline you need to identify the items on your project “laundry list”.  What are the key buckets?  Equipment, training, personnel?

You will also want to think about how long it takes to do any given activity and plan accordingly so that you don’t set yourself up to fail.  If it takes a month for a vendor to send something to you then you would need to account for that in your time line.
What resources do you need?

Now that you have clearly identified what you need to do and by when you need to do it, your plan should address the resources you will need.

What human resources do you need?  What human resources can you obtain?  What do you need them to do? 

What financial resources do you need?  What can you get?  What will you use the financial resources for?
What structure do you need?

How will you know if you are on the right track with your plan?
Use a project at-a-glance type of tool such as a Gantt chart to clearly show all key deliverables and the dates they are due.  
This tutorial walks you through making a Gantt chart in excel.

www.youtube.com/watch?v=CW_wGSFavTc 

Free templates for making Gantt charts

www.vertex42.com/ExcelTemplates/excel-gantt-chart.html
What structure do you need to establish to make sure your project gets completed?  Do you need to establish a new team or is there an existing team you can work within?  How often do you need to meet?
To whom do you need to report on the status of your project?  How often do you need to report?
Write down your plan so that you and your team can use it to guide your work.

Now that you are done with the planning process, go forth and execute your plan.

ACT II: Execution of Your Project 

You have planned your project.  What happens next?  The implementation or execution of your project is where the ‘rubber meets the road’.  This is where commitment and excitement about YOUR project is the key to success.  How do you get others excited about your project when they are juggling so many other things and wondering when and where the balls will drop? 

Project Execution requires 6 primary components:

· Communication

· Meeting Management

· Conflict resolution

· Negotiation

· Delegation

· Accountability

Let’s start with Communication:

How many messages do most of us receive every day?  You might be surprised to hear that it is approximately 35,000.  How do we learn to filter out the messages that are less important and to absorb the messages that are related to things we ‘need to know’?

The majority of communication these days is text or email.  Simple words don’t transmit ‘feelings or a connection’ that we achieve via tone of voice or body language therefore it is vitally important to utilize this method of communication effectively.  

For tips about how to use email effectively and to avoid the common errors (such as ‘reply all’) associated with email, go to http://jerz.setonhill.edu/writing/e-text/email/
A key to effective communication is to customize the WAY you communicate:

If you simply want to ‘share’ information, then a flyer, newsletter or poster will do.  If you want to ‘shape behavior’ then ‘face-to-face’, ‘one-to-one’ mentoring or shadowing is the way to go.

Don’t be shy about advertising your project ‘8 ways 8 times’…..be creative and keep your messages new and fresh.

Are some questions more powerful than others?

The simple answer is ‘YES’.  A great technique to use while asking a question is to construct the question in a way that will open the minds and possibilities of the people you are speaking to.  This approach is referred to as “Appreciative Inquiry’ and you can learn more about this approach:

 http://www.kcsdv.org/toolkit/AppreciativeInquiry.pdf
Vogt E. Brown J, Issacs D (2003). The Art of Powerful Questions: Catalyzing insight, innovation, and action. Whole Systems Associates: Mill Valley, CA

How do you make the message about your project so great that it gets attention?

If you want to make your message effective and memorable, it must be ‘sticky’.  A great resource to learn more about how to make the message about your project more memorable and effective refer to: 

Heath C, Health D. Made to Stick: Why Some Ideas Survive and Other Die. (2007). Random House, New York

What’s your ‘Speech’?

If you are responsible for a project, it is really important to have your ‘Elevator Speech’ ready.  This is a 15-30 second explanation about your project that is intended to ‘hook’ the person you are speaking to.  If someone asks you ‘Tell me about the project you are in charge of’ will you be prepared to explain what you are doing in a way that will excite and be memorable?  If not, refer to :

http://www.creativekeys.net/powerfulpresentations/article1024.html
Meeting Management: 

Meeting Management is a key core competency of a person in charge of a project.  Meetings are what most people dread the most because they perceive them as a waste of time and unproductive.  How can you make your meetings effective?  By recognizing that the top ranked ‘sins’ of meetings are:

· Getting off subject

· No goals or agenda

· Too long

· Poor preparation

· Inconclusive

· Disorganized

· Ineffective leadership/lack of control

· No pre-meeting orientation

· Irrelevance of information

· Time wasted during meeting

· Starting late

· Not effective for making decisions

· Domination

· Rambling; redundant

· No notes or follow-up

· Cancelled or postponed

How do you make a meeting productive?

· Discipline; time management

· Active participation but manage those who try to take over the conversation

· Results in clear action items

· Evaluate it (have members ‘grade’ the meeting)

· Identify results in the agenda for the next meeting

· Use ‘parking lot’ for important items but not necessarily topics related to the project or those you can get to

· Bring ‘tool box’ with equipment such as supplies and brainstorming tools (e.g. post-it’s, voting dots)

· Flatten the hierarchy to encourage participation

How do you manage CONFLICT?

First, recognize that conflict is not a bad thing; conflict can actually drive change and improvement.

Conflict is usually the result of 3 things:

· Power

· Miscommunication

· Different Goals

Negotiation is a key to Project Management:

You can’t always get what you want

Use a decision making matrix to help guide you

Consider the Baldrige strategy “I can live with that”

Delegation is the hardest component for many:

Most project managers have a very hard time ‘letting go’.
The key is to ‘Trust but Verify’; find someone who can ‘run with it’ but be sure they have the ‘tools and techniques’ to be successful.
Don’t be afraid to fail.  There is a great video available on YouTube that showcases many famous people who were told they would never amount to anything.  If you’ve never failed, you’ve never lived.  

http://www.youtube.com/watch?v=LBt_wuM4ED4
Ongoing-Monitoring

Projects require nurturing…on-going monitoring.  Review your plan to ensure that tasks and timelines are proceeding as expected.  Warnings signs include not meeting timelines, low meeting attendance, expenses higher than budgeted, one person doing all the work.  If your project is not on the road to success:

· Identify barriers and devise solutions, using brainstorming and multi-voting techniques

· Revise your plan

· Review the literature and ideas from other institutions

· Change your message or messenger

· Coach those individuals who may be underperforming

When a project is not proceeding as planned, it may be difficult to know when to call your executive sponsor, leadership, or supervisor.  Having this conversation at the beginning of the project helps guide you and sets expectations.  When communicating to a project sponsor/supervisor, describe the situation, explain what you have tried to remedy it, and list what is needed to keep the project moving in the right direction.

Act III: Closing your Project

There are two reasons to close a project: the project has met goals or has been suspended or canceled.  Properly closing a project minimizes drift/scope creep, gathers lessons learned, and allows an opportunity to acknowledge the hard work of the team. 

The steps of closing the project are: hand-off to operations, a project report, a project review, and a closing event.

Hand-off to operations

During project roll-out, the project manager may spend the bulk of his/her time fielding questions and problem solving.  To close the project, decisions must be made as to who, going forward, will handle the day-to-day issues, the ongoing monitoring, and exception reports. 

Project report

The project report is the formal, written closure of the project that addresses three questions:

· Did the project meet its targets?

· Did the project meet its objectives and performance criteria, including financials and human resources?
· Did the project meet its timelines?

· Did the project follow its plan?

· Did the project adhere to the project definition and plan?  Could the deviations from the plan have been predicted?

Project review

The goal of the project review is to disseminate key success factors and lessons learned.   A survey of team members (project participants) yields valuable information about the project definition, role clarification, planning process, communication, follow-up/accountability, meeting effectiveness, minutes, and personal value of project to participants.  A summary of key success factors and lessons learned should be included in the project report.
Closing event

Many hours and brain power contributed to the success of the project.  Celebrating this success and acknowledging the hard work of the team members is rewarding and sets the stage for future projects.
Periodic Follow-up

The ongoing measures determined during project planning and assigned during the hand-off to Operations, will require periodic follow-up to ensure continued success of the project.
Coaching Do’s and Don’ts


DO: Provide encouragement, provide tools, use specifics, compare current results to plan, discuss plusses and minuses, and ask for suggestions and a modified plan


DON’T: Tell person how to do work, dwell on the negative, or coach via email








 











