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In the previous lessons...

* The Project Management Body of Knowledge (PMBOK) divides projects
into five phases. Although the term ‘phase’ implies that they are carried
out in chronological order, in practice they can be performed out of
order. For example, when project changes occur the project manager
would proceed back to the planning phase. For this reason they are
officially called Process Groups.




In the previous lessons...

* Project Initiation and Planning are the two phases of the Project Life
Cycle and in these stages, we decide if the Project is needed and how
beneficial it will be for the Stakeholders.

 The two metrics that are used to judge a proposed Project and determine
the expectations from it are the Business Case and Feasibility Study.

* Project Initiation and Planning, without a doubt, require a clear
understanding of the needs of your organization and the immediate steps
to be undertaken to get a project off the ground.




In the previous lessons...

Why is it iportant?

*Take major decisions that establish the direction and resource
requirements, like the Project Charter and selecting the Project
Stakeholders , are made during these 2 phases.

*The Stakeholders arrive at a clear objective to ensure everyone stays on
the same page in terms of how the Project should proceed.




In the previous lessons...

*There will be multiple checks during and after Project
- Execution to prevent miscommunication and to ensure
the Project stays on track throughout its course. However,
precious time and resources might get wasted which is
undesirable.

*Effective Project Management requires you to maximize
. benefits and minimize costs while delivering ‘value’ to the
customer.

*Having a clear Project Objective helps you achieve all this.
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In the previous lessons...

The Project Plan
* The Project Plan is a key part of the second phase, i.e. Planning.

* It comes after ¥pu’ve developed a Project Charter and have a clear
understanding of its Scope and Goals.

* The Project Plan outlines everything that’s needed to create a successful
Project. It tells you what to create (and what not to), what kind of
resources to hire, and what schedule to follow. From specific deliverables
’cho broad objectives, this Plan gives you a complete overview of the

roject.

* The Project Plan is a broad document created initially to summarize the
grOJect’s Schedule, Scope, and Resources. Think of it as a “vision”
ocument.




In the previous lessons...

* This document will guide you on how to create all the other plans
(Risk Management, Change Management, Resources, etc.) that
combined make up the project management plan.

the PMBOK itself doesn’t make any distinction between Project and
Project Management Plans. Each organization will have its own
norms and standards for creating these plans and what’s included in
them.

e But as far as best practices go, the Project Plan should be the first
document you create in the Planning phase. All the other key
documents — Work Breakdown Structure (WBS), Project Scope
Statement, Gantt Chart, etc. — will spring from the Project Plan.
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Outcomes of the lesson

* In this lesson, we’ll:

 Learn the steps, methodology, and processes that lead to successful
Project Execution.

* Find Project Execution Steps and Processes, the causes and solutions to
Execution Gaps , and helpful tools to support your Project’s next success,
such as a Project Execution Checklist, solutions to prevent Execution
Gaps.



Présentateur
Commentaires de présentation
Ref: Filling Execution Gaps: How Executives And Project Managers Turn Corporate Strategy Into Successful Projects    Todd Williams, President and Executive Consultant of the management consulting firm eCameron Inc.
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l1l- The Project Execution Checklist




I-1- Definition

*The term Project Execution, also known as Project
Implementation, refers to the actions a Team takes during the
third phase of the project lifecycle, as outlined by Project
Management Institute (PMI).

* |t is the active stage of the Project, in which you produce
deliverables for clients and stakeholders.

* During the Project Execution Phase, a Project moves from
planning to completion.




The Project Execution stage is the longest, most involved, and most crucial
phase of the Project Lifecycle (it can add up to 70 percent of the Project).

* |It’s also common to spend the majority of the Project’s Budget during this
phase.

Project Execution is central to delivering value to Stakeholders and meeting
Business Goals.

Successful execution involves catching missteps before they happen and
monitoring the Project throughout.

* A well-executed Project will meet Budget and Schedule Goals, and deliver the
expected Quality.

* This phase meets the immediate needs of Stakeholders and provides long-term
value to an organization’s reputation.




I-2- The actions performed during the Execution Phase

During Project Execution, the Project Team delivers the agreed-upon
products and services.

* Processes, frameworks, and methods support deliverable completion, as
Project Execution calls for ongoing people management, flexibility, and
communication.

* A solid Project Plan provides the team with transparency on tasks,
Project Needs, and Strategy.

* |t will also provide an understanding of the Risk(s) involved and how the
Team should manage challenges as they arise.

* The Planning Stage is essential to keep the Execution on track by
providing a reference throughout the Execution Phase.




This phase concerns:

1- Executing the Project Scope.

2- Performing the activities needed to meet the Project Objectives
3- Obtaining and manage quotations, bids and proposals as needed

4- Managing the Project Team and manage other Resources
5- Collecting and analyze performance data.

6- Generating Project data for status reports and forecasts.
7- Managing Risk

8- Conducting change control and implementing approved changes.
O- Establishing and managing Project Communication Channels
10- Collecting and documenting lessons learned.




I-3- What’s produced during the Execution Phase?

* The Execution Phase is where all the action happens and the plans start
materializing.

* There will be changes to the Scope and the documentation will change
as a result.




Change requests

When client expectations change or
there’s a disconnect between the
Team’s understanding of the client’s
requirements,  Scope  changes
happen. These are documented in
the Change Requests, which are
then reviewed and approved.

Performance data

The Execution Stage produces a lot of
data points that you can use to
optimize your team’s performance.

You can find where your team s
spending most of their time with the
help of the Project Dashboard and
how you can cut down on time and
costs.




* The change normally needs to be
documented to show what was
actually done; this is referred to as
Change Management.

* No matter how carefully planned a
project has been, changes will need
to be made as it progresses. These
will result from both external
influences as well as problems that
arise within the project
environment.

* The 4 main sources of change are:

End-User Change

Resulting from changes in
customer requirements. It is
also possible that feedback
gained during the review or
testing of a product may
show that it is unsuitable in
some unexpected way.

Technical Change

New technology may offer
a better solution to that
planned.
technical

originally

Alternatively,
problems may prevent a
product from working in

the way
“supposed to.

that

it

was



* The whole point of a Project is to produce Deliverables of some sort and
the Execution phase is where this happens.

* Essentially, work is done according to the Project Plan and that work is
monitored and the results fed back to the people responsible for the
Plan so that it can be updated to reflect the progress made.

| * The term Project Execution Process (PEP) refers to the set of tasks
needed to produce Deliverables. Team members decide and assign
Execution tasks during the Project Planning phase.
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e Execution process involves coordinating people and resources, as well as
integrating and performing the activities of the project in accordance
with the Project Plan. The main output of Project Execution is the Project
Deliverables and producing these will be the responsibility of the Project
Team who will be working to the Project Plan.

* The Execution Process uses structures (techniques, methodology, and
frameworks) to organize the manner of delivery.

- * The Project Manager will decide which structure best supports the
Project at hand.

* The 5 commonly used Process Models are the following:
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Work Breakdown

Structure (WBS) WATERFALL
MODEL
This is a visual tool that -
separates one or more N A —] ]
P ey

items of a Project’s data,
services, or  product,
depending on  Project
Scope.

Kanban

This approach applies cues (like a Kanban board) to
grant visibility into all work.

Scrum

A framework that uses sprints to accomplish project
goals in shorter, iterative processes using a Scrum
team structure (product owner, Scrum master, and
development team).

Lean
An approach that maximizes value and minimizes
waste.

Extreme Programming (XP)

XP uses the principles of feedback, assuming
simplicity, and embracing change to adjust quality
and responsiveness to rapidly changing user needs.
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llI- The Project Execution Steps

* During the Project Execution Phase, the activities you do to complete
tasks will be similar across any Project.

 However, the order of the steps will depend on the Project Needs, and
therefore, the sequence of activities may change to keep the Project on
course.

* There are 3 core processes involved during Project Execution centered
around People, Strategy, and Operations.

* The steps in Project Execution include a series of tasks to deliver a
Project on Time, within Scope, and under Budget.
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lll- The Project Execution Steps

* The Execution Phase steps organize the Project’s Resources and
coordinate the team’s efforts to meet the Project Goals as planned.

* Project Execution steps are not necessarily a linear progression between
execution kickoff and closing, especially when you consider the external
forces that may disrupt the Project during Implementation.

* We can break down the major actions required during Project Execution
into 4 categories: produce deliverables, manage the team and
stakeholders, monitor and control, and change management:




1. Produce Deliverables

In order to build deliverables for clients and
stakeholders, you’ll need to complete the following
actions:

1. Review customer requirements.

2. Allocate and monitor the time required to
complete each task.

3. Control the quality in line with the user or
client needs.

3- Monitor and Control

Monitor and Control is considered its own phase within
a five-phase Project Life Cycle Diagram, occurring
directly after the execution stage (phase three).

However, it is often combined with the execution phase
because they technically occur simultaneously to keep
the Project on track.

Regardless of which lifecycle diagram you use,
Monitoring and Controlling requires several steps to
ensure the Team is meeting customer Requirements and
operations deliver a quality product.
Steps include the following:

1. Manage your Time.

2. Manage the Budget.

3. Verify Project Scope.

2- Manage the Team and Stakeholders

It takes time to build trust and develop leadership

skills within a Team.

Similarly, Stakeholders need continuous
engagement, and managing people in the Project
involves the following:

1.

4- Change Management

Project Managers use tools and processes to help
manage change, typically by doing the following:
1.
2.

3.

. Communicate regularly with both the team

. Procurement of resources and supplies (as

Cultivate the team. Dedicate time and
necessary resources to build a cohesive
team.

and stakeholders on project needs and
reporting status.

uoI3nNdaxX3
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needed).

Issue change requests.

Create a CID (change, issues, decisions) log to track
change requests.

Document results and update organizational
policies/processes as needed.

Record lessons learned.



lll- The Project Execution Steps

* The steps during Project Execution will change depending on the specific
requirements of the Project. Those particular steps are typically laid out
in the Project Execution Plan . However, there are general activities that

should apply to all Projects.
* Project Execution Phase Activities include:

1.Begin work 5- Manage change orders

2.Manage workflow for all project tasks 6- Manage project commmunications

3.Issue management with all stakeholders

4.Risk management 7- Verify when milestones are reached
8- Conduct gateway reviews as
required

9- Report on project status regularly to stakeholders




llI- The Project Execution Steps

* In the execution environment, focus on consistent Communication and
y  building Leadership across the Team. Help the Team hold realistic
expectations of change to prepare them to be flexible when changes do
occur, which will reduce frustration.

* |t is challenging to visualize Project Execution in real time due to the
complexity of linear and non-linear steps, processes, and sub-activities
that take place while producing the Deliverable or Product.

* The dynamic diagram below places Execution within the Project
Lifecycle (with Monitoring and Controlling interacting simultaneously
with the Execution) and fully displays the Execution Phase in action and
the factors that influence the course of the Project along the way.
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llI- The Project Execution Steps

Projct Execution Phase Process

External
Factors
Monitoring
& Controlling

Project <
Pian 5 9 S T—

Project Execution Steps and Activities

Execution
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llI- The Project Execution Steps

* A Project Manager must decide and delegate the steps involved in
managing People, Processes, and Communications in order to deliver on
the promises of the Project Management Triangle: (delivering the
Project on Time, on Scope, and on Budget).

* But these Management steps are not the only area of focus: It is also
essential to support Team morale throughout the Project.




* A Project Execution Checklist helps organize all of the moving parts of
the Execution Process.

 We can use one to ensure that the Team doesn’t overlook any planned !
tasks (or leave any incomplete).

e Furthermore, a Checklist can help you keep track of what’s done and not
done throughout the Project Execution. |

* A Project Execution Checklist will include categories identified by the
Project Manager or Team.




e The Checklist also contains a due date and the status to provide
transparency across the Team.

* With many components per Project, a Checklist will ensure your
Project’s timely completion without missing an important detail.

 Account for all your Project Execution tasks with this Project
Execution Checklist template.

 Prior to Project launch, enter the task to complete, due date, and /
status for streamlined tracking of all Project activities in one
centralized location.




PROJECT EXECUTION CHECKLIST TEMPLATE

xX
X

ITEM

Project Execution Plan

Project Execution Strategy Plan
Scope Creep Management Plan
Risk Assessment f Anabysis

Risk Reporting Struecture

Risk Manogement Plan

SMART Goals Developed
Benchmoarks for Deiverables
Preliminary Project Resources Acquired
Frocurement Structure

Risk Confingency (20%) Budgeted
Lessons Learnaed

Retrospective Time Scheduled
Stakeholder Communication Plan

Team Communication Plan & Scheadule

DATE DNUE

OO OO OO0

OO OO OO

OO OO0

OO OO ODOD

OO OOOOO0

OO OO0

OO OO OO0

OO OO OO0

OO0 OO

OO/ O0O000

O30 NODN OO0

OO OO OO

OO/ O0S OO0

OO OO0

OO0 SO0 OOO0

STATUS

In Progress
Not Started
Owverdue

On Hold




V- Project Execution Gaps and Causes

* Project Execution Gaps occur when the real-time execution of a Project
fails to meet the Strategy or Goals developed during Planning.

* A Gap is generally caused by a communication breakdown or a
mismanagement of the Project activities.

* There are several potential causes of a Project Execution Gap, ranging
from developing unrealistic goals to lacking buy-in from key
Stakeholders.

* One of the most prevalent causes stems from competing resources,
which includes people, physical materials, and time.




Lecture

2 V- Project Execution Gaps and Causes

* The Project Planners have the best intentions as they develop the project
goals, but in reality, the Projects Executors are balancing other
responsibilities and obligations required by their functional role in the
organization.

* A Project Manager can avoid and prevent Execution Gaps by identifying
where they appear, the root cause of the issue, the risks they pose, and
the measures the team can take to proactively prevent the gaps before
they occur.

* Below, we’ve provided an analysis of the causes and risks of 6 common
Execution Gaps to help your Team expedite your Execution Strategy, and
avoid gaps using preventative solutions.
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Imtermmal
MNMiscormmmuuumicationmn:
Failure To
COoOmMmMIrmuniicate
adeguately bhbetwvweaen
Tearm mermibers (amnd
stakeholders).

L owwr
Stakeholders/Client
Engagerment:
INnadecuate
imnvolvernment of the
individuals actively
assigneaed o the
Proaject.

Unclear
COoOrmirnmunmication
chanmnmnaels; lack of
defimned roles,
responsibilities,
anmnd reportimng
STruUucCTtuure

Acssurnmimng
stakeholders will
Nnaturally engags
orn Their owvwn and
are as invested in
The project at the
samee depth as
Tthe project
managernr

Slows dowwrn Tthhe
Praoject
exaecuUuuTiom
Tirmeelim=

Dheraeriorate s
Tearm ocohesionm
=lagls]
effectiveness

FPotential loss of
ermployaae
satisfactionm,
wwihich canmn lead
To lomng-terrm
ermployaeae
retention issues

Higher
probability of a
dissatisfied
stakeholder
wwith the project

Unrealistic
expectations of
tThe project's
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CcCapacity
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TErTY O
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L=se a project
organization chart
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Adopt a
stakeholder
engagerment planm
TO Ccommunicate
pProject processes
and Ttimelines.
Schedule update
reports.

Involwve
stakeholders in
the process early
and often. Take on
the proactive role
in sponsor and
client engagermeaent
as part of project
managerment
responsibilities.




Scope Creep: Adding
unplanmned
specifications 1o Tthe
project without regard
To The impact on TtirMme,
budgeT, Oor resources.

Dependencies and
Project Handoff: As a
project moves through
execution, it relies on
people outside the
core project team for
completion. Each
Transition presents an
opportunity for an
execurtion gap, as
yvou’'ll often be waiting
on other departiments
or onboarding new
people midproject.

The client or
stakeholder add=s
more 1o thhe
project after it
has launcheaed

= Lack of
planning extra
time for
Transitions

= |Jgnoring the
extira time
needed when a
project moves
from one
group 1o the
next up

= Overlooking
any time a task
is dependent
on another

Imnmcreased strainm
on existing
resource=s_ such
as co=t and
Tirme.

Missing project
goals and
pPpotential project
failure.

INncreased Tearm
stress and
decreased long-
TErrm
productivity.

Slows down the
project, creating
confusion

Creates blocks
in the flow of
the expected
project timeline

Plarmn the project

execution process

imn a way tThhat

budgerts for scope

cresep
conTingency.

Create room for
scope creep by
underpromising
and
overdelivering.

Buffer the
expected

schedule any time

a project handoff
happens or when
new team

members join the

execurtion process

to account for
learning time.

Prior to the project

start, identify the

dependencies and

anticipate where
borttlenecks will
most likely occur.




Monitoring and
Controlling: Tracking
key performance
indicators (KPIs) and
other metrics 1o
maintain the status of
the project and taking
actions to correct the
project if the metrics
indicate it is veering
off-course.

Assuming the
project will go
smoothly on its
own after the
kickoff meeting

Project failure due
10 missing goals

Develop a “north
star,” measurable
goals, and metrics
10 keep the team
on track. Keep it at
the top of each
meeting agenda.

Regularly check in
with team
members 1o
discover what
support they need
throughout the
project.

Align the goals,
signals, and
measures with the
strategy. Keep the
north star at the
forefront of the
Team’'s mind.




V- Project Execution Gaps and Cause

.

* During the Project, create a Gap Analysis to identify each gap’s cause
and create a framework for developing a solution.

* Changing organizational culture, managing up, and educating the
Project reduces execution gaps beyond the immediate Project.

* |t is also beneficial to reflect on the Project Execution Gaps during
Project Closing. This analysis and insight you gain at the conclusion of
the Project will reduce Execution Gaps before they occur for any future
Projects the Team takes on.
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IV- Project Execution Best Practice

VI-1- Project Execution Challenges

* There are many challenges to successful project execution, such as
missing deadlines and budget overrun, that can cause problems, affect
business outcomes, and sometimes even lead to project failure.
Problems may appear at any time during the project and need to be
addressed right away.

e Challenges commonly occur in communication, personnel, strategy,
stakeholder engagement, and scope creep. It helps to understand the
causes of failure in each of these areas to know what to look for when
challenges surface.




Communication

Miscommunication can  happen
during any part of a project due to
the complex requirements. Teams
risk deteriorating communication if
they are wunaware of workflow
reporting, role assignment, or
generally lack a shared
understanding.




VI- Project Execution Best Practices

* Challenges in Project Execution impact Time, Budget, and Resources,
and ultimately negate the success of your Project. Understanding these
potential challenges is the first step to minimizing Project complications.

* Avoiding challenges is ongoing work and needs consistent, proactive
attention, such as the following behaviors:

* Increase the visibility of the Execution Phase with regular check-ins and
transparent communication.

" * Balance your Leadership Style between monitoring and micromanaging.

* Develop an approachable Leadership presence encouraging open
Communication.




VI- Project Execution Best Practices

V-2-Strategies for successful Project Execution

* A Strategy is long-range, directional, and action-oriented, and it uses
multiple angles to accomplish the goal.

* The Strategy steers the Project’s Direction, and should align with the
Business’s Goals.

* A Project Execution Strategy is a tactical approach used in Project
Management. The Project Manager and Team Leaders create the
Strategy during the Planning Stage.

* A Project Execution Strategy is different from a Project Execution Plan
which is task-oriented, detailing the specifics on how to allocate
resources, time, and expectations.




'VI- Project Execution Best Practices

* Project Execution Strategy must align with the overall company strategy,
mapping the actions of the Project to the company Goals and Values.

* |n Project Execution, the Project Manager will often employ Strategies
that revolve around supporting the Team.

* For example, a company’s strategic goal of operational excellence (the
goals of lowering operational risk and operating costs, and empowering
employees) provides an opportunity for the project execution strategy to
focus on empowering employees in the areas of communication,
engagement, and alignment. To do so, the Project Manager can ask the
Team a series of questions to help visualize strategic implementation in
action:

What does this
strategic goal
area look like in
action during
execution?

Who is
responsible for
keeping track of
this goal item?

What actions
are necessary
to support this
goal?

How will we

. Know when it

- is successful?



Here are some
strategies for a
project execution
plan that will help
you bridge that gap:

Project Execution Steps

; |

Delegate tasks to get work done effectively
Empower your team to make decisions
Be open to new ideas

Manage the communication

. Measure progress regularly

. Control the scope

Ensure the quality of the output H




VI- Project Execution Best Practices

VI-3- Project Execution Best Practices

* Project Execution best practices aim to create a Team with the model
qualities of a high-performing Team. The leading current Project
Execution best practice focuses on soft skills, and encourages

productivity and supports the execution success throughout the
Project.

* The following best practices focus primarily on soft skills and leadership
development because they improve the health and execution speed of
the Team, which inadvertently leads to meeting and exceeding Project
Goals.




VI- Project Execution Best Practices

Flexibility

Understand that change
will occur.

It’s essential for the
entire team to
understand things won’t
go as planned, so be
prepared to pivot at any
time.

Backward Design

Start with the end in mind to
develop the steps to reach
the Goal.

Team Recruitment
Look for high performers
(or those who can grow
into the role) and the right
people for the job.

Share Information

Transparency allows the
team to understand the
rationale behind
decisions, and \visibility
supports Team alignment.

Alignment
Make sure the Team'’'s
arrows are all pointing in
the same direction from
the start and throughout
the Project Lifecycle.

Two-Way
Communication
Build channels and trust

for all members of the
Team to openly report
problems and
independently create

solutions.







Initiation Planning

Initiation & Planning Launch &
Conception Execution

Controlling

= Project + Resource « Resource allocation

need/problem requirements » Focus on
= Recommended + Task identification deliverables
solutions + Project plan » Team meetings
+ Feasibility study + Timeframes
* Project initiated * Budget planning
= Project manager » Risk management

appointment * Quality plan
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The Execution
Phase

1, Performing
required tasks for
project

2. Monitoring &

Controlling of this
performance

00

Project Execution produces:

Project
Deliverables

Accepled

Approved

Change
Management
Documents

\dentification of What
Needs to be Done

Measurement of
Project Activities

Against Plan lo Keep
Project on

Track

Performance
Baselines
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