Your Role as the
Project Manager

Cynda Jones, RN, MS, PMP
Kristi Skillingstad, MPM

“The list of project manager's
responsibilities is either very long or very
short. The short one is: the project
manager Is responsible for everything.”
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Presenter
Presentation Notes
Introduction
Cynda and Kristi Together

Kristi
Discussion:
   Have you ever been assigned some of the follow items – In every organization project management is different.
  Ordering Food
  Setting up meetings you are not a participant in 
   Random Assignments from Executives
   Step in and do an assignment when a leader does not fulfill their obligation
   Assigned Tasks that have nothing to do with your project
   Making an Organizational Decision that should have been made by the Sponsor or Steering Committee


Cynda
Opening:

This topic was chosen because I personally find some challenges in not necessarily defining my role, but staying in the scope of what I have defined. 
The Discussion that we are having today is not intended to give you a list of items that are within the Scope of responsibility for the PM and those that are outside of the Scope.  Rather it is to give you tools to define your role during the initiation  of the project and maintain the scope of your role through the close of the project. Throughout the presentation we have a discussion topic for each objective – within our PMO we have a wealth of knowledge and experience, our intent is that you not only learn some strategies from the presentation, but also from your coworkers today.

I have asked Kristi to help me to give me an added perspective for this presentation, and present some of the slides.  I have spent most of my career on the operations side and at the same Organization.  Kristi has spent most of her career as a Project Manager and has worked in a different industry also.   



B
Learning Objectives

Define roles that always belong to the
Project Manager

ldentify strategies that define your role
during project initiation to close

ldentify recurring scenarios that will alert
you that your role needs to be clarified

Strategies for defining all team roles
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Presentation Notes
Cynda and Kristi
Cynda 1 and 3
Kristi 2 and 4

Cover general – All slide will be available online.


Objective #1:
Define roles that always
belong to the Project
Manager

Averas
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Cynda
Objective #1 – Define Roles that Always belong to the Project Manager

Throughout the continuum of the Project Management Job Description from Industry to Industry,  Organization to Organization, Department to Department within Avera, and even within our PMO – roles are different

The roles of our PM varies even within an organization.  For Example at Avera we have differences in roles between Hospital Software Implementations and Clinic Implementations
 
Let’s start with items that we want to be responsible for and will ultimately when you take responsibility for these tasks you increase definition in your role and are viewed as a Credible Project Manager


Role (and Credibility) of the PM

Know where we are going

Know how you are going to get there
ldentify and secure your resources
|dentify roadblocks

Know your project status
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Cynda
I have included in the references the article that I used for this slide.  It is definitely worth your while to read the article as I felt it was the most straight forward and truthful article that I found on Project Manager Roles

This slide outlines the roles that we absolutely want to own and perform well – by using our tools and managing tightly – Scope, WBS, Task List, Timeline, Risk Register, Communication, Resource allocation, etc..

A project manager is the person who has the overall responsibility for the successful initiation, planning, design, execution, monitoring, controlling and closure of a project. The job title is used in construction, petrochemical, architecture, information technology and many different industries that produce products and services.

The project manager must have a combination of skills including an ability to ask penetrating questions, detect unstated assumptions and resolve conflicts, as well as more general management skills. (Duncan Haughery, PMP – the Role of the Project Manager)



Role (and Credibility) of the PM

Know where we are going = Scope

Know how you are going to get there = WBS
(Schedule), Task List, Timelines

ldentify and secure your resources =
development of project team, budget, knowing

your competing resources
ldentify roadblocks = Risk
Know your project status= WBS (Schedule)
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Cynda -
This slide outlines the roles that we absolutely want to own and perform well – by using our tools and managing tightly – Scope, WBS, Task List, Timeline, Risk Register, Communication, Resource allocation, etc..

A project manager is the person who has the overall responsibility for the successful initiation, planning, design, execution, monitoring, controlling and closure of a project. The job title is used in construction, petrochemical, architecture, information technology and many different industries that produce products and services.

The project manager must have a combination of skills including an ability to ask penetrating questions, detect unstated assumptions and resolve conflicts, as well as more general management skills. (Duncan Haughery, PMP – the Role of the Project Manager)
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On Time, Budget and Within Scope

Averas
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Cynda
This is the Triple Constraint from the PMBOK – If one component of the triple constraint changes it will effect everything 

PM’s Highest Level Role is to assure the Project is on time, within Scope and Budget

So theoretically is it also our responsibility to rectify anything that could impact the project schedule.  Yes it is, but how we rectify it is very dependant on your organizational culture, your role, and your talent to “manage” but not “do”

“In the End – the Success of a project depends on showing up near the planned completion date, near the planned budget, with enough of the needed features to put the outcomes of the project to work.”  Alleman, 2010



The PM Is responsible for all
Knowledge Areas*

Integration Human Resource
Scope Communications
Time Risk

Cost Procurement
Quality

mnyn
* Refer to PMBOK Project Management Process Groups and Knowledge Areas Avera *


Presenter
Presentation Notes
Cynda Talk about the importance of planning – impact for the rest of the project – Only list the process groups.

It is imperative to project success to carefully go through all of these and define deliverables in planning

We are indeed responsible for being competent to manage all – if any of these components are not complete the project will suffer.  

In some PMO’s the PM is not directly responsible for the Procurement, yet a careful watch over the process is needed to assure adequate resources to assure this is not a risk to the project. 

If you are not directly responsible:
 Define Responsibility
 Be eternally suspicious, take nothing for granted, Investigate everything
 Program success is obtained only by enormous attention to detail everywhere


Project Manager Job Description

Facilitate the definition of Provide direction and support
project scope, goals and to project team

deliverables Quality assurance

Define project tasks and Constantly monitor and report
resource requirements on progress of the project to
Develop full scale project plans stakeholders

Assemble and coordinate Present reports defining project
project staff progress, problems and
Manage project budget solutions

Manage project resource Implement and manage project
allocation changes and interventions to

Plan and schedule project ach_leve prOJect_ outputs
timelines Project evaluations and

Track project deliverables using assessment of results

appropriate tools
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Discussion — 5 Minutes

What other roles are always assigned to the
PM In the projects you typically manage?
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Cynda

AWARD a PRIZE
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Strategies for being a
successful project manager

™

Know your role and do it well



Presenter
Presentation Notes
Cynda
TIME CHECK – 10 minutes or less into presentation 



Objective #2:
Identify strategies that
define your role during

project initiation to close

Averas
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Kristi
Identify strategies that define your roles during the project (beginning) to (end).


-

Initiation to Close

Review your role during the project kick off
Introduce yourself

As the WBS (schedule) and Task Lists are
created, evaluate anything that has the PM
assigned and assure it is appropriate

Be cautious when tasks are given to those
overcommitted or incompetent, monitor closely
and engage management early

Have an operational transition plan
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Kristi – slides 12-13 make one slide

These are things you can do to ensure you are clear about your role.

 Define your role at the beginning of the project
Remember- your role from project to project may vary which is why it’s important to define your role.
 Even if the project team knows you – reintroduce yourself and include your role as a reminder
 Evaluate and re-evaluate all task assigned to a PM to make sure they are appropriate
 Look for over committed resources
 Always have a transition plan -  this end your project. 




Discussion

Is It easler to just do it yourself sometimes?

When you complete tasks that are not assigned
to you what are the immediate and long term
effects?
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Kristi

Really think about this question?  Often times the answer is yes however, you are setting the pace.
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Strategies for being a
successful project manager

Know your role and do it well

Assure that your entire team and major
stakeholders clearly know what your
roleis



Presenter
Presentation Notes
Kristi
TIME CHECK – 20 minutes or less into presentation



Objective #3:
Identify recurring
scenarios that will alert
you that your role needs
to be clarified

Averas
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Our Top 10 list
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Cynda
I was having some difficulty finding literature that really supported this objective – so this is the portion of the presentation that we will use your knowledge, skills and abilities to work through the strategy for this objective.

http://www.google.com/imgres?imgurl=http://upload.wikimedia.org/wikipedia/commons/thumb/6/60/David_Letterman_at_Perelman_Institute_crop.jpg/220px-David_Letterman_at_Perelman_Institute_crop.jpg&imgrefurl=http://en.wikiquote.org/wiki/David_Letterman&h=162&w=122&sz=5&tbnid=K2LlYHSW9qlNPM&tbnh=0&tbnw=0&prev=/search%3Fq%3Ddavid%2Bletterman%26tbm%3Disch%26tbo%3Du&zoom=1&q=david+letterman&usg=__abIa-lS6-IcilO2EvzzA021uLRs=&docid=4q2AUPxtF5KIAM&sa=X&ei=iuclUOTlBomByAHh0YHICg&sqi=2&ved=0CIUBENUX
http://www.google.com/imgres?imgurl=http://upload.wikimedia.org/wikipedia/commons/thumb/6/60/David_Letterman_at_Perelman_Institute_crop.jpg/220px-David_Letterman_at_Perelman_Institute_crop.jpg&imgrefurl=http://en.wikiquote.org/wiki/David_Letterman&h=162&w=122&sz=5&tbnid=K2LlYHSW9qlNPM&tbnh=0&tbnw=0&prev=/search%3Fq%3Ddavid%2Bletterman%26tbm%3Disch%26tbo%3Du&zoom=1&q=david+letterman&usg=__abIa-lS6-IcilO2EvzzA021uLRs=&docid=4q2AUPxtF5KIAM&sa=X&ei=iuclUOTlBomByAHh0YHICg&sqi=2&ved=0CIUBENUX
http://www.google.com/imgres?imgurl=http://upload.wikimedia.org/wikipedia/commons/thumb/6/60/David_Letterman_at_Perelman_Institute_crop.jpg/220px-David_Letterman_at_Perelman_Institute_crop.jpg&imgrefurl=http://en.wikiquote.org/wiki/David_Letterman&h=162&w=122&sz=5&tbnid=K2LlYHSW9qlNPM&tbnh=0&tbnw=0&prev=/search%3Fq%3Ddavid%2Bletterman%26tbm%3Disch%26tbo%3Du&zoom=1&q=david+letterman&usg=__abIa-lS6-IcilO2EvzzA021uLRs=&docid=4q2AUPxtF5KIAM&sa=X&ei=iuclUOTlBomByAHh0YHICg&sqi=2&ved=0CIUBENUX
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Top 10 Reasons a PM may need

to clarify their role better:

10. The project has formally closed and moved to
operations you are still running all the utilization reports

9. If a deliverable is not completed on time the PM
automatically Is assigned to complete it

8. It's 6:00 PM on Friday your still at work....and the
Project Team has been gone since Noon

/. You get a forwarded email that is a mile long about
your project

6. You kick off a meeting and someone asks who you
are...

Avera i I


Presenter
Presentation Notes

You kick of a meeting and someone asks who you are…
Modified on your project timeline is someone other than you
Your assigned to a project in progress and you are  asked to give the status update in the first meeting you attend
You set up a meeting and the team asks you to bring food
2.	There was just a meeting about your project and you were not included

http://www.google.com/imgres?imgurl=http://upload.wikimedia.org/wikipedia/commons/thumb/6/60/David_Letterman_at_Perelman_Institute_crop.jpg/220px-David_Letterman_at_Perelman_Institute_crop.jpg&imgrefurl=http://en.wikiquote.org/wiki/David_Letterman&h=162&w=122&sz=5&tbnid=K2LlYHSW9qlNPM&tbnh=0&tbnw=0&prev=/search%3Fq%3Ddavid%2Bletterman%26tbm%3Disch%26tbo%3Du&zoom=1&q=david+letterman&usg=__abIa-lS6-IcilO2EvzzA021uLRs=&docid=4q2AUPxtF5KIAM&sa=X&ei=iuclUOTlBomByAHh0YHICg&sqi=2&ved=0CIUBENUX
http://www.google.com/imgres?imgurl=http://upload.wikimedia.org/wikipedia/commons/thumb/6/60/David_Letterman_at_Perelman_Institute_crop.jpg/220px-David_Letterman_at_Perelman_Institute_crop.jpg&imgrefurl=http://en.wikiquote.org/wiki/David_Letterman&h=162&w=122&sz=5&tbnid=K2LlYHSW9qlNPM&tbnh=0&tbnw=0&prev=/search%3Fq%3Ddavid%2Bletterman%26tbm%3Disch%26tbo%3Du&zoom=1&q=david+letterman&usg=__abIa-lS6-IcilO2EvzzA021uLRs=&docid=4q2AUPxtF5KIAM&sa=X&ei=iuclUOTlBomByAHh0YHICg&sqi=2&ved=0CIUBENUX

B
Top 10 Reasons a PM may need

to clarify their role better:

5. Modified by name shown on your project timeline is
someone other than you

4. Your assigned to a project in progress and you are
asked to give the status update in the first meeting you
attend

3. You set up a meeting and the team asks you to
bring food

2. There was just a meeting about your project and
you were not included

1.
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You kick of a meeting and someone asks who you are…
Modified on your project timeline is someone other than you
Your assigned to a project in progress and you are  asked to give the status update in the first meeting you attend
You set up a meeting and the team asks you to bring food
2.	There was just a meeting about your project and you were not included

http://www.google.com/imgres?imgurl=http://upload.wikimedia.org/wikipedia/commons/thumb/6/60/David_Letterman_at_Perelman_Institute_crop.jpg/220px-David_Letterman_at_Perelman_Institute_crop.jpg&imgrefurl=http://en.wikiquote.org/wiki/David_Letterman&h=162&w=122&sz=5&tbnid=K2LlYHSW9qlNPM&tbnh=0&tbnw=0&prev=/search%3Fq%3Ddavid%2Bletterman%26tbm%3Disch%26tbo%3Du&zoom=1&q=david+letterman&usg=__abIa-lS6-IcilO2EvzzA021uLRs=&docid=4q2AUPxtF5KIAM&sa=X&ei=iuclUOTlBomByAHh0YHICg&sqi=2&ved=0CIUBENUX
http://www.google.com/imgres?imgurl=http://upload.wikimedia.org/wikipedia/commons/thumb/6/60/David_Letterman_at_Perelman_Institute_crop.jpg/220px-David_Letterman_at_Perelman_Institute_crop.jpg&imgrefurl=http://en.wikiquote.org/wiki/David_Letterman&h=162&w=122&sz=5&tbnid=K2LlYHSW9qlNPM&tbnh=0&tbnw=0&prev=/search%3Fq%3Ddavid%2Bletterman%26tbm%3Disch%26tbo%3Du&zoom=1&q=david+letterman&usg=__abIa-lS6-IcilO2EvzzA021uLRs=&docid=4q2AUPxtF5KIAM&sa=X&ei=iuclUOTlBomByAHh0YHICg&sqi=2&ved=0CIUBENUX
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Strategies for being a \
successful project manager

Know your role and do it well

Assure that your entire team and major

stakeholders clearly know what your
roleis

Remind your team of your role
periodically



Presenter
Presentation Notes
Cynda
Attendees create Strategy for Objective #3 
TIME CHECK –  30 minutes or less into presentation 

Cynda Add - remind you team of your role periodically.



“Poor role definition — for all roles In the
project, but especially for the project
manager — places even gqualified personnel
Into situations where they are doomed to
failure by requiring them to do too much and
be an expert in everything.” Paul Dinsmore,
PMP

Averarr I
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Cynda
The first three objectives centered around the role of the PM

You can define your role well and still have role confusion if all roles in the project are not defined

Our next objective will address defining project team roles 


Objective #4.
Strategies for defining
team roles

Averas


Presenter
Presentation Notes
Kristi


Why formally define project
roles?

Clarifies expectations on the project

Assures that ownership/leadership roles are
understood

Hel

NS teams understand what others do

Assures that all non-assigned roles do not

get

assigned to the PM!

Avera i I
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Kristi – summarize this slide
When roles are not clearly defined, this will lead to conflict and confusion on tasks
In these scenarios some team members may land up shouldering a bigger share of the work and find themselves overstretched and stressed out. Conversely, some may take on too small a share as a result of poor understanding of the role and therefore feel underutilized or demotivated
This lack of awareness can also mean that not all goals are reached as there are parts of the teams responsibilities that aren't getting done. Steven Bray, University of Lethbridge and Lawrence Brawley, University of Waterloo conducted a study to examine role clarity as a moderator of the role efficacy / role performance relationship. 
Their findings were:�
'Individuals who reported higher role clarity also reported higher role effectiveness and performed better than those with lower role clarity'
The responsibility to ensure the understanding of roles and create an effective team structure rests squarely with the team leader. When the team performance is below par due to a poor understanding of roles, it points back to ineffective team leadership.






How Do We Define Project Roles

Assure that responsibilities are not duplicated

Align roles and responsibilities with project and
product deliverables

Review with team members — assure understanding
Assure senior management by in

Avera i I
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Kristi – Declutter and summarize
Senior Management – sign off on project plan that contains WBS and resources


Tools and Documentation of
Roles Responsibility Matrix
Example

Major Tasks Owner/Priority

1 Fre-\WWoaork A A R
4 Virtual Kick Off Distribution I I I I R
7 Begins Testing R C C
8 Identify Training Meeds R C C (R)esponsible
9  Training Material Development R C C I
10 Review Process Designs R A C (A)Ccountable
12 Provider/All User Training A R C C I
14 Operational Readiness A R A I I
15 T-Minus Schedule c C A, R (C)OntrlbUte
16 Go-Live Support Plan A A A R
17 Go/Meo Go Autharization A A A R I (I) nformed
15 Downtime I I A R I
19 Go-Live A A, A A, R
21 Post Live Support C A, A, R C

n s . = = w

T S5 E T g8

= o o o = =

EZ° 3> et

o2 =

(&
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Kristi – 
There are several other Tools – this is just one example
Some variations in definitions of RACI (Responsibility Matrix)


S
Tools and Documentation of Roles

(Work Breakdown Structure) WBS

Software Project

1.0 2.0 3.0 4.0 5.0
Charter Plan Execute Monitor & Control Close
— | | ] ]
1.2 2T -
- Cpllect | ] 2.1 3.1 | | Conduct Quality L | Collect Lessons
Requirements Create WBS Go live Reports Loarmed
1.1 l |
Interview 29 3.2 4.2 5.2 .
Stakeholders Get Resources COliJes(; ;fgtus — COI|IQe;|ct> Osriztus — Close Out Projec
I I |
23 3.3 4.3
P : off Manage Issues Collect Customer
ansign Sign Off

Avera i
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Kristi –  
Another tool – other examples - then 
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Tools and Documentation of Roles

Task List

Detailed Task List

Acknowledged

Best use of the Task List:

One person responsible
Start and End Date
Manage effectively

Mew - | Actions ~ | Settings View: 5Steering Committee ~

ID Task Owner SubGroup  Region  Assigned To Sub Group  StartDate End Date  Status

939 Reports for Brandon AMCK.  Steering Committee 1282011 3/18/2012 In 430 - Candy to reach out to Brandon -
Crder Entry to Migwenhaus Maria Progress  Cynda did send a request and ask that this
Verified, and Coughlin be added to Candy's and Jill's Menu's, Per
Order Entry to Brandon the Entered to Acknowledged

report is done and just need to be
approved, 4/23 per Brandon he is
finishing up - he needs to verify that a few
iterns are pulling the right times from the
audit, and then he will put the code in to
hide the ones under 30 minutes. We need

Avera i
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This is just one example-


Initiation to Close

High-level roles reviewed at Kick-off and throughout project
WBS identifies responsible parties

Time estimates

Operational Manager review and agree to assignments — Sign Off
Resource Change

Update WBS/Task List

Validate
Managing those who do not complete their tasks

OPPM

Escalation

Ask for reassignment of task
Hand off to Operations — Transition Plan

Operations has clear expectations as to the transition from project to
operations

Operations has the knowledge, skills, abilities and resources to

operationalize
Avera
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Kristi
We are going to review best practices throughout your project to assure that role definition is very clear and stays clear 
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Strategies for being a
successful project manager

Know your role and do it well

Assure that your entire team and major
stakeholders clearly know what your
roleis

Remind your team of your role
periodically

KNnow your entire teams and
Stakeholders role and assure they do it

well! /



Presenter
Presentation Notes
Cynda and Kristi– 40 minutes into presentation – Cynda move Strategy # 3 in….
TIME CHECK – 
All White Slides – just repeat the Objectives of the presentation – this is for all 4 Objectives


Summary/Ending Discussion

What one strategy that was discussed
today do you feel will be most

helpful/effective in your day to day work
as a PM, and why?
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Cynda and Kristi


LEAD

PON’'T
RISK
Project :
Manager “?‘ ’
;e AR A g

FOLLOW!


Presenter
Presentation Notes
A Project Manage has to lead and manage!  No followers need apply!


References

Project Management Book. (2013). Electronic references. Retrieved from

Duncan Haughey, PMP, The Role of the Project Manager (2013). Electronic
reference. Retrieved from

Project Management. Electronic reference. Retrieved from
Team Building. Electronic reference. Retrieved from

Glen B. Alleman, Herding Cats (2010). The Poverty of Project Management.
Electronic reference. Retrieved from

Project Manager Job Description. Electronic reference. Retrieved from

PMBOK

Avera i


http://www.hraconsulting-ltd.co.uk/project-management-book-0302.htm
http://www.projectsmart.co.uk/the-role-of-the-project-manager.html
http://www.projectsmart.co.uk/the-role-of-the-project-manager.html
http://www.fns.usda.gov/apd/Training/PM.ppt
http://www.teambuildingportal.com/articles/team-fail/poor-role-clarity
http://herdingcats.typepad.com/my_weblog/2010/11/the-poverty-of-project-management-role-definition.html
http://herdingcats.typepad.com/my_weblog/2010/11/the-poverty-of-project-management-role-definition.html
http://www.best-job-interview.com/project-manager-job-description.html

	Slide Number 1
	Learning Objectives
	Objective #1:�Define roles that always belong to the Project Manager��
	Role (and Credibility) of the PM
	Role (and Credibility) of the PM
	On Time, Budget and Within Scope 
	The PM is responsible for all Knowledge Areas*
	Project Manager Job Description
	Discussion – 5 Minutes
	Strategies for being a successful project manager
	Objective #2:�Identify strategies that define your role during project initiation to close��
	Initiation to Close
	Discussion
	Strategies for being a successful project manager
	Objective #3:�Identify recurring scenarios that will alert you that your role needs to be clarified��
	Our Top 10 list 
	Top 10 Reasons a PM may need to clarify their role better:
	Top 10 Reasons a PM may need to clarify their role better:
	Strategies for being a successful project manager
	Slide Number 20
	Objective #4:�Strategies for defining team roles�
	Why formally define  project roles?
	How Do We Define Project Roles
	Tools and Documentation of Roles Responsibility Matrix Example
	Tools and Documentation of Roles�(Work Breakdown Structure) WBS
	Tools and Documentation of Roles�Task List
	Initiation to Close
	Strategies for being a successful project manager
	Summary/Ending Discussion
	Slide Number 30
	References

