Objective of the solution and how it will serve to mitigate the problem: 

Be able to consistently and systematically provide design documents before implementation. 

So far, we have identified several possibilities to address this behavior. 

Our solution will be "templatized" by implementing one of the following templates:

*       Template for Design Specifications 

*       Template for a peer review 

*       Template for Enterprise Architecture Review 

*       Template for task request response approval 

Step by step procedure: 

1.      We have selected to implement Template for a peer review by more experienced peer. The benefits of instituting peer review are two-fold: helping the designer to improve his design exposure to a broader audience and getting quality feedback; and provides peer with and evaluative perspective into the designer's insight.

2.      We propose and simple implementation: a Project Manager will extend his current planning templates to include task peer along with task owner (designer). This could be done by creating new enterprise code in project management software or creating new column is a simple spreadsheet

3.      During the design or brainstorming session, the Project Manager will assign a peer to a task owner, or a designer

4.      The Project Manager should create a mini-milestone for reviewer repot: 

*       A) by planning milestone review task for peer reviewer for each design activities 

*       B) by setting up a request report and accepting status report from peer 

5.      The review is done through design walk through, and it has form of the design check list:

*       Design Walk Through                         Status                         Comments      

*       Have all the Business Requirements and Functional Requirements been addressed?                 

 *       Does the design satisfy the request?                   

 *       Are the Architectural Strategies sound?                        

 *       Is an Architectural Design Review required?                    

 *       Has it been performed or scheduled?                  

 *       Is the design approach clearly stated and logical?                     

 *       Has the development method been defined and explained?                 

 *       Have all interfaces been addressed?                    

 *       Have all components requiring change or creation been identified and explained?                        

 *       Are the assumptions outlined logical?                  

 *       Have all constraints been identified?                  

 *       Is the design strategy feasible?                       

 *       Have all the risks and contingencies at current time been identified?                  

 *       Have all terms been defined?                   

 *       Has the Project Plan and Project Schedule been updated to reflect the current status?                  

 *       Is the estimate still accurate?                        

 *       Should the project be re-estimated with an improved level of certainty           

6.      The result has just two outcomes: 1) pass 2) no pass which - which requires repeating the procedure 

 
Project Scope and Resource Survey:
 
Introduction statement: <<Statement of problem as a full sentence>> <<EXAMPLE:  As we all know, our current website doesn’t accurately reflect our company>>. <<Proposed Project Solution>><<To that end, we will be re-designing the corporate website over the next 6 months.>> <<Initial steps and request for resource information>><<To begin this process, we first need to determine what additions we need to make, what currently works with the existing design, and what things we shouldn’t have on the website. This survey is going out companywide to garner ideas and resources for this effort. Please review it with your teams and return it no later than January 20th. If you have any questions at all, please don’t hesitate to contact me at XXXXX.>>
 
Project Charter:  <<Author>><<From our Company President>>
 
From: Liane Noh, President, Acme Corporation
To: All Functional Managers
Re: Web Site Disgrace
Date: Tomorrow
 
<<Description of the nature of the need, the resolution to that need>><<The shame that is the Acme Corporate web site is about to come to an end. I have selected one of Acme’s most technically adept staffers to take the lead on an effort to improve and enhance the Web site. The new PM for this effort will be in touch with you in the coming months, getting your input and feedback on the site and giving us a chance to practice what we preach...process improvement.>> 
<<Role of the PM and degree of resource allocation>><<The PM will be committed to a virtual non-stop effort to create a sea change in our Web Image and to render us highly visible and attractive and informative for our clients and our potential clients. We look forward to your input, your commitment of resources and a successful turnaround on this issue over the next six months. I will be sending out specific resource allocation requests in the days ahead>>
 
<<Project Resource Questions>><<Website Re-design:>>
<< Questions required to determine resources required>>

<<Project Questions>>
· What additional functionality/features should we have? 

· What current functionality/features should we remove?

·  What functionality/features should we not consider for the website, and why? (Doesn’t reflect our culture, compares poorly to a competitor, positions us in the wrong market, etc)
<<Resource Questions>>
Liane Noh is asking for resources from all departments to participate in this effort. 
· Whom from your team has been assigned to assist with this effort? 
·  What are their skill sets and availability throughout the next 6 months?
  Please add any comments on this project that you might have. We appreciate any and all feedback. 
 
Details:
Who completed this survey?
Department:
Date:
 
Thank you very much!
 
Objective: 
Constant changes in project priority by Execs with little concern (or understanding) of the ramifications. Competition for resources is high in my small company and constant shifts interrupt the focus of my staff.

 

Protocol: 

1) Bring in a consultant to do a 1-2 day class for boss and his direct reports teaching the benefits of project management (light version) with special section on priority setting and focusing of staff.  Allow the boss to consider it his idea to do the class.

 

2) Keep boss / execs informed (weekly report) of projects and priorities.  They may be less inclined to make changes if they understand the ramifications to other projects.

 

3) Link Executive champions to each project.  If priorities change, let the Execs discuss the ramifications.  Changes will likely slow if toes will be stepped on in the process.

 

4) Set up a Plan of Record Process where each project is tracked and budgeted for at the Beginning of each year and get the executives involved in developing this project schedule and agreeing on the urgency of the various projects.

 

5) Each quarter have all the executives meet (face to face) to either review status or look at new projects that have come to bear which may carry urgent deliverables, if changes are made they must be made as a whole and the Plan of record updated.

 

6) After one year, review successes and failures of protocol components to determine if there is a need for further refinement.  

