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The steering committee has identified the project as in trouble, a recovery manager has been assigned and there is a plan for developing the recovery plan. (pp 1-30)
The steering committee must, in writing, declare that "the project is Red." (p16)
Executives must approve funding to "bring in a qualified person to recover the project." (p16)
The steering committee must establish guidelines that "detail the bounds" of the recovery manager's work. (p16)
The steering committee selects and assigns a recovery manager. (pp 17-24)
The recovery mission statement "defines the recovery guidelines for the engagement, the reasons a recovery manager is required and the expected results." (p 24)
The SOW is similar to the project charter. It defines the "who" and the "what" for the recovery. (pp 24-28)
The recovery manager develops a plan for developing the project recovery plan. (p 29)
This could be a memo, an email or the minutes of a Steering Committee meeting.
RACI: The Steering Committee is both responsible and accountable.
If required, this could be a memo, an email or the minutes of a Steering Committee meeting.
RACI: The Steering Committee is both responsible and accountable.
The size and formality of this document will depend on the size of the project and whether the recovery manager is an internal or external resource.
This document should include timeframes, budgets and any other constraints on the recovery. A key constraint that should be addressed is whether the project can be cancelled or not.
RACI: The Steering Committee is both responsible and accountable.
This could be a memo, an email or the minutes of a Steering Committee meeting.
RACI: The Steering Committee is both responsible and accountable.
The mission statment for the recovery project is similar to the project charter for a project.
The success of the recovery project is critically impacted by the "guidelines for the engagement, the reasons a recovery manager is required and the expected results" contained in the mission statement.
RACI: The Steering Committee is both responsible and accountable.
In the chapter takeaway (p 30), Todd C. Williams says,
"the Statement of Work should include:
- The parties responsible for approving the recovery plan.
- The responsible party to oversee implementing the recovery plan.
- The engagement's extent - which phases are part of the assignment and any conditions (such as a review of audit findings before going into analysis).
- The deliverables from the engagement, frequency of reports, and their recipients.
- The recovery guidelines.
- The recovery manager's reporting structure (which should be someone on the steering committee)."
RACI: The Steering Committee is both responsible and accountable.
This document describes the next steps that the recovery manager is going to take to develop the recovery plan.
RACI: The Recovery Manager is responsible for the document, the Steering Committee is accountable.
The project audit describes the current state of the project in terms of people, scope, timeline, and technology. (p 31)
This document maps out the organizational roles & responsibilities of the extended team. (p 34)
This document details who will be interviewed during the project audit. (pp 35-43)
The subcontractor interviews should include the subcontractor management and as much of the subcontractor team as possible. (p 40)
The recovery manager should maintain documentation of the interviews conducted.
Inception documents for the project should be included in the project audit. These may be the request for proposal (RFP), project proposal, contracts, project charter or other inception documents. (p 50)
This document describes approved changes to the scope of the project. (pp 50-51)
This document matches the project specifications to the source documents, which detail the origin or alteration of the specification(s). (p 51)
This document describes differences between the approved scope and the current specifications. (p 50)
This document describes the triple constraints of the project. (pp 63-64)
This document describes the parameters used to build the original schedule, including the method and processes. (pp 64-68)
This documenatation describes how progress on the project is reported by the team to the recovery manager. (pp 68-71)
This document describes technology issues that impact the scope, budget or timeline. (pp 74-79)
The recovery manager must map out the organizational roles and responsibilities and then validate this with the rest of the team.
RACI: The recovery manager is responsible, the Steering Committee is consulted.
Todd C. Williams (p 36) suggests three questions for a 30 minute meeting:
- What are the issues for this project?
- What would you do to fix it?
- What do you expect of the recovery manager?
RACI: The recovery manager is responsible, the Steering Committee is consulted.
The recovery manager should review the subcontractor's SOW and contract before interviewing the subcontractor.
RACI: The recovery manager is responsible, the Steering Committee is consulted.
This could be notes, recordings, transcripts or email summarizing the individual's answers.
RACI: The recovery manager is responsible and accountable.
This includes the request for proposal (RFP), project proposal, contract, project charter or other inception documents.
RACI: The project team is responsible for providing these, the Steering Committee is consulted and the recovery manager is accountable.
The change request system can be in the form of a document or documents, a spreadsheet or reports from a change management and tracking system.
RACI: The project team is responsible for providing these, the Steering Committee is consulted and the recovery manager is accountable.
The requirements traceability matrix (RTM) is a valuable tool for correlating the high-level requirements with the detailed design and features. It helps to confirm that all high-level requirements are being addressed in the project.
If the project doesn't have an RTM, the recovery manager will have to work with the team to determine what the high-level requirements are; what the detailed design and features include; and how these correlate.
An RTM template is part of the Oregon.gov template set (Template) (Guide)
Todd C. Williams describes how he used an RTM to represent scope creep in an executive presentation (p 59) and that RTM can be viewed on the RPP website Scope Creep Presentation. Note 1 The RPP website will require registration and login to download these bonus materials.
RACI: The project team is responsible for providing these and the recovery manager is accountable.
The recovery manager reviews documents that detail the scope of the project to build this document.
The scope of the project is described by items in the contract, requirements documents that indicate how the requirements fulfill those contract items and by features included in each requirements specifications.
RACI: The recovery manager is both responsible and accountable for this document.
This document details the project's triple constraints - schedule, budget, and scope.
RACI: The project team is responsible for providing these, the Steering Committee is consulted and the recovery manager is accountable.
This document describes how the original schedule for the project was determined.
If the original schedule estimation process was not suited to the project, or was poorly executed, the original schedule will be unrealistic.
An estimation template and process document can be downloaded from the RPP website Estimation Tool Note 2
RACI: The project team is responsible for providing this information, the Steering Committee is consulted and the recovery manager is accountable.
As part of the recovery plan, the recovery manager will determine how progress reporting is to be done during the execution of the recovery plan.
Some points to consider:
- Most project teams are optimistic when reporting their progress, as opposed to realistic.
- Percentage complete is a poor measure of progress. Alternatives include Complete/Incomplete and Work Remaining.
- Complete/Incomplete - Break deliverables into action items and use Complete/Incomplete for each action item. Report on the number of completed items.
- Work Remaining - For each deliverable, determine the time spent to date and the team's estimate of the time remaining to complete the task.
- Watch for what Marc Löffler (blog.scrumphony.com) calls "Watermelon Reporting." Note 3 - a phenomenon where the project status is red but is getting greener and greener when climbing the management ladder.Note 4
- Determine whether the actual progress has been adjusted or misstated - by the project team, by the project manager or by levels above the project manager.
RACI: The recovery manager is responsible and accountable for developing the progress reporting process, the project team is accountable for following the process and the Steering Committee may be consulted.
"Technology has a strong impact on any project, even more so in high-tech projects." (p 78)
RACI: The recovery manager is responsible, the Steering Committee is consulted.
The proposed recovery plan includes the recommended project charter, communications plan, and recovery project plan (p 81)
The audit report was created in phase 2 and is an input to the proposed recovery plan. It describes "what went wrong and what needs to happen before continuing with the project." (p 83)
The proposed recovery plan includes steps to "implement or amend missing or ineffective processes" (p 86)
This template is used for every meeting to ensure consistency (p 87)
Meeting minutes are archived for future use (p 87)
The recovery project uses a formal change management process with change requests, a change log and Change Review Board (p 88)
Create a new risk register or refresh an existing risk register. (p 90). Adjust the risk register and risk contingency funding. (p 91)
Create a "2- to 3-week schedule to guide the team through the recovery process" (p 92)
"People are a project's most critical attribute. ... Dealing with people - who have lives beyond the project - make this part of the recovery difficult and potentially emotional." (p 93)
Todd C. Williams discusses "what to look for and how to plan for the right team, the effects of being denied the appropriate resources" (p93) and methods to deal with team deficiencies.
Determine which actions are required on the project team; these may include coaching, training, replacing and healing. (p 95)
"Communications problems plague every project. In red projects, it is worse ... " (p 100)
"A communication plan ensures an effective pattern and schedule of communication-related activities that are considered through the course of the project." Note 5
The proposed recovery plan should enforce the contract and the change management process. (p 99)
The proposed recovery plan will make the executive stakeholders (the steering committee, project sponsor, and executive management) accountable.
The changes to the project's schedule, budget and components will inevitably require compromise. The recovery manager will facilitate the negotiation between the stakerholders. (pp 100-103)
"Technology's contribution to a project's failure is difficult to assess." (p 109)
The technology plan addresses changes that need to be made to the technology aspect of the recovery project. (pp 109-117)
Based on the WBS and other project constraints, a schedule for the recovery can be built. (pp 122-123)
"... in many cases, the (project management) methodology is the problem" (p120)
Todd C. Williams compares three methodologies (classical, agile, and critical chain) that can be used for a recovery project.
Ch10, Ch11, Ch12, Ch13 (pp 119-181)
A Sample Audit Report Note 6 is available on the RPP website.
RACI: The recovery manager is responsible and accountable.
The proposed recovery plan includes steps to "implement or amend missing or ineffective processes." (p 86)
RACI: The recovery manager is responsible and accountable.
A Meeting Minutes Template Note 7 is available on the RPP website.
RACI: The recovery manager is responsible for developing, the project team is accountable for using it.
The meeting minutes repository is part of the document repository.
RACI: The recovery manager is accountable for developing, the project team is accountable for using it.
"Implementing a change management process, or following an existing one, is one of the project's thankless jobs." (p 88) "Next to communications, scope creep and poor definition are the primary common problem on projects." (p 90)
Changes to the recovery project should be managed through a system of change requests and change review, which allows for a complete understanding of the impact of the change to the project's schedule and cost.
RACI: The recovery manager is accountable for developing, the project team is accountable for using it.
Create a new risk register or refresh an existing one (p 90). The risk register facilitates communication of risk items during regular status meetings.
The risk management process includes updating the risk register by adding newly identified risks and removing risks that did not occur. The recovery project manager should determine the appropriate level of risk contingency funding for the project. (p 91)
"People are a project's most critical attribute. ... Dealing with people, who have lives beyond the project, make this part of the recovery difficult and potentially emotional" (p 93)
Todd C. Williams discusses "what to look for and how to plan for the right team, the effects of being denied the appropriate resources" (p93) and methods to deal with team deficiencies.
RACI: The recovery manager is accountable for developing, the project team is accountable for reporting newly identified risks and changes to risk items.
The short horizon schedule is a 2- to 3-week schedule that guides the team during the recovery process. (p92)
RACI: The recovery manager is accountable for developing.
"Create a matrix of the people and required project skills." (p 94)
Make assignments to the matrix .
RACI: The recovery manager is accountable for developing.
The recovery manager will need to coordinate with resource management for assignment changes.
RACI: The recovery manager is accountable for developing, the steering committee and human resources are consulted.
Some points to consider:
- Regularly schedule status meetings are essential to success. (p103)
- If present, curb the project's tendency to create watermelon reports.Note 3
- Marc Löffler suggests "Transparency, transparency, transparency& tools like burndown charts and backlogs, from agile, and dashboards or kanban boards" Note 4 will create trust for the progress reporting and facilitate accountability on the project team.
RACI: The recovery manager is responsible and accountable.
The work to be done by subcontractors will be included in the WBS and external deadlines will impact the recovery project schedule.
The recovery manager should understand the source of issues with a subcontractor and the tools available to the organization to ensure compliance.
RACI: The recovery manager is responsible and accountable.
"Recovery managers must make two types of changes to the project. The first is to bring the project back into contractual (baseline) bounds. ... The second is an adjustment in the project to accommodate lost time and additional expense." (p 102)
"The recovery manager should develop three plans - one to meet the recovery guidelines, one with fewer features, and one with more." (p 103)
RACI: The recovery manager is responsible and accountable.
Technology issues are usually specific to the project. In Chapter 9, Todd C. Williams discusses common issues and resolutions to technology that need to be addressed by the recovery manager.
RACI: The recovery manager is accountable for developing the technology plan. The recovery manager may use the technical reources of the team or may choose to use external resources in developing the technical plan.
Create a schedule that fits by changing scope and resources or by changing the schedule to fit the scope and resources available.
RACI: The recovery manager is accountable for developing.
The recovery manager should determine if the most appropriate project methodology is being used on the project and reccomend a methodology and practices for the recovery project.
Chapter 10 describes the impact of project management methodology on the recovery project.
Chapter 11 describes agile project management methodology. On page 137, Todd C. Williams describes the use of Feature cards and a Sample Feature Card Note 8 can be found on the RPP website.
Chapter 12 describes the critical chain methodoloogy.
Chapter 13 ties these chapters together, comparing the methodologies and indicating what type of project is best suited to each methodology.
RACI: The recovery manager is accountable for conducting the assessment.
The approved recovery plan includes the scope of work, tentative timeline, potential resource list, initial risk register and assumptions made about the recovery project.
"The recovery project manager should prepare three options for the recovery:
- An optimal plan matching the recovery guidelines.
- A plan well within the guidelines (i.e., lower cost, shorter timeline, etc.).
- A plan in excess of the guidelines (i.e., more features, longer time, etc.)" (p 191)
This document details the assignment changes, responsibility changes, and actions required. (p 192)
This document details the changes that were made to the project scope during the negotiation process. (p 193)
This document details the changes that were made to the schedule during the negotiation process. (p 195)
This document details the changes that were made to the budget during the negotiation process. (p 195)
This consists of the preparations made for the negotiation: the background information (p 196), the meeting setup and format (p 197) and the meeting agenda. (p 200)
Todd C. Williams suggests that, in the negotiation meeting, the recovery manager start by presenting the plan that meets the guidelines. Based on the sentiment of the meeting, the recovery manager can drop to the lower option or present the larger option for consideration.
RACI: The recovery manager is responsible for presenting the options. The steering committee is accountable for selecting the option for the recovery.
"Concisely describe the changes, past and future, including the reasons (for team changes) without assigning blame." (p 192) (Bold added for emphasis.)
RACI: The recovery manager is responsible and accountable for this document.
Build a table showing what is in and out of scope for the recovery project.
RACI: The recovery manager is responsible and accountable.
The recovery project timeline can be shown in various ways. Project managers often favor the Gantt chart which is the product of project scheduling software. Executives may not favor the Gantt chart and may prefer to see the timeline presented in phases, iterations or overlaid on a weekly or monthly calendar.
RACI: The recovery manager is responsible and accountable for the schedule/ timeline.
"Present the project's cost, but refrain from presenting the details." (p 195)
RACI: The recovery manager is responsible and accountable.
The RPP website has an Executive Presentation Template Note 9 that the recovery manager can use to prepare for the negotiation meeting.
RACI: The recovery manager is responsible and accountable.
The recovery manager will use the approved recovery plan to execute the recovery. Monitoring and control of the project will be guided by the scope of work, tentative timeline, resource list, risk register and budget.
The corrective actions plan identifies actions that need to be taken before you restart/relaunch the project - team changes, team/stakeholder training. (p 215)
Using the recovery plan as a guideline Note 15 , the team performs the work identified in the WBS to complete deliverables.
This document should describe lessons learned from the project audit and root causes of project problems.
This document should be updated during the project execution if and when old problems resurface. These problems may reoccur because the root cause was not determined during the project investigation. (pp 216-218)
Successful project outcome will be dependent on the recovery manager's control of the scope of the project in terms of both the project features and the schedule. (pp 218-219)
The corrective actions need to be taken before you restart the project. These corrective actions serve to "reset the baseline" or "reboot" the project. Although some tasks associated with the project outcome have been completed, there is a new WBS, new timelines, possibly new team members. Treat the recovery project like a new project.
RACI: The recovery manager is responsible and accountable for the corrective actions.
The recovery manager acts as a project manager using the recovery plan with the goal of being OTOBOS. Note 10
RACI: The recovery manager is both responsible and accountable for executing the recovery plan.
The recovery manager should create and maintain a document detailing lessons learned & root causes of project problems found during the project audit. During this phase, old problems may reoccur because the root cause was not found earlier. (pp 216-218)
RACI: The recovery manager is responsible and accountable.
The recovery manager will need to be hyper-vigilant about scope creep and scope control during the project recovery. (pp 218-219)
RACI: The recovery manager is responsible and accountable.