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So, you thought the project could
be completed by the end of the
After all hard
could it be to coordmate work

quarter? how

across jJust two other depart-
ments? But., four weeks nto it
the manager leading the project
wants to give up. other managers
are frustrated, everyone has dif-
ferent opuuons on what needs to
be done. and valuable resources
are being used: all with no appar-
ent progress. What went wrong?

Most health care orgamzations
are structured by functional are:
with varving degrees of matnx
responsibilitv.  This environment
of competing priorties and re-
sources makes managing projects
a challenging proposition.

Some common traps that doom a
project from the start include:

¢ Lmuted senior management
support

* Lack of clear objectives and
poorly defined deliverables

* Led by a manager with little
project management experience

* Participation on the project 1s
a “favor” rather than a clear job
responsibility

* Project management tools de-
signed by mifuttion rather than
proven success

To avoid these traps. a well man-

aged project should mclude
strong sponsorship, a charter and
scope, a dedicated project man-
ager. and good product manage-

ment tools.

A strong management sponsor
15 needed to supply project re-
sources and champion the project
among key management stake-
holders. This 15 who the project
manager can turn to 1if there are
problems

needing management

resolution.

A project charter document 1s
needed to authorize the project,
its objectives, and the project
manager. And, a scope document
15 critical to clearly state what 13
to be accomplished and includes

such information as: project
boundaries. assumptions, con-
stramnts, requurements, deliver-

ables, milestones, cost estumates,
and risks. These documents don’t
need to be dissertations, but they
do need enough specificity to pro-
vide a common understandmg
about the project among all stake-
holders.

A single dedicated project man-
ager accountable for project suc-
cess must be assigned. Being a
good functional line manager,
does not necessanily translate to
bemg a good project manager;
project management is by mflu-

ence and negotiation. rather than
dwect authority. And often fimes,
functional managers are too busy
with thewr daily responsibilities to
manage complex projects. In
these cases. organizations have a
number of options:

e Provide line managers project
management framing and tempo-
rarily reassign other responsibili-
ties

e Seek support from the organi-
zation’s project management of-
fice (PMO) that houses a pool of
project managers

e Hure an external resource with
project management experfise 1in
health care
Good product
tools to manage project activities
are essential. Too often, however,

management

project managers design thew
own tools based on mtuition and
don’t use ones already proven to
be successful. This can have a
sigmificant mmpact on project out-
comes. Good tools imclude not
onlv work plans and 1ssues logs.
but also those relatad fo commu-
nications, schedules, costs, rsks,

quality and performance.

Sometimes a project managed by
a functional manager with nerther
the traumung nor tools 15 successful

with good mfuwition, sheer will
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and an Excel spreadsheet.

However. when projects are large.
complex and critical to orgamza-
tional objectives, the use of a
proper project management struc-
ture and approach truly enhances
the opportumuty for success.
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