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Strategic Project and Risk Management


This workbook contains both reading material and copies of the templates  you can use to implement the concepts discussed in the course Strategic Project and Risk Management by Dr. Richard Scudder.  There are copies of several worksheets used in the course for you to use at you own organization
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Assignment 1: Project Maturity

The purpose of this work is to roughly assess the project maturity of your organization.  A full assessment of your organization’s project maturity would take several hours and multiple questions about the project processes in your organization.  You will want to gather information about the effectiveness of project processes in all the various projects conducted by your organization to support that assessment.  This initial assessment is designed to simply begin the conversation on how effective your project process are.
Maturity levels can be defined at the process level or the organizational level. The five levels of maturity are defined as follows:

Level 1—Initial Process: A fully ad-hoc project management capability, with no consistent or repeatable processes. Although there may be a recognition of project management processes, there are no standards or repeatable processes.
Level 2—Structured Process and Standards: Some project management processes are defined but not consistently applied. Management supports the implementation of project management, but there is no consistent understanding, involvement, or organizational mandate to comply for all projects. Some areas of the organization may be more consistent than others.
Level 3—Organizational Standards and Institutionalized Process: An organization with a refined and integrated project management process and set of processes that are consistently applied on each project. All project management processes are standard and repeatable for all projects. Management has institutionalized the processes and standards with formal documentation existing on all processes and standards.
Level 4—Managed Process: A mature project management process applied consistently on all projects, with project management recognized as a formal management discipline. Project management processes    standards, and supporting systems are integrated with other corporate processes and systems. Management uses efficiency and effectiveness metrics to make decisions regarding the projects and applies lessons learned to new projects.
Level 5—Optimizing Process: A fully mature project organization with processes consistently applied throughout the organization as part of the overall management process. Processes are in place and actively used to improve project management activities. Lessons learned are regularly examined through effective metrics and used to improve project management processes, standards, and documentation. Management and the organization are focused on continuous improvement.

Based on the discussion in class and a discussion with the team members at your table, rate your organization on the major project areas on the chart on the next page.  You will probably find that your organization is operating at different maturity levels for different processes and that different parts of the organization are operating at different level


	Process
	Maturity Level

	Creating Project Plans
	

	Managing Project Changes and Additions
	

	Managing Project Estimates and Time
	

	Managing Cost
	

	Managing Human Resources
	

	Managing Quality
	

	Communications
	

	Managing Risk
	

	Managing Procurement
	

	
	

	Average of the Maturity Levels above:
	







Assignment 2: Portfolio Maturity
Project Maturity Level
Questionnaire



	1. Processes for Managing Your Portfolio
	Level: 

	· Level 1
· Processes not specified
· Projects not matched with organizational strategy
· Level 2
· Basic processes in place
· Review board in place for portfolio
· Alignment with strategy sometimes considered
· Level 3
· Processes systematized throughout organization
· Review board reports to executive level
· Projects consistently match organizational strategy
· Level 4
· Project reviews used to improve projects
· Portfolio is balanced for business value
· Organizational changes reviewed for impact on project portfolio
· Level 5
· Continuous improvement
· Benchmarking
· Metrics collected and analyzed


	2. Processes for Assessing Project Opportunities
	Level:

	· Level 1
· Processes not specified
· Unknown list of opportunities
· Project business value unknown
· Level 2
· Basic processes in place
· Responsibilities for opportunity identification specified
· Projects aligned with short term needs
· Level 3
· Processes systematized throughout organization
· Cost, benefits, schedule and risk reviewed for each project prior to funding
· Level 4
· Project reviews used to improve projects
· Investment  opportunities shared throughout organization
· Level 5
· Continuous improvement
· Benchmarking
· Metrics collected and analyzed


	3. Processes for Selecting Projects
	Level: 

	· Level 1
· Processes not specified
· Project funding information incomplete
· Level 2
· Basic processes in place
· Responsibilities for business value identification specified
· Basic prioritization scheme in place
· Level 3
· Processes systematized throughout organization
· Portfolio criteria for prioritization standardized at division level
· Level 4
· Project prioritization validated by historical data
· Enterprise level review board selects projects using standard criteria
· Prioritization used at all levels of organization
· Level 5
· Continuous improvement
· Benchmarking
· Metrics collected and analyzed

	4. Processes for Collecting and Sharing Information 	
	Level:

	· Level 1
· Processes not specified
· No list of approved projects
· Portfolio standards unknown
· Level 2
· Basic processes in place
· Project data available at division level
· Project data communicated at division level
· Level 3
· Processes systematized throughout organization
· Tracking system in place for all projects
· Portfolio information reviewed at strategic level
· Level 4
· Audit system in place for portfolio
· Project information available on demand
· Asset inventory
· Level 5
· Continuous improvement
· Benchmarking
· Metrics collected and analyzed


	5. Processes for Evaluating the Project Portfolio
	Level:

	· Level 1
· Processes not specified
· Little evaluation takes place
· Level 2
· Basic processes in place
· Portfolio information shared with sponsor organization
· Cost and schedule compared to estimate
· Level 3
· Processes systematized throughout organization
· Portfolio actively analyzed and balanced
· Benefit and risk evaluation reviewed
· Level 4
· Common objectives and metrics reviewed
· Performance data collected and analyzed
· Performance data used in prioritization
· Level 5
· Continuous improvement
· Benchmarking
· Metrics collected and analyzed


	6. Processes for Assessing Project Opportunities
	Level:

	· Level 1
· Processes not specified
· Unknown list of opportunities
· Project business value unknown
· Level 2
· Basic processes in place
· Responsibilities for opportunity identification specified
· Projects aligned with short term needs
· Level 3
· Processes systematized throughout organization
· Cost, benefits, schedule and risk reviewed for each project prior to funding
· Level 4
· Project reviews used to improve projects
· Investment  opportunities shared throughout organization
· Level 5
· Continuous improvement
· Benchmarking
· Metrics collected and analyzed


	7. Processes for Portfolio Resource Management
	Level: 

	· Level 1
· Processes not specified
· Resources assigned as available
· Level 2
· Basic processes in place
· Resources identified for skill and experience
· Collaborative resource management process in place
· Level 3
· Processes systematized throughout organization
· Organization wide resource pool
· All resources considered
· Level 4
· Project reviews used to improve projects
· Enterprise wide resource reporting
· Level 5
· Continuous improvement
· Benchmarking
· Metrics collected and analyzed


	

	Summary of Project Portfolio Maturity (Copy levels from above questionnaire)

	

	PROCESS
	LEVEL OF MATURITY

	1. Managing your portfolio
	

	2. Assessing project opportunities
	

	3. Selecting projects
	

	4. Collecting and sharing information
	

	5. Evaluating your project portfolio
	

	6. Assessing project opportunities
	

	7. Resource management
	

	

	Average Maturity Level:
	






Assignment 3: Estimating Methodology
Sizing Estimation Worksheet
(1)Your calculation of time for each major phase can be given an average for the range by calculating the weighted average:      Optimistic + 4x Likely + Pessimistic / 6


	Phases to Achieve Goal:
	L
	O
	P
	Weighted
Average

	Initiate Project
	 
	 
	 
	 

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	Define
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	Research
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	Implement
	
	
	
	

	
	
	
	
	

	Calendar Waiting Times, Delays(No work being done)

	
	

	
	

	
	

	Project Overhead Tasks( Status Meetings, Reports, Vacations)

	
	

	
	

	
	

	Assumptions

	


Work on this form individually at first, and then discuss your task set.  When you have agreed on a set of tasks, transfer the tasks to Estimation Form (2) and re-estimate the tasks by yourself.
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ESTIMATION FORM (2)
	Project
	

	Phase #
	TASK NAME
	My
EST
L  O  P  W
	Other
Team Member Estimates

	Assumptions

	
	
	
	L  O  P  W
	L  O  P  W 
	L  O  P  W 
	L  O  P  W 
	

	
	Initiate Project
	 
	 
	 
	     
	     
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	


Individuals should fill in their estimate for each task individually.  Each person should then present their estimates to the group and then make appropriate changes in their estimate based on the discussion in the estimation columns.  There is room for up to 4 other estimates. When finished review your figures, then transfer your own best estimate to Estimation Form (3).  
[bookmark: OLE_LINK1]ESTIMATION FORM (3)
	PROJECT

	#
	TASK NAME
	ME
	PERSON 1
	PERSON 2
	PERSON 3
	PERSON 4
	Overall Team Re-estimate of 
Likely     Optimistic   Pessimistic
	Notes

	 
	 Initiate Project
	 
	
	
	
	
	
	
	4
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	
	
	
	
	
	
	
	
	
	
	

	 
	 Totals
	 
	 
	 
	 
	 
	 
	 
	 
	Total Weighted Average  Project Time:



Discuss the estimates you have arrived at during the previous two discussions. Indicate what each person has defined as his or her best estimate.  Then define the best set of estimates for optimistic, pessimistic and likely times for each task.  Finally, tally everything up into the total columns.
Assignment 4: Scope Management in your organization
Use the PMI Project Scope Management processes to help define the maturity level of your organization in managing the scope of projects.  The five project management processes are initiation, scope planning, scope definition, scope verification, and scope change control.
Use the questions regarding characteristics below to determine the project scope management maturity level of your organization, based upon projects with which you are familiar.  (This is not a complete set of the characteristics, but is adequate for our case study purposes.)  When you have completed your assessment, draw a box diagram below the table to indicate your organization’s range of maturity in each of the five scope process areas.
Level 1 indicates the lowest level of maturity, level 5 the highest.  Determine which level your organization is at by reviewing the questions under each level, then assessing which level is closest to your organization’s current approach.   Many organizations will be doing processes from several of the characteristic levels.  Use your best judgment as to which level comes closest to the way your organization runs its projects.
Initiation is a one of the stage gates in the project.  It indicates that the project may proceed or that the project may move from one phase to the next.
1) Level 1 characteristics
	Are your projects informally initiated?
	Does your client have an informal set of business requirements?
	Do you have a list of deliverables?

2) Level 2 characteristics
	Do you have an approved and written set of business requirements?
	Do you have a written set of deliverables?

3) Level 3 characteristics
Do you have a documented process to identify, document, and approve business requirements, which is required for all projects?
Do you include all stakeholders and the project team in the formation and approval of business requirements?
Are deliverables defined and documented in cooperation between the client and the project team?

4) Level 4 characteristics
Are business requirements defined in relation to other related business processes?
Are technical requirements defined in relation to other related technical processes?
	Is the deliverables document updated as business and technical processes change?
	Are best practices documented and made available to other projects?

	5) Level 5 characteristics
Do you use information on how business and technical processes have been defined to improve those processes?
Do you use the information on how the processes used in defining and maintaining the deliverables list can be used to improve those processes?
Do you use lessons learned and best practices to continuously improve the initiation process?

Scope Planning, the next step after Initiation, is the phase where a detailed scope statement is developed and agreed upon by the customer and the project manager.  The project plan is based upon this document.

1) Level 1 characteristics
Is there a task list of the work to be done?
Do you have any processes in place to help develop a schedule or work plan? 

2) Level 2 characteristics
Do you have a defined and documented process for creating the Work Breakdown Structure (WBS)?
Do you have a process to develop the project schedule from the WBS?
Do you use defined templates for scope planning?

3) Level 3 characteristics
Do you have a defined and documented scope management process which is required for all projects?
Is every project required to have a scope statement?

4) Level 4 characteristics
Is the scope statement created considering other business requirements?
Are best practices documented and made available to other projects?

	5) Level 5 characteristics
Do you review scope statements and use them in continuously improving the scope planning process?

Scope definition further defines the scope of the project by breaking the scope down and producing the WBS.

1) Level 1 characteristics
Do you define the project scope on an ad hoc project by project basis?
Do you have different content and format for each project scope statement?

2) Level 2 characteristics
Do you have defined content and format for scope definition statements?
Do some projects not use the scope definition standards?
Do you use the WBS for scope definition?

3) Level 3 characteristics
Do you have a documented and approved scope definition in place which is required for use by all projects?
Do you have an approved statement of work for use by projects?

4) Level 4 characteristics
Are scope statement reviewed against business requirements?
Are dependencies between projects considered as part of the review of scope statements?

	5) Level 5 characteristics
Is there a continuous improvement process in place for the scope definition process?
Do you use lessons learned and best practices to continuously improve the scope definition process?

Scope verification is the formal acceptance by the sponsor and the client that the work results were as agreed to in the scope statement, the WBS, and the project plan.

1) Level 1 characteristics
	Do you have any process to verify scope?
	Does the project manager choose whether to verify scope or not?
	
2) Level 2 characteristics
	Has a process for using the WBS in verifying scope been defined and documented?
	Is there a formal process for scope verification acceptance?
	
3) Level 3 characteristics
	Is a formal acceptance of the scope statement required for every project?
	
4) Level 4 characteristics
Does the scope statement approval process include consideration of other business requirements?

	5) Level 5 characteristics
Is there a formal process in place for the continuous improvement of the scope verification process?
Do you use lessons learned and best practices to continuously improve the scope verification process?

Scope change control is the formal process of receiving change and change requests, evaluating the impact on the scope, the WBS, and the project plan, and acting on the change.

1) Level 1 characteristics
Do you have any scope change control process?
Do you communicate changes in an ad hoc manner?
Do you document changes only at the choice of the project manager?
	
2) Level 2 characteristics
Do you have a documented change control process?
Do at least some projects use that documented process?
	
3) Level 3 characteristics
Do all projects use the documented scope change control process?
	
4) Level 4 characteristics
Are change control processes integrated with other relevant organizational processes?
Is scope reporting integrated into other project status reports?

	5) Level 5 characteristics
Is there a process for the continuous improvement of the scope change control process in place?
Do you use lessons learned and best practices to continuously improve the scope change control process?



	Scope Management Phase
	Your Organization’s Maturity Level (1 – 5)
	Criteria you used to arrive at the maturity level

	Initiation

	
	





	Scope Planning
	
	






	Scope Definition
	
	







	Scope Verification
	
	







	Scope Change Control
	
	







	Overall Scope Management 
Maturity Level:
	(Average the five numbers above )
	





Assignment 5
For your organization define the four key perspectives for the Balanced Scorecard, then specific metrics which should be used with that organization and how those metrics will be measured:

	Perspective:

	Metric
	Method of Measurement

	
	

	
	

	
	

	
	



	Perspective:

	Metric
	Method of Measurement

	
	

	
	

	
	

	
	





	Perspective:

	Metric
	Method of Measurement

	
	

	
	

	
	

	
	




	Perspective:

	Metric
	Method of Measurement

	
	

	
	

	
	

	
	





Assignment 6: Define a Risk Management Methodology for your organization.  Modify the following method to fit your organization.

 Here are the tables for determining scores:

	Probability of Occurrence
	Value
	Decimal

	Remote (Occurrence unlikely)
	1 in 1,000,000
	.000001

	Low
	1 in 20,000
	.00005

	Low to Medium
	1 in 4,000
	.00025

	Medium (Occasional failures)
	1 in 1,000
	.001

	Medium to High
	1 in 400
	.0025

	High (Repeated failures)
	1 in 40
	.025

	Very High (Highly Likely)
	1 in 2
	.500



	Probability of Detection
	Value

	Remote (Detection impossible)
	Less than 1%

	Very Low (Detection unlikely)
	1% to 10%

	Low
	10% to 30%

	Medium (Detection possible)
	30% to 50%

	Medium to High
	50% to 70%

	High (Good chance of detection)
	70% to 90%

	Very High (Detection predictable)
	90% to 100%





	Magnitude
	Value

	Minor (No measurable effect)
	1

	Low (slight effect only)
	2 or 3

	Moderate (Customer will experience some dissatisfaction)
	4 to 6

	High (High degree of dissatisfaction probable)
	7 to 8

	Very High (Failure of the project)
	9 to 10
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