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Project Management Implementation Plan

“The mission identifies ‘what we want to become’ or the raison d’ etre” (Gray and Larson, 2006).  This paper will discuss how to implement a project portfolio management plan for Harrison Keyes Inc. (HK), a fictional company created for the purpose of learning the importance of strategic planning and realistic implementation practices.  Key weekly mind map concepts will be used as a guide to direct the content, while a comprehensive perspective should pervade.  Understanding the essence of change is essential to maintaining mental models that lead to sustainability.  Therefore, the paper will communicate the importance of developing a vision that connects to specific measurable objectives.  The format of this discussion will be based upon the problem-based solution (PBL) template suggested by the University of Phoenix.
Before expanding upon strategic planning and implementation concepts, a brief analysis of HK will help in problem identification.  A publisher of approximately 22,700 titles, the company plans to activate an e-book initiative by converting text to digital media.  Unfortunately, progress has been slowed due to insufficient planning of work allocated to Asia Digital Publishing (e-book formatting project), an author has challenged the e-book conversion, and the HK website is not ready with e-commerce capability. In order to deal with the situation, new staff has been added to help the firm transition. 
The Board of Directors hired Meg P. McGill (CEO) “to update Harrison Keyes’s strategy for the new millennium [that] hinges on e-book publishing” (UOP Portal, Harrison-Keyes Inc.).  Change is possible when knowing the problem.  This paper will start by identifying HK challenges, followed by the goals of the firm, using benchmark examples to inspire the change, presenting alternative solutions, identifying and assessing risk, formulating a decision, explaining solution implementation, and evaluating results.
Market analysis indicated that entering the digital media market is essential for HK.  In order to compete, the firm will have to evolve similar to other global publishers.  According to the course scenario, e-book sales were rising fast while returns on paper text diminishing.  Another concern is Will X. Harper (a famous writer) who has written an upsetting letter to the CEO.  Primary concerns expressed were the possibilities of piracy, and potential lack of appropriate financial compensation.  In addition, the company that was hired to format the e-book's (Asia Digital Publishing) has missed many deadlines.  Due to this fact, additional resources will have to be allocated to follow through with the project.  Both the production manager and vice president of business development are also having a difficult time communicating with the digital formatting company.
Not only are author and conversion dilemmas challenging the company, the CEO received an e-mail that the CIO was struggling with the website.  According to the message, no project plan had been created to develop a prototype.  Delays are holding back the e-commerce capability due to software being used, and hardware upgrades require additional resources.  Apparently an additional $275,000 is a rough estimate.  This is all a result of minimal project management acumen.
(Frame the Problem)

Defining the problem will help HK management develop a clear plan for solving the project portfolio predicament.  The firm is experiencing a lack of progress due to the absence of communication with stakeholders, insufficient preparation for the e-book conversion project, and a troubled IT department. Defining the root causes of problems will begin the recovery process; however, senior leaders will have to address the strategic planning issues.  Employees need to understand the reason for processes and be able to communicate the value of activities. The firm is reactive, and instead should be refocused towards a depth of understanding that proactively permeates the day-to-day experience.  This can be accomplished by honestly communicating with staff about the importance of connecting the vision for HK with long-term sustainability and measurable results.
Twenty [Numbers higher than 9 are expressed in numerals]  years ago, management might not have ever imagined a need for a Digital Media Project.  Strategic planning for such an endeavor will require analysis of the system itself.  The only way to change the direction of HK is to turn the firm inside-out and establish a long-term horizon built upon a mission statement that realistically prioritizes objectives.  Allowing the IT department to lose control of the e-commerce project is an indication that a functionalized mentality is separating the environment.  Closing the implementation gap will rely upon management's ability to build cohesion that the culture can thrive upon.  Until a cross functional framework is present, HK will continue to miss deadlines unannounced to the other departments. An organizational culture is interdependent; therefore, the firm should leverage this fact in a proactive way.
“It is the responsibility of senior management to set policies that show a distinct link between organizational strategy [,]objectives and products that implement those strategies” (Gray and Larson, 2006).  Integrating the various projects into one e-book project requires a distinct outline (strategic plan) of necessary tasks, who is responsible, evaluative criteria, and how each activity fits into a larger perspective of the firm's mission.  Everything that occurs should have a link to value creation.  In addition, employees at all levels must be encouraged to communicate through a community forum.  This is the way to ensure that pertinent issues are being addressed.
When the e-commerce project was assigned to the CIO, any technological uncertainty should have been announced immediately.  Any doubt of reaching the deadline was his responsibility, and could have saved the firm from additional frustrations.  Instead, the CIO let the problem exist and did not communicate the need for additional consultants.  He was essentially learning his way through the project, which was unsupported by any strategic planning.  If senior management had updated the department with evolved management practices, the problem might not occurred.
Working with Asia Digital Publishing has been a struggle for HK because of minimal accountability on all ends.  The project should never have commenced until clear responsibilities were assigned with multiple links to support any potential failure to meet deadlines.  Instead, the conversion project is behind schedule and management is unclear of how to complete successfully  the job.  This is another example of how the firm still functions in a traditional reactive system.  The next section will discuss what kind of goals to set in order to reengineer a more proactive HK.





Describe End State Goals

HK will achieve success with the e-book conversion project by creating a clear strategic plan, identifying areas to implement improvements, and establishing continuous assessment procedures.  Considering the scope of the course concepts, end state goals will center on what HK will become after implementing an optimal integrated plan. Market indicators showed the Board of Directors that the firm will need to develop the e-publishing project in order to survive the future. As mentioned, the current state of the project portfolio is in trouble from insufficient planning.  Therefore, this section will explain how to work with the current predicament while discussing project management principles to change the system.

Someday the firm will function as an aligned entity which values activities that maintain strategic consistency.  An e-publishing project manager should be appointed who can help the fragmented departments work together, while refreshing staff with improvement thinking.  “Strategic management is the process of assessing ‘what we are’ and deciding and implementing ‘what we intend to be’ and how we are going to get there” (Gray and Larson, 2006).  By analyzing the weaknesses of the various departments, the project manager will be able to formulate appropriate internal responses.  The new perspective will evaluate success based on additional criteria other than profitability.  Stakeholder response is a critical part of building the future of the firm, and should be included when considering the most effective ways to implement the e-book project.
Strategizing is completely different from implementing.  The new HK will include employees who value ongoing assessments of how well activities are linked to organizational goals.  Culture is very important in achieving this.  Without an integrated and proactive culture, the firm will continue to have difficulty identifying problem areas.  If trouble is not announced when it occurs, the publishing project will meet unnecessary challenges.  This is why a company intranet should be established to provide a platform for striving employees to communicate.  
Leaders have a responsibility to communicate the value of a project, and make efforts to allocate resources for new processes.  HK will benefit from a proactive approach to the project definition and break down.  This can include responsibility matrices, benchmarking for realistic estimates regarding time cost and response, publishing a project network diagram for all employees (including dependencies/project flow), open e-mail correspondence with appropriate context for project concerns, encouraging a departmental risk-management checklist, and relying upon transparent management meetings to prioritize activities with the identification of departmental needs.
A comprehensive view of the new HK is very simple.  Instead of the departmentalized organization that is struggling with the e-book project, the firm should become a continuously improving matrix structure. “The matrix structure is designed to optimally utilize resources by having individuals work on multiple projects as well as being capable of performing normal functional duties...  The matrix approach attempts to achieve greater integration by creating and legitimizing the authority of a project manager” (Gray and Larson, 2006).  The company will be able to succeed by empowering a Project manager to emphasize the importance of strategic activity maintenance, accountability, and honesty.





Identify the Alternatives

Three primary benchmarking examples are used here to help redirect the course for HK.  GE, Telstra Inc., and UPS have all dealt with project-management conflict.  Before these firms were able to achieve sustainable competitive advantage, leaders had to be relied upon for efficient and strategic allocation of resources.  Anticipation had to be felt from the top/down and bottom/up with consensus-based thinking contributing to the effectiveness of the organization.
When GE hired Jack Welch as CEO, management was a bureaucratic structure.  The post-Jack Welch GE is a more cross functional firm that believes in customer value focus.  In 1995, 6 Sigma (the renowned quality improvement methodology) was introduced to the firm.  Welch said, “Six Sigma has spread like wildfire across the company, and is transforming everything we do” (Byrne, pg 6).  Six Sigma has specific project guidelines that assisted the firm and greater efficiency/quality and more than 13% increase in earnings as of 1998.  HK can learn from Six Sigma project selecting and tracking.

“The best Six Sigma projects begin not inside the business, but outside it, focused on answering the question: How can we make the customer more competitive?  What is critical to the customer success” (Pyzdek, pg 187)?  Projects such as e-publishing will change HK forever.  Knowing how to help the firm leverage strengths during the transition will help solidify the progress made.  Senior leadership is responsible for prioritizing/focusing project goals, and should be active in ensuring that the results link to customer value.
Resources are becoming scarce at HK, and should be well monitored.  The CIO request for additional funding should rarely occur, however, should be approached with value based thinking.  By hiring e-commerce experts who are familiar with similar projects, HK will be able to learn without incurring loss of leadership strength.  The bottom line is that consumers should be able to access the website to download the e-books without incident. Whenever a problem occurs, reporting system should respond immediately.
The $24.7 billion telecommunications company, Telstra Inc., experienced similar troubles to HK.  Technology grows at such an exponential rate, that competitors were gaining competitive advantage.  By creating a strategic alliance with Symantec, the previously weak IT department eventually helped the company consolidate consumer services into one experience. The efforts from management and Symantec created extraordinary results.  Instead of wasting resources to fix the problem, Telstra used the strengths of a firm already strong in IT. Customers who choose Telstra Telecommunications are reportedly satisfied and value the advanced networking functions.
With the growth in global business, UPS has had to expand the firm's portfolio of services.  HK can learn from how UPS implemented a network based on a clear strategic plan, which is reflected in the UPS worldwide network.  Establishing bases in China and Japan was necessary due to increased demand in the region.  For example, the Shenzhen Airport in China was developed to increase efficiency for Asian shipping.  Fortunately, the government of China has been gracious in allowing the new business linkage.  When a new shipment hub opens with good results, other UPS hubs are expected to use similar tactics for strategy and efficiency.  This kind of thinking helps UPS continue as a global business competitor.
Evaluate Alternative Solutions
Assuming the market for e-books continues at the rate expected, HK will have the opportunity to restructure the company while increasing net worth.  Primary alternatives are outsourcing the e-commerce activities, implementing Six Sigma project maintenance principals /project breakdown structure, and developing a realistic communication plan. These options are strongly recommended for HK, however, resources are scarce and alternatives will have to be prioritized.  The e-commerce project is weighted first, the communication plan is second, and the Six Sigma project maintenance and process breakdown will be third. “A major responsibility of the priority team is to balance projects by type, risk, and resource demand.  This requires a total organization perspective” (Gray and Larson, 2006).
End state goals include a successfully launched e-commerce project, full author support for the project, a reliable/effective communication network, and a strategic/efficient project breakdown structure.  By leaning on experts in the e-commerce field, HK will be able to maintain focus on core activities.  The communication problem is obvious and should be corrected to pave the way for continuous improvement.  By introducing Six Sigma principles to employees, a new perception about process excellence will develop.  In addition, staff will find that customer value focus helps create a meaning to the day.
Project portfolio management is an important concept for HK.  Questions should be asked such as: Is the system functioning from optimized prioritization and dependencies?  Is the customer valued and reflected in relevant feedback?  Did assessments confirm or challenge our strategic plan?  Is the culture driving results, or are we becoming complacent into command and control perceptions?  Plan, do, check, act should become an often repeated group of words at HK.  When the firm realizes the importance of proactive mental models, change will be progressive and sustainable.
Risk Assessment and Mitigation

Each alternative has distinct characteristics that produce results and reactions.  This cause-and-effect relationship is a reality for firms that must be assessed and mitigated.  Approaches to HK should be proactive, optimistic (view problem as opportunities), strategic/efficient, common goal oriented, alignment structured, and culturally balance.  When problems are detected, employees should have access to a central forum where concerns can be expressed.  Most issues are known by employees very early in a disaster.  Therefore, the HK risk mitigation program should include weekly assessments of departmental concerns, while encouraging cross functional communication.  When implemented effectively, all departments will learn from each other.
 In a worst-case scenario, the experts may lose track of time and fail to meet the first new e-commerce deadline.  Management should prepare for this by allowing the IT team to monitor progress and learn from the e-commerce technology.  The team will have become technicians by the time the website is launched, which establishes stronger competencies within the organization.  Internal capabilities and financing will increase the value of the company and develop into autonomy.

Communication distortion has caused a terrible time delay for HK.  When developing the new strategic plan, management will have to make concerted efforts to establish transparent departmental relationships. “The plan should not only include the senior management team but also the middle management, supervisors, staff, customers, suppliers and other key stakeholders” (Corboy and O’ Corrbui, pg 2).  If communication links had been implemented, the conversion might have happened on schedule.  A cross-cultural representative must be appointed to help bridge the relational gaps.  In addition, the author should be included in decision-making process meetings from the beginning.  Establishing new links will give birth to a new environment.

All projects have risks associated with them, and should be approached with a contingency plan. “Risk-management attempts to recognize and manage potential and unforeseen trouble spots that may occur when the project is implemented” (Gray and Larson, 2006).  Preventing problems requires continuous risk identification, risk assessment, risk response development, and risk response control.  Project managers are essential to the success of mitigation, because activities will be monitored for missed deadlines in the process breakdown structure.  Focusing on root causes will solidify general areas of concern, while allowing for easier risk identification in the long-term.  An open mind can help tremendously when dealing with a network of projects.  By inviting employee input, many issues can be avoided.  Benchmarking is also a very effective way of preparing for risk events.





Optimal Solution

“As each perspective leverages a different strategic imperative, it sets different priorities, recommends different investments and shapes different cultures” (Ice, pg 172). HK will reach an optimal solution when a customer focused strategic intent establishes a conceptual base to draw from.  A good mental model would be a strategic theme singularity (point in space), from which the activities gain direction from. Many organizations defining a mission forget to manifest vision into process.  HK will evolve by accepting the need for e-commerce consultants, structuring a fresh/sustainable communication platform, and grafting Six Sigma/process breakdown thinking onto the existing system.
In order to correct the fragmented organizational situation, a matrix type management structure will help connect departments.  Cross functionality has transformed other firms, and HK should be no different.  In addition, the project manager will work to monitor the success of the integration while identifying functional issues.  The completion of the e-book project is the ultimate goal, which should become a motivating link between all employees.  Previous challenges such as technology gaps, communication distortion, and conversion should be eliminated.  If a department exhibits signs of conflict or does not produce quality results, routine assessments should be able to catch any snowballing problems.  Assessment should always include reminders of the overarching strategic intent.






Implementation Plan

When implementing the HK solution, employees will be activating priorities that were subject to optimal trade-off decisions. The alternatives chosen were to outsource the e-commerce project, develop a structured communication platform, and introduced/graft the Six Sigma and project breakdown thinking. Accordingly, the choices must be published and distributed to all employees, as a binding construct to continue improving the company.

All three primary alternatives will be approached with the same thinking, while each phase is broken down relative to the required activities.  Concepts such as integrated project planning will benefit HK.  Each project will receive the appropriate attention; however, must link to an overarching goal.  In project management literature, five project phases are useful: define project scope, establish project priorities, create the map of the project (WBS-work breakdown structure), integrate the WBS (define responsibilities), and assign identification to tasks (Gray and Larson, 2006).  In addition to encouraging each department to define project phases, Six Sigma pamphlets/e-mails will be distributed to encourage continuous improvement thinking.
In order to facilitate departmental project continuity, a mass e-mail will be sent that describes optimal grassroots flowcharting.  Department heads should use the Post it® notepaper to create initial meeting room project network flowcharts.  This is a very effective way to leverage employee strengths at all levels, while strategically/efficiently identifying activity dependencies, sequence, and timing.  Elements inside primary activities are called work packages, which should clearly be defined. “The project network provides other invaluable information and insights.  It provides the basis for scheduling labor and equipment.  It enhances communication that melds all managers and groups together in meeting the time, cost, and performance objectives of the project” (Gray and Larson, 2006).  After a grassroots flow chart is created, a computer-based diagram should be developed and distributed.  This will help the organization establish alignment regarding the project.  The timeline table for deliverables is attached to the end of this paper in table number six.




Gap Analysis

After departmental project networks are designed, HK will have to implement ways of measuring activity results.  Departments must be careful in reporting measurement scorecards to employees, because morale maintenance should always remain a priority throughout the organization.  Whether using memos or posted charts in the break room, staff must be continually motivated to feel a commitment orientation.  Customer response will eventually become the best means of success measurement.  The traditional “iron triangle” model of time, cost, and quality should include stakeholder satisfaction also. “The need to both understand and meet the expectations of a variety of disparate project participants places the concept of “stakeholders,” which is already embedded in broader management scholarship and thinking

(Mitchell et al., 1997), in the emergent PM [Project Management] domain” (Bryde, pg 777).


E-publishing will become the means for HK to compete in a new literary world.  Project management is an essential part of allowing the goal to manifest.  Using concepts and practices in this paper, the firm should be able to achieve sustainable strategic efficiency.  This vision will continue when core activities adhere to a unifying strategic intent.  Management has the responsibility to help connect the future to the present and update the culture with project management concepts. New organizational culture perceptions will be built from an ongoing project management focus. Core activity maintenance staff positions should become part of the HK structure, and strengths should be leveraged to establish a sustainable framework. Project management strategizing is essential for the Implementation plan to work and should be embraced by the entire company.
Table 1
Issues and Opportunities Identification
	Issues
	Opportunities
	Reference to Specific 

Course Concept 

	HK is suffering from an 
unclear strategic plan


	By focusing on a comprehensive mission statement, the firm will begin to set underlying priorities to drive activities.


	“Every project should contribute value to the organization’s strategic plan, which is designed to meet the future needs of its customers” (Gray and Larson, 2006).

	Conflict is occurring as a result of resource depletion and project delays.
	Management must learn to prepare for tough decisions, by identifying problem areas before they occur.
	“When priorities conflict and scarce resources must be allocated, managers need to know how to make the tough decision” (Ice, pg 1).

	Stakeholder communication is distorted from a lack of transparency.
	This is the time for HK to open communication channels with all stakeholders. Much is to gain from inviting input (internally and externally).
	“The plan should not only include your senior management team but also the middle management, supervisors, staff, customers, suppliers and other key stakeholders” (Corboy and O’ Corrbui, pg 2).

	Activity management is organizationally fragmented, which has allowed delays to affect the entire project.
	An oversight department directed by a project manager will hope to draw appropriate expertise from the various departments and create integration.
	“There is growing empirical evidence that projects success is directly linked to the amount of autonomy and authority project managers have over their projects” (Gray and Larson, 2006).

	Assessment of current HK results indicates a struggling culture.
	This is a terrific opportunity for the firm to develop new criteria for creating a culture that believes in a strategic plan.
	“We have observed organizations successfully manage projects within the traditional functional organization because the culture encouraged cross functional integration” (Gray and Larson, 2006).


Table 2

Stakeholder Perspectives and Ethical Dilemmas
	Stakeholder Perspectives and Ethical Dilemmas

	Stakeholder Groups with Competing Values

	The Interests, Rights, and 

Values of Each Group


	The Ethical Dilemma Based on the Competing Values


	Management vs. lower-level employees
	Management did not properly plan for the e-book project and lower-level employees are in trouble because of it.
	Senior leaders are responsible for the future of the culture, and the life of the company.

	HK versus Authors
	Authors who have titles in the HK library or concerned with piracy.
	All authors should be included when decisions are made.  This act will create a sense of cohesion that is easier in transition.

	Management vs. Asia Digital Publishing
	The conversion process is on hold for the lack of communication between the two parties.  This is a critical time for HK, which cannot afford any further delays.
	Asia Digital Publishing has a responsibility to complete the work contracted.  Management will also need to hire cultural consultants to deal with the situation.


Table 3

Risk Assessment and Mitigation

	Risk Assessment and Mitigation

	Alternative
	Risks and Probability
	Consequence and Severity
	Mitigation Techniques and Strategies

	Outsourcing

e-commerce
	· Loss of control

· Medium Probability


	Employee turnover
	· Encourage alliance between IT departments

· High



	Project Breakdown structure/

Six Sigma
	· Employee conflict

· Medium Probability


	Avoidance of duty
	· Positive communication

· Medium



	Communication Plan
	· New issues that causes conflict

· Medium Probability


	Further time delays
	· Publish pro-active articles, send positive e-mails

· Medium




Table 4

Pros and Cons of Alternative Solutions

	Alternative
	Pros
	Cons

	Outsourcing e-commerce
	· Deadline

· Advanced technology

· Expert knowledge


	· Employee turnover

· Loss of control

· Cost



	Six Sigma Project management and project breakdown
	· Cross functional

· Project clarity

· Quality focus


	· Traditional thinking

· Employee learning curve

· New issue identification



	Communication plan
	· Author acceptance

· Strategic alignment

· Transparency


	· Conflict from honesty

· Loss of concepts control

· Leader spotlight




Table 5

Optimal Solution Implementation Plan

	Action Item Deliverable
	Timeline
	Who is Responsible

	Published Strategic Plan
	 1 week
	CEO

	Assign project manager
	1 week
	Board/Management

	Distribute Six Sigma Lessons
	2 weeks
	Management

	Outline Project Deadline
	2 ½ weeks
	CIO

	Communication Platform
	2 weeks
	All employees

	Decide on experts for

 e-commerce
	3 weeks
	CEO, CFO

	Launch Website
	2 months
	Management


Table 6
Evaluation of Results

	End-State Goals
	Metrics
	Target

	Launch website
	Consumer response
	Virtually error free

	Gain author support
	Author e-mail campaign
	Full acceptance

	Effective activity

Dependence/prioritization
	Project results and

yield assessments
	Smooth operating 

environment

	Reliable data conversion network
	Contact with conversion experts, partial deliverables
	Timely schedule

	Organization communication platform
	Random monitoring,

Suggestions box
	Early issue identification, new concepts, innovation







References
Bryde, David James, (2003). Project Management Concepts, Methods and Application. 


Retrieved April 29, 2009 from


http://www.emeraldinsight.com/0144-3577.htm

Byrne, John A., (1998). How Jack Welch Runs GE: A Close Up Look at How America’s # 1 


Manager Runs GE. Retrieved April 29, 2009 from


http://www.businessweek.com/1998/23/b3581001.htm

Corboy, Martin, O’ Corrbui, Diarmuid (1999). The Seven Deadly Sins of Strategy. Management 


Accounting: Magazine for Chartered Management Accountants; Nov99, Vol. 77 issue 10, 


pg 29. Retrieved April 29, 2009 from the EBSCO database.

Gray, C.F., & Larson, E.W. (2006). Project Management: The Managerial Process. [Electronic 


version]  (3rd ed.). New York, New York: The McGraw-Hill Companies.  
Ice, James W., (2007). Strategic Intent: A Key to Business Strategy Development and Cultural 


Change. Volume 25, number 4. retrieved April 30, 2009 from UOP rEsource

Nucifora, Alf. (2004). Is It a Vision or a Mission? A Goal or an Objective? Business Journal 


Serving Fresno and the Central San Joaquin Valley; Issue 323285. Retrieved April 29, 


2009 from EBSCO database.

Telstra, Fast Facts. Retrieved April 22, 2009 from


http://www.telstra.com.au/abouttelstra/corp/figures.cfm

University of Phoenix (2009). Scenario One: Harrison-Keyes Publishing. rEsource 


MBA\590 website.

UPS Chooses Shenzhen for New Intra-Asia Air Hub. (2008, May 21). Retrieved on April 22, 

2009 from http://www.ipc.be/index.php?option=com_news&task=view&id=749&ITemid=28







