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12th Vaasa PM Club Meeting on January 27, 2009

Vaasa PM Club arranged meeting on January 27, 09. Link to the presentation materials: http://www.uwasa.fi/levon/johtaminen/toiminta_johtaminen/pm_club/
13th Vaasa PMI Breakfast meeting on February 19, 2009
We discussed first how to develop PMI Breakfast meetings in Vaasa region, and about possibility to have participants to attend virtually, using Live-meeting for instance. It was decided that we may try it first in one of the meetings to see how it works out. Annual schedule of the meetings was discussed. It was decided to have arrangements (meeting room, coffee and topic) rotated between companies and Wärtsilä units, but Chapter and PM Club sending the invitations.

The following schedule was agreed:

January
Vaasa PM Club/Levon Instituutti

February
Wärtsilä Power Plants

March
Wärtsilä Ship Power

April
Vaasa PM Club/Levon Instituutti

May
ABB

June
Wärtsilä WIO

July
No Meeting

August
Wärtsilä Service

September
Vaasa PM Club/Levon Instituutti

October
Wärtsilä Power Plants

November
Open

December
ABB

Discussion continued on topic of Team collaboration and communication in virtual teams. Different aspects of team communication were discussed and opinions shared: Communication planning, Project team meeting schedule, use of different tools for communication, cultural and language differences, team set-up vs split of work packages etc.

A presentation of an IT company was reviewed; they have systematic routine approach to communication around three main aspects: a) 2 days face-to-face project Start-Up meeting for project planning and to align the project team, b) Issue Tracking c) Daily short conference call meeting where there are only three questions on agenda.

14th Vaasa PMI Breakfast meeting on March 26, 2009

The meeting was hosted by Wärtsilä Ship Power and the meeting topic was: "By common methodology to common PM tool". The specific focus areas were the tools developed for project planning and monitoring within "Ship Shape Program". 15 professionals from Vaasa area companies participated in the meeting.

Jonas Carlsson from Ship Power gave first a short introduction to Wärtsilä Ship Shape Program, which has been launched by Ship Power Management team a year ago. Kaj Småros then gave a presentation of the tools that have been developed for project planning and monitoring and are now tested in real projects. The main tool presented was WBS tool, how it is created; what kind of structure and what kind of reports you get out of it. The purpose of this tool is to provide transparency for the whole project management organization scattered around the world and to control & monitor better projects progress, schedules, where to focus resources etc.

It was discussed that same kind of tools are essential in all companies and a lot of money and time is invested to develop these. Functioning tools and project control organization comes very critical when Project Managers are running several projects simultaneously.
15th Vaasa PMI Breakfast meeting on April 14, 2009

The meeting was arranged together with Vaasa PM Club. Due to the last minute speaker cancellation the pre planned discussion topic was changed. 12 professionals joined together to discuss more on requirement management as part of project scope management. Katja Rajaniemi from ABB gave a presentation on "Information system tool support for project control - case requirements control".
In R&D projects, e.g. in new product development projects company's requirement management process and requirement management (RM) tools play very essential role. It starts with deep identification of customer's real needs and wants; how clear and correct are we able to define the scope in the beginning of the project? During the development process requirement information is collected from different sources and is transferred between different parties within the company. RM tool brings visibility when all requirements are clearly documented and it is also easier to follow-up and report different kind of requirement information later on.

It was discussed also requirement prioritisation process, requirement change management and linkages to costs, project manager's role to manage the RM process and focusing of development actions into correct ones vs. companies' competitiveness etc.
 
16th Vaasa PMI Breakfast meeting on May 12th, 2009
The meeting was hosted by ABB. Malin Mannervaara gave presentation of ABB´s Project Portal, which is a collaboration tool used for Customer Projects. 15 professionals from Vaasa area companies participated in the meeting.

The purpose of the collaboration tool is to share project related information within project team and other defined project stakeholders. The goal is to have same information available at the same time for all project stakeholders regardless of where they are located. The purpose is to get people to share their knowledge more actively, speed up communication flow and reduce work amount when information is more easily available and shared.

Currently the tool is used mainly as a document storage/library for supporting project communication, but also project related announcements, news and events are published there. It is also possible to share tasks and have virtual discussions related to project. The tool is relatively new still and faced challenges are how to get people to change their old way-of-working and become regular users to get the benefits from the tool. User guidelines and trainings are needed to support the correct use of the tool as a real, project collaboration/ cooperation/communication tool.

17th Vaasa PMI Breakfast meeting on June 12th, 2009
The meeting was arranged together with Wärtsilä Industrial Operations (WIO). The discussed topics were 1) “Lessons learned from a 2 years old PMO” and 2) "Project portfolio management in product development and operational development". There were 16 participants joining the session. 

Kim Strömbäck from WIO Project Management Office opened the discussion on project management offices role in the organizations by giving a presentation of WIO-PMO and their main role & tasks. Based on the research and practice in many companies PMO is seen as a bureaucracy provider, whose members speak “foreign” language that rest of the organisation does not understand. Also the value of PMO for the organization is not easy to prove without real metrics. It was discussed about methods which could help to change the imago of PMO. 

PMOs have to do internal marketing and define & communicate their role and responsibilities clearly. It was proposed that PMO should have a program charter with clear long term vision & goals, benefit expectations & realization plan, metrics etc. defined. It was also discussed that PMO needs to be closer to the customers, e.g. Project Managers to be able to support them more in daily project work, identify further development needs by listening the customers and their challenges, and really “walk the talk”. 

As second discussion topic, closely related to PMO, Suvi Kela presented a project in a starting phase to develop project portfolio management for product and operational development projects. It was mainly discussed on basics of project portfolio management; what does project portfolio management methodology consists of, why to establish it, how it could be started and where to focus in the beginning?

18th Vaasa PMI Breakfast meeting on August 20th, 2009
 The topic of the august meeting was “Customer satisfaction during the project execution and in the end of the project”. Our host was Wärtsilä Services and warm-up presentation was given by Tero Karjalainen. There were 20 professionals joining the meeting.

 Tero presented the CROL tool which is used for measuring customer satisfaction in Wärtsilä. It is an electronic questionnaire which will be sent to the customer in different phases of the project. The purpose is to follow-up systematically customer feedback and to take necessary actions in order to increase the satisfaction level.

 It was discussed if this kind of tool with electronic questionnaires is the correct way of tracking customer satisfaction? Also the fact that sometimes it is very difficult to get answers from the customers might tell us something of the issue. Do we ask right questions from the customer point of view? What is the value add for the customer for answering? Do we ask from the right persons and in the right time? There can be criticism given to this kind of questionnaires, but in the end what matters is how we really use this tool as a tool to serve the customer. The important questions are then how do we respond and react to the customer feedback? Do customers trust us to take care of the problems in case those are indicated through the questionnaires? Do we really listen and care of the customer needs?

 Based on the participant’s experiences the customer satisfaction has been on a very high level on those projects, when there have been enough regular and personal (face-to-face/phone) communication with the customer in order to follow-up the satisfaction level during the project execution.

19th Vaasa PMI Breakfast meeting on September 15th, 2009
Meeting was hosted by Vaasa PM Club. The topic of the meeting was “Managing Knowledge in project-based Organizations – A Cultural Perspective”. Presentation was given by Mian Ajmal who has made his doctoral thesis on this subject. It was discussed what kind of knowledge management activities and tools are in use in the companies today and how important role KM has today. Link to presentation:

http://www.uwasa.fi/levon/johtaminen/toiminta_johtaminen/pm_club/document_library/
20th Vaasa PMI Breakfast meeting on October 20th, 2009
Meeting was hosted by Wärtsilä. Topic of the meeting was Risk Identification Process Group and PMI article related to this: "Visual Ishikawa Risk Technique (VIRT)" by Rubin Jen.
Visual Ishikawa Risk Technique (VIRT) is a technique that is consistent with the Identify Risks process group of the PMBOK® Guide and uses a risk breakdown structure as its main principle artefact. 
Meeting participants were divided into 3 groups to discuss further of the article and share their own experiences related to risk identification & management process. Summary of the meeting discussions:
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21st Vaasa PMI Breakfast meeting on November 4th, 2009
The topic of the meeting was “Developing competencies within the PMP® -Certification - How do Project Managers learn? “. Johanna Vestermark presented her Master of Thesis study results. The results were based on 62 PMPs answers for electronic questionnaire and 9 PMP certified Project Managers deep interview.  

The most important project manager competencies based on this study were communication, ability to see the big picture, leading and inspiring people towards the same goal, planning, coordinating and delegating, project scope management, project integration management and project time management. 
Project Managers had collected most of the PDUs under following project management key knowledge areas: communication, integration and scope management. Project Managers selected the comptence areas to be developed based on availability, importance, interest/personal development plan and those that are needed in the daily work. Most of the PDUs project managers had collected through participation in professional pm courses.
Project Managers expressed that they learned best by doing; by applying thory to actual work, by discussing with others who know better, by making mistakes and learning through those. However, there were also Project Managers who learned by reading books and by attending courses & workshops. 
22nd Vaasa PMI Breakfast meeting on December 9th, 2009
ABB hosted our combined Breakfast roundtable and Christmas lunch meeting on 9th December. The topic of the meeting was Resource Management and speaker was Alex D´Anci from ABB Operations Development Group. Please find a meeting summary written by Katja Rajaniemi from ABB.
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Groups and schedule

Meeting pre-task:
» Pre-task was to read the article send along with meeting invitation  Adobe Acrobat

Document
Group task in the meeting:

o 3 groups will be formed

* Group discussion around the article: “Visual Ishikawa Risk Technique (VIRT)
— An Approach to Risk Management”

Schedule for the group task:
* 15 minutes to review the content of the article individually
* 40 minutes to discuss within your groups and answer the given questions

« 20 minutes to wrap-up together - summarizing the key issues and learning
that groups have discussed (each team present their main findings by using flip
charts)

€
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Group discussion and guestions

1. What are the main benefits of using VIRT Technique? Why to use it?

« Based on the article? Based on your own experiences (if you have been
using VIRT or very similar technique)?

2. Using VIRT technique -> briefly discuss through the steps 1-6
 What are the main challenges with various steps?

3. What other tools and techniques you have been using for identifying risks
In your projects?
« Compare your experiences and lessons learned

4. Based on your experience, please list what are the key success factors in
identifying project risks in general?

€
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1. What are the main benefits of using VIRT Technique? Why to use it?

« A straightforward risk management technique that manages to focus
attention on the critical areas

* Atool to focus on right/ key risks

* Making risks visual ( in graphic form) creates more awareness of
project risks among the project team

* Helps to monitor & control the right risks
 Regular updates of risks more probably

A good tool to get the team members committed for actively identifying
and the project risks - not only project managers task

« A tool to involve other important stakeholders for risk identification &
mgmt

C
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2. Using VIRT technique - briefly discuss through the steps 1-6

o o1
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What are the main challenges with various steps?

Starting with best case scenario: imagine the project first as success - what are the
main factors needed for project success (usually we tend to focus on worst case
scenario), challenge is to find the right “branches” which can lead entire project to
fail, in general experience of projects helps you to find the main risks

Challenge is to really find the most critical risks / how to identify and prioritize
risks, ability to ask right questions from right stakeholders in a right way &
“words ”, in order to identify the risks on wider scale

Challenge is to follow up risks and being aware that major risks change as the project
proceeds

Challenges: Finding the time to do this, being able to define risks in the detailed level,
ha?(/ing the competence to do the risk decomposing right and analyze effects to other
risks

Challenge: finding the key metrics and follow-up register

Challenge: to monitor & control risks continuously when project p roceeds and
identify new risks and remove “old risks”, time consuming and often forgotten to
follow-up risks in systematic way

C
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3. What other tools and techniques you have been using for identifying
risks in your projects?
« Compare your experiences and lessons learned

o Existing company risk register & templates

* Project monthly report: risks are part of that process

e Brainstorming

e SWOT analysis

« Expert judgment/ discussions with senior PMs or other experts
* Lessons learned reports from previous projects

C
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4. Based on your experience, please list what are the key success factors in identifying

project risks in general?

Team involvement

— Use as teambuilding tool in the beginning of the project to get involvement &

commitment

Identify the right, skilled and engaged persons/ stakeholders to be involved in risk
identification process

Focus on essentials
Monitor & control process through entire project

— Build a systematic way to do this, e.g. include in monthly or status meetings as

standard agenda item

Communication of risks and changes in the risks (impacts to others, ref. to
communication plan)

Make and take enough time for this!

Constructive and honest environment  needed for risk management! Avoid negative
attitudes!

“Turning biggest risks in to greatest opportunities”
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Dynamic Cooperation among Vaasa Project Managers

A tale of Moomin Valley sees Toffle driven from his home by the frightening noises of
the forest. He is too shy, at first, to approach other people he passes along the way.
But then he gains confidence by discovering a scared and lonely Miffle who needs
his help. Now he can be the hero.

Vaasa project managers are actively cooperating with the goal of sharing good
practices and learning together to manage projects even better. It is surprising how
similar problems we have, even though our markets and customers are different.
Even though we cannot solve those problems in one meeting, it helps to realize that
others have challenges as well. And if we can support others, maybe we can feel
stronger about our own capabilities to solve our own problems, as Toffle in the story
above.

The latest project management meeting focused on resource management challenges.

Changes, changes, changes...

The reality of the project managers and line managers is that forecasting the future
accurately is not possible. Professional project plans are only the starting point for
the successful project management. The next step is professional project execution
that is able to respond to the challenges in multi project environment. This requires

dynamic resource management practices.

We believe that success of the companies in “high cost countries” highly depends on
our capabilities to understand the customer needs, and quickly respond to those
needs with the needed competence. In practice, this means that we need to be able
to allocate resources to different tasks in dynamic way. This requires good abilities to





know the overall resource needs within the projects, and the ability to react in the
best possible way.

Dynamic resource management practices

Alex D’Anci from ABB’s Operations Development Group demonstrated to us the
need for dynamic resource management by organising a game. In the game, we first
obeyed traditional resource management practices by reserving resources, according
to the project plan. Because of the uncertainties involved, the OTD of the projects
simulated was approximately 40 %, i.e. only 2 projects out of 5 finished on time.
When we changed the resource allocation practices, by establishing common
resource pool, the OTD jumped into 80%. Based on the result, we discussed and
realized that we are struggling with similar problems in our real life as well. And we
realized that similar practices could be established to support dynamic resource

management in multi project environments.
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Resource management game demonstrating the dynamic resource management.





Bad multitasking

Even though we call for improved capabilities for dynamic resource management,
Alex warned us about the dangers of bad multitasking. Bad multitasking appears
when resources need to jump around between projects and tasks, leaving the
previous task incomplete. Therefore, dynamic resource management should not
mean that resources can be wildly allocated, e.g. to the loudest person requiring
resources, leaving others to wait. We need better prioritisation rules.

RVATION: MULTITASKING

[titasking occurs when a 1

[ce works on more than a l I l I .‘*7_’7 L_,,}
task at once \ — 1

'

hing between tasks before completion

= Multitasking is switc
- Multitasking causes tasks to take longer
= Switching back and forth also hurts quality

= Does this explain the need for weekly re-planning?

Alex explaining how multitasking is reducing our efficiency.

We are now aware of the challenges in requirement management, next step would

be to improve them in our companies.

Katja Rajaniemi






