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What Is It?

The Project Management Diagnostic is an assessment instrument designed to provide a disciplined means of determining the health and strength of project management practices.  

Who Should Use It / When?

The diagnostic should be used by any Project Manager, leader, executive sponsor, stakeholder, senior manager, or project team member that wants to interrogate, verify, or compare the status of their project(s).   This tool is especially effective during project team role transfers, stakeholder, and sponsor or management turnovers.

The diagnostic should be applied anytime you want an accurate picture of your project’s health and critical success factors.  If any of the following trigger phrases characterize your project, you should consider applying the diagnostic.

Trigger Phrases

I was just assigned to a project that is already underway.

We have a new sponsor, stakeholder, management team, budget, or strategy.

Our projects are always over budget or late.

Everyone at this account works overtime every week.

The project team members are working seven days a week.

I do not have schedules, budgets or resource forecasts for the current projects.

The users keep asking for more functionality. 

The project scope is creeping.

We never know a project is coming in late until it is too late to do anything.

Our team members complain that poor communication causes a lot of rework.

We've just not been able to make projects profitable.

The systems or enhancements delivered are never what the customer expected.

We need an effective way to communicate status and get closure on outstanding issues. 

We don't have documentation of previous projects.

The project never seems to be completed to the client’s satisfaction.

The client is unhappy; customer satisfaction levels are eroding.

The customer is always calling with changes.

The project just keeps getting bigger and bigger.

The project is out of control.

This project has turned into a death march.

The schedules are never followed because they are unrealistic.

We are not informed about changes that affect this project; therefore, it seems we are always doing lots of rework.

How should it be used?

Project or management teams or individuals can use the diagnostic. For individual users, it is frequently applied as an individual project audit or as an audit of part of a project.  Individual users should be aware of observational biases when conducting the diagnostic.  Peer groups, audit teams or other groups typically conduct the audit as part of a more rigorous program management effort for project portfolio performance analysis, as a benchmarking, budgeting and risk management tool, or as a congruence check between client and project team.  Group users should be familiar with the biases introduced by “group think”.  Regardless of the application, individuals and groups should, at a minimum, incorporate the results of this diagnostic into their respective project risk management and risk mitigation procedures.

What are the Benefits of Use?

Users may have different reasons for applying the diagnostic almost all of which fall under the broad umbrellas of Risk or Performance Management.  The most common reasons vary among user groups.   Typical reasons include the need for better 

· Financial and budgetary forecasts and controls.

· Schedule and expectation management.

· Identification of project areas requiring immediate attention, and those that are most likely to require additional focus. 

· Criteria for the uniform assessment of various types of projects and project management practices.

· Benchmark data for senior level portfolio analysis of various project types.

What will it Cost?

The price of executing a Project Management Diagnostic has many variables, including but not limited to the size, scope, geographic dispersion of the project, the product or service, and the organizational involvement and complexity.  For relatively simple projects, those executed in one geography, one company, across several departments, or lasting less than 6 months with a budget of less than $5MM, a diagnostic could be completed by 1-3 consultants over a period of 2 –5 days for an estimated cost of $5-12K.  A larger or more complex project may require more time and money.

Usage Notes

The Project Management Diagnostic investigates eight critical project management areas through a series of questions.  Answer each question in each section with YES, NO or N/A (not applicable).  Add the number of YES and N/A answers to obtain a total for each project management area.  When complete, move to the Scoring Section.  Beside each management area, mark the column corresponding to the area total.  The grid quickly reveals the priority areas for potential improvement to the project management practices on your project.  Start your remediation planning with the areas that have the lowest scores, that is, the intensive care category. 

Communications Management

The Communication Management Function aids project management by effectively determining what kind of messages to send, who should receive them and when to send them.  Responses to the following questions will indicate whether or not your project is generating, collecting, disseminating and storing the appropriate communications in a timely manner.  For additional information and guidance please contact Chris Stapleton at ChrisPStapleton@aol.com.


Yes
No
N/A

The infrastructure and systems are compatible with the participants’ work environment and will be available throughout the project’s duration. 




An Assumptions and Constraints log exists to document that the update process is being followed.




An Earned Value Analysis is completed on an appropriate schedule.




The project has a committed and accessible customer sponsor.




A strong team atmosphere exists between the project team and customer.




The communications infrastructure (e-mail, voicemail, portal, intranet, Internet, tp site) are in place and functioning adequately.




A Communications Audit was conducted to determine communications capabilities, requirements and preferences of participants.




A Communication Plan, derived from the Communication Audit and documenting the required project communications, how and when they will be delivered, and where they will be stored, exists and is being followed.




The Communications Plan is updated each time there is a material change in participants, vendors, or stakeholders or their management.




A Project Announcement was made to both the customer’s organizations, vendors and the solution providers to increase project awareness.




Project status review meetings are held regularly with leadership, the customer, and suppliers.




After each formal meeting, meeting minutes are prepared and distributed to all affected and interested parties.




Project status reporting and review procedures are established and followed.




An Issues/Decisions log and process for the project is established, is understood by the participants and is being followed.




Project documentation including meeting minutes, status reports and issue/decision logs are centrally archived and accessible to authorized viewers.




Variance Analysis for schedule, budget, resources and work effort is communicated on a regular basis.




Project successes are documented for inclusion in a Close-Down Announcement, Success Story and Case Study.




Total




Risk Management
The Risk Management Function aids the Project Manager in systematically identifying and assessing the risk factors.  Effective Project Managers take action to accept, transfer, or mitigate risk.  They create contingency plans to reduce related uncertainties and consequences.  Risk Management includes maximizing the results of positive events and minimizing the consequences of adverse events.  For additional information about effective risk management, please contact Chris Stapleton at ChrisPStapleton@aol.com.


Yes
No
N/A

The High Level Risk Assessment specifically identifies and quantifies risks.




A High-Level Risk Assessment is completed and reviewed by the project team an a periodic basis (as part of regularly scheduled status meetings).




The Project Manager considers the compound effect of multiple risks and their interactions and dependencies.




Major project characteristics such as size, effort, complexity, structure, technology, strategic impact, and cost are included in the High-Level Risk Assessment.




The high-level risks are categorized into low, medium, and high risks.




Project risks were evaluated for priority, probability, dependencies and impact.




A Risk Management (Response Development and Response Control) process is in place and understood by the project and management team.




The risk management process includes review of appropriate historical information including pre-engagement interviews, feasibility studies, and data for similar projects/products.




Expected monetary value and probability distributions for project risk have been calculated and are within the comfort zone of the client, Project Manager and sponsors.




Potential risks to the project are documented using a Risk Identification List Checklist.




The approach for handling each accepted risk is documented.




A risk action plan exists for each risk to be mitigated or transferred.




Client, Project Manager and Project Team assess risks for potential opportunities.




Appropriate reserves have been segregated or appropriate insurance has been contracted for the most significant and likely risks.




A contingency plan is in place that considers the possibility that the expected monetary value or other effects of one or more risks occurring will be far greater than expected.




Contingency plans for accepted risks exist.




Total




Scope Management

The Scope Management Function aids the Project Manager in identifying requirements and deliverables.  Scope Management involves ensuring that the project completes all the work, and only the work, required.  Its primary focus is on controlling what is, and what is not, included in the project.  For additional Information on Scope Management, please contact Chris Stapleton at ChrisPStapleton@aol.com.


Yes
No
N/A

A Project Summary exists that documents the scope of the projects and specifies the exclusions.




The Project Summary has been verified with all stakeholders involved in the project.




The customer participated throughout the development of the Project Summary and Scope Statement.




The Project Approach Alternatives and Recommendation exists and was reviewed with leadership and the customer.




A log of Constraints and Assumptions is maintained and distributed on a regular basis.




Project requirements are clearly documented and are reviewed with the project team and the customer on a regular basis.




A Work Breakdown Structure Dictionary (WBSD) exists which contains detailed descriptions of the project’s work.




Change control procedures are defined and documented for managing changes to the Project Plan.




All deliverables referenced in the Statement of Work (SOW) are reflected in the Project Plan.




The baseline Project Plan has the endorsement of all project participants.




Potential changes to the baseline Project Plan are reviewed according to the change control procedures.




Approved changes to the baseline Project Plan are communicated to the project team including the customer.




Total




Schedule Management

The Schedule Management Function aids the Project Manager in creating a project schedule that encompasses all deliverables and resources required within the project scope.  The Project Manager evaluates the viability of the schedule, ensures that work is accomplished, validates that resources are expended as planned, and updates the schedule as the project progresses.  For additional information and guidance, please contact Chris Stapleton at ChrisPStapleton@aol.com.


Yes
No
N/A

The project’s Work Breakdown Structure (WBS) includes all the work that is required to complete the project requirements.




The project Schedule is developed based on the project’s WBS and Resource Estimate Documentation.




All assumptions made while developing the project schedule are documented.




Schedule constraints driven by the customer, technology, supplier, or leadership are identified in the project’s schedule.




Dependencies, effort, and resources are assigned to all work elements in the project schedule.




A critical path analysis is completed for the project schedule to identify work elements on the critical path.




The time estimates and duration are tracked in the project schedule.




A resource-constrained and resource-leveled schedule is created and maintained.




The project schedule is optimized to conform to contract requirements.




Project Team kickoff meetings were held, and the Project Team understands its assignments, responsibilities, and authority.




Project status meetings are held and progress is measured against the Schedule to insure all tasks are completed.




Total




Quality Management

The Quality function aids the Project Manager in defining performance requirements and in creating a plan to achieve these requirements.  All project participants are involved to ensure that the plans and procedures are followed.  Performance counter to the project’s requirements, goals, and standards is analyzed, and progress is inspected at appropriate points to ensure compliance with the expectations of both the customer and the project team.  For additional information and guidance, please contact Chris Stapleton at ChrisPStapleton@aol.com.


Yes
No
N/A

An electronic or physical project workbook exists along with procedures for updating the workbook.




The project workbook is current, with updates occurring as the project progresses.




A Configuration Management Plan exists and is being followed.




A Quality Assurance Plan exists and is being followed.




The project team reviewed the Start-Up documentation to ensure that the project is effectively organized.




Standards and procedures for technical performance, business performance, quality, and metrics are established, documented, and are being followed.




A Project Plan walk-through was conducted prior to base lining the Project Plan thus ensuring that the Project Plan is complete and contains no inconsistencies or omissions.




The current status of the project schedule and project costs are monitored against the baseline Project Plan on a regular basis.




Project metrics data is collected and analyzed to identify project trends.




The client has specified, and the performing organization has documented the details of and acceptable Quality Policy, or expressly adopted the Quality Policy of the performing organization.




The project’s Quality Policy has been documented, distributed to, is understood by the entire project team, and is adhered to.




Operational definitions (metrics) and checklists are specified in the quality control process.




A detailed product description and / or deliverable definitions are documented. 




Quality Policy and Standards are applied across all areas of the project.




A deliverable or product acceptance process is documented and adhered to. 




Adequate time and resources are scheduled and budgeted for quality planning, assurance and control.




Quality reviews or audits are conducted as defined in the project’s Quality Assurance Plan.




Total




Financial and Contract Management

The Financial and Contract Management Functions aid the Project Manager in establishing the financial infrastructure to create and maintain accurate estimates, forecasts, budgets, and to track project resources, costs and work effort.  For additional information, please contact Chris Stapleton at ChrisPStapleton@aol.com.


Yes
No
N/A

The Project Manager identifies the legally binding requirements that involve the customer, the project team, and the suppliers.




The Project Manager monitors adherence to the requirements to ensure fairness and to reduce legal exposure.




The Project Manager establishes commitments with the subcontractor on the work to be performed, coordinates the subcontractor’s activities, and tracks and reviews the subcontractor’s performance and results.




Financial Standards and Procedures are established and followed.




The project team has training in the financial Standards and Procedures.




The project management environment adequately supports gathering data for financial reports.




Resource estimates and the resource plan provide a basis for the budget.




Actual costs are tracked and reconciled with the original estimated costs.




All estimating and costing assumptions are documented.




All cost categories such as travel, hardware, facilities, overhead, and training are included in the budget.




A complete Chart of Accounts is documented and maintained.




Responsibility centers are set up so that actual project expenditures can be tracked and compared to specific line items of the project budget.




Contractual issues that have to be closed prior to project sign-off are identified and documented.




A plan exists for completing all financial procedures to close the project.




The project manager (or financial control agent) understands and considers life cycle costing, ROI, IRR and NPV, discounted cash flow and payback analysis implications.




The project manager (or financial control agent) maintains an active, healthy and duplex relationship with the client’s financial controllers.




Project costs and financial performance are an integral component in the project team’s reward, compensation and recognition system.




A complete Work Breakdown Structure exists and is actively maintained.




The client has approved and signed off on the estimated project budget.




Uncontrollable and unexpected costs are anticipated and discussed with the client.




A consistent estimation process (bottom up, parametric or analogous) is employed throughout the project.




A change control procedure is in place and is being followed.




Total




Procurement Management

Under development—stay tuned.

Resource Management

The Resource Management Function aids the Project Manager in creating the strategy and determining the procedures for timely, cost-effective acquisition, use, and reallocation of resources to provide quality products and services to the customer.  For additional information and guidance, please contact Chris Stapleton at ChrisPStapleton@aol.com.


Yes
No
N/A

A Staffing Plan exists and is followed for staffing the project team.




Roles and responsibilities are defined and documented. Team members were selected to match these requirements.




The size (lines of code, function points, pages of documentation, and so on) of the product was estimated according to a documented process.




Resource needs for all types of resources (hardware, software, space, and so on) are documented.




All assumptions made during the estimating process are documented.




An Organizational Breakdown Structure exists to show lines of responsibility.




Estimates for customer resources are planned and documented.




Project skills and experience needs are defined and documented.




Training and developmental needs are identified, planned, and completed for all team members.




Compensation and reward structures are documented and communicated to the project team.




Customer project team members are recognized for outstanding commitment or performance.




Total




Scoring Section

Area Score Management Area
0
1
2
3
4
5
6
7
8
9
10 +
Remedy Priority

Communication













Risk













Scope













Schedule













Quality













Financial and Contract













Procurement













Resources













Project Condition:
Intensive Care
Critical
Fair
Good
Excel-lent
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