
Fact Sheet – Managing successful projects 2 
 

 
Professional Engineering Services 

Rail  |  Aviation  |  Asset Management 
©2019 EngPro Solutions Ltd.  

 

Introduction 
 
Okay we have set the project up well and got the stakeholders engaged, we have a good plan and so 
we go-live with the change project.  One thought to keep in your mind is that up to the go-live point a 
fair degree of energy and effort will have been expended; but when you go-live is when the real work 
starts.  Make sure your team are aware of this, you a working to the successful completion, not the 
start. 
 
In any project, whether big or small there are 7 vital signs to look out for. 
 

 Stakeholders have high commitment 
 Business benefits are realised 
 Work and schedule are predictable 
 Project team is high-performing 
 Scope is realistic and managed 
 Risks are mitigated 
 (Project) team member benefits are realised 

 

Stakeholders 
 
We discuss the importance and management of stakeholders in a separate fact sheet; stakeholders 
being engaged is the number one priority in any change initiative.  If they are not engaged, or don’t 
know about the project, or feel isolated; there is a good chance you are heading towards challenges. 
 
 
 
 
 
 
 
 
 
 
 
 
 
Actions to take, ensure:  

 Stakeholder management plan is fully implemented and maintained 
 The right sponsor is appropriately engaged 
 Regular Steering Committee meetings are being held, decisions and actions are being taken in 

a timely fashion and are effective 
 All appropriate stakeholder groups are effectively represented and have active roles where 

possible 

Executive incentives tied to project results 
Investments are made in change management and training 

Stakeholder management plan in place and fully implemented 
Active stakeholder engagement, they are asking you 

 

No executive sponsor visible.  Lip service being paid 
Meeting attendance and interest is wavering or decreasing 

People resisting or even sabotaging efforts 
More energy put into resisting than supporting ideas 

No “experts” available 
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Business benefits are realised 
 
If you have done your set up well, you will have 
ensured that the change strategy aligns to the 
business benefits, and so this becomes a little more 
about communications of successes and early wins 
rather than actually realising the benefits 
themselves.  That said in the early phases of go-live 
it is always worth tracking these benefits. 
 
Clearly, this link strongly with stakeholder buy in, 
which is the element I am always on like a hawk in 
projects. 
 
 
 
 
 
 
 
 
 
 
 
 
 
Actions to take, ensure:  

 The business case is clearly and convincingly articulated 
 The solution will appropriately support the desired outcomes and costs 
 The quality of work products is appropriate 
 Benefits tracking is ongoing and meaningful 

 
 

Work and schedule are predictable 
 
This is quite a hard thing to measure in many respects as the work of  change project will likely alter as 
the project evolves.  Sometimes assumptions made were never realised, risks envisaged might have 
been mitigated better than expected.  One key thing in project management is to expect the 
unexpected and be ready for it.  Those statements tend to push against the predictability of the work 
schedule. 
 
However in the short to medium term there should be stability in the work packages, start and finish 
times should be clear and understood, we should be getting the resources that were committed; and 
most importantly this is where our plan comes into its own – are we on track in each element? 
 

Hear words like… 
“Why are we doing this?” 
“This is costing too much” 

Focus is on executing the plan, not achieving benefits. 

A compelling reason exists to implement 
Focus on best net downstream benefits, not just cost 

The expected benefits are measured and shared 
Early wins are emerging, and people are ‘seeing’ these 



Fact Sheet – Managing successful projects 2 
 

 
Professional Engineering Services 

Rail  |  Aviation  |  Asset Management 
©2019 EngPro Solutions Ltd.  

This element accounts for a lot of challenges in change management, keeping a sharp focus through 
the steering groups and project boards are important. 
 
 
 
 
 
 
 
 
 
 
 
 
Actions to take, ensure:  

 Project plan is accepted and used, and there is confidence in progress report accuracy and 
estimates to complete 

 Milestones and deliverable acceptance criteria are accepted 
 Approach and methodology is appropriate and followed 
 Appropriate resources are scheduled 

 
The plan we spoke about in the set-up, what is vital in this element is that your plan is capable of simple 
clear and logical explanation – ideally without any words.  View the plan as your tool to engage 
executive help rather than a reporting medium. 
 

 
 

Can’t describe what finished means 
Uncontrolled - poor plans, controls, tracking mechanisms 

Slippage comes as a surprise 

Everyone asked gives the same definition of deliverables 
Good evidence and sense of control – governance, challenge etc 
Slippage happens only when predicted, and is readily dealt with 
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Project team is high performing 
 
Hopefully before you lead your first change project you have a good few years of leadership skills under 
your belt. Always worth a little trip back to the text books for some refresher of core skills, but you will 
know a performing team when you see one; well, you will sure know an under-performing team! 
 
As a leader one thing to consider is that change project often push people outside of their comfort 
zones, into skills development and areas where they feel less comfortable, or even at risk.  Be alert to 
your team, stay tuned into them and watch for signs of challenge.  Don’t assume that because a person 
was great at the day job that they will adapt to change projects; they might not. 
 
If you consider the Belbin types then you will be looking for different skills to that of day-to-day work, 
be aware and sensitive to this, as you will never get your ideal team. 
 
Belbin roles: 

 Characteristics Strengths Allowable 
weaknesses 

Don’t be surprised 
to find 

Resource 
investigator 

Uses their inquisitive nature to 
find ideas to bring back to the 
team.  

Outgoing, enthusiastic. 
Explores opportunities 
and develops contacts. 

Might be over-
optimistic, and can lose 
interest once the initial 
enthusiasm has passed. 

They might forget to 
follow up on a lead. 

Team-worker 

Helps the team to gel, using 
their versatility to identify the 
work required and complete it 
on behalf of the team. 

Co-operative, 
perceptive and 
diplomatic. Listens and 
averts friction. 

 Can be indecisive in 
crunch situations and 
tends to avoid 
confrontation. 

They might be hesitant 
to make unpopular 
decisions. 

Co-ordinator 

Needed to focus on the team's 
objectives, draw out team 
members and delegate work 
appropriately. 

Mature, confident, 
identifies talent. 
Clarifies goals. 

Can be seen as 
manipulative and might 
offload their own share 
of the work. 

They might over-
delegate, leaving 
themselves little work to 
do. 

Plant 

Tends to be highly creative and 
good at solving problems in 
unconventional ways. 

Creative, imaginative, 
free-thinking, generates 
ideas and solves difficult 
problems. 

Might ignore 
incidentals, and may be 
too preoccupied to 
communicate 
effectively. 

They could be absent-
minded or forgetful. 

Monitor 
evaluator 

Provides a logical eye, making 
impartial judgements where 
required and weighs up the 
team's options in a 
dispassionate way. 

Sober, strategic and 
discerning. Sees all 
options and judges 
accurately. 

Sometimes lacks the 
drive and ability to 
inspire others and can 
be overly critical. 

They could be slow to 
come to decisions. 

Specialist 

Brings in-depth knowledge of a 
key area to the team. 

Single-minded, self-
starting and dedicated. 
They provide specialist 
knowledge and skills. 

Tends to contribute on a 
narrow front and can 
dwell on the 
technicalities. 

They overload you with 
information. 

Shaper 

Provides the necessary drive to 
ensure that the team keeps 
moving and does not lose focus 
or momentum. 

Challenging, dynamic, 
thrives on pressure. Has 
the drive and courage to 
overcome obstacles. 

Can be prone to 
provocation, and may 
sometimes offend 
people's feelings. 

They could risk 
becoming aggressive 
and bad-humoured in 
their attempts to get 
things done. 

Implementer 

Needed to plan a workable 
strategy and carry it out as 
efficiently as possible. 

Practical, reliable, 
efficient. Turns ideas 
into actions and 
organises work that 
needs to be done. 

Can be a bit inflexible 
and slow to respond to 
new possibilities. 

hey might be slow to 
relinquish their plans in 
favour of positive 
changes. 

Completer 
finisher 

Most effectively used at the end 
of tasks to polish and scrutinise 
the work for errors, subjecting it 
to the highest standards of 
quality control. 

Painstaking, 
conscientious, anxious. 
Searches out errors. 
Polishes and perfects. 

Can be inclined to worry 
unduly, and reluctant to 
delegate. 

They could be accused 
of taking their 
perfectionism to 
extremes. 
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Scope is realistic and managed 
 
Most project managers fall into the trap that scope is defined at the beginning and that is that!  Sadly, 
this is not the case and every project will suffer scope creep, the proactive project manager keeps this 
in their sights at all times, is alert to it and challenges it appropriately.  Some creep and changing of the 
goal posts is to be expected as assumptions and the project evolves, but keeping this in healthy 
challenge is the key to success. 
 
 
 
 
 
 
 
 
 
 
 
 
 
Actions to take, ensure:  

 Scope management plan is implemented 
 Organisational, systems, and geographic boundaries are defined 
 Scope exclusions/assumptions are clear 
 Proposed/agreed changes to terms are appropriately reflected in costs, schedules and 

responsibilities 
 

Scope is seldom challenged or discussed 
Scope issues and problems brushed off 

Noteworthy scope issues are not tracked in writing 

Evidence of ongoing healthy challenging and negotiation 
Active issues log on scope items 

Written agreements and work statements regularly reviewed and updated if needed 
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Risks are mitigated 
 
As with Scope, we established initial risks at the start of the project.  I wish I had a pound for every time 
I have seen that being the last time risks are considered.  As a project manager be alert to the fact that 
the risk landscape is ever changing and needs the risk register evaluated on a regular basis.  
 
Building the risk register is the simple part of the exercise, presenting the data in a manner that enables 
executives to engage and help you manage the risk is the challenge.  A fairly simple risk register is shown 
below; 

 
 
In more complex projects it is advisable to grade the probability and impact in 5 stages, ranges from 
almost certain, to unlikely.  This enables you to produce a simplified 5x5 matrix to show where the risks 
are congregated. 
 

 
Example Risk Heat map – ideal for executive review sessions 
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Signs of risk being managed: 
 
 
 
 
 
 
 
 
 
 
 
 
Actions to take, ensure:  

 Risk management plan is fully implemented, maintained and supported 
 Risks are proactively sought in meetings and discussions and are dutifully identified, 

documented and assigned for follow-up 
 Risk tracking and reporting are appropriate and timely 
 Mitigations are effective 

 
 

Project team member benefits realised 
 
To achieve success the team have to see that their own personal ambitions can progress forwards by 
being part of the team.  As you are building the team, make sure you understand the above and below 
the line motivators of your team so that you can steer their future success on the back of the project; 
even if only incrementally. 
 
 
 
 
 
 
 
 
 
 
 
 
 
Actions to take, ensure:  

 It is clear how the project will help the reputation of change agents in the business 
 It is clear how project will help team members’ careers 
 Project is recognised for how it will contribute to the organisation’s success 

 

Avoiding issues is the norm 
All-or-nothing tactics 

Wait and see attitudes 

Documented plan is executed 
Test-it-first tactics 

Active probing for problems versus just waiting for issues to come up 

Good staff want to leave the project 
Negative remarks about doing the work 

Staff overworking to catch up 

People feel they are learning 
Good press is being created 

The right balance of emphasis on project benefits than project costs 


