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Summer

inspiration

It’s time to relax, renew and replenish,
and I hope this issue of Project will give you
plenty of food for thought over the summer
months. If there’s a common thread
running throughout, then it’s appreciating
the broader benefits of the work you do -
from cultural projects like the Angel of the
North, and those that preserve our heritage
at the National Trust, to social projects that
rebuild communities after a disaster, like
the two APM award-winning projects we
cover in Anguilla and Montserrat.

Project management is increasingly
appreciated as a critical strategic resource,
not only in keeping our businesses resilient
but to deliver positive change, both of
which we look at in depth within these
pages. But it often takes an inspirational
individual to lead change, to start a team
from scratch (don’t forget to read our
feature ‘Breaking New Ground’, where you
can read about three professionals who
are doing that). Someone we’d like you
to meet in our Big Interview — and in case
you missed your chance at APM’s Change
Changes conference in June - is Carmel
McConnell MBE, project professional
and founder and ex-CEO of charity Magic
Breakfast, which gives 220,000 children
in the UK a nutritious breakfast every day
at school.

Passion is a word
that has become
sooverused in
corporate jargon

as to have become
meaningless, but
Carmel McConnellis
the real deal

McConnell started her project
management career at BT at the dawn of
the internet, moved to the City and then,
as part of her research for her book Change
Activist: Make big things happen fast (a
brilliant summer read), made the horrible
discovery that children up the road from
where she worked were going to school
hungry. She decided to do something about
it, packing in her job, remortgaging her
house and using her project management
skills to get Magic Breakfast moving.
Passion is a word that has become so
overused in corporate jargon as to have
become meaningless, but McConnell is
the real deal, and she wants everyone to
become passionate about the benefits their
projects will bring.

“It’s really important to start with the
heart,” she told me. “The biggest success
I've had on projects has been where you've
got people excited about it, where they
feel, wow, that would be really good,”
she says.

“Project managers are the great doers
of capitalism and are the people who
bring change - who’ve got the ability to get
people excited about a bigger outcome.”
What better food for thought?

Emma De Vita is Editor of Project
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The Angel of the North
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Perspectives

Resetting major programmes « Project tips from NASA - The Al revolution - Serving customers

Agile versus agility

Adrian Dooley is a long-time project professional
whose views on all things agile are much in demand

from the project community

QA

In 45 years in project
management, Adrian Dooley
has seen many fads appear that
later became integrated into the
background of good practice.
He believes agile will follow that
same path. Starting out as a
construction project manager,
Dooley eventually became
involved in developing software
applications for construction.

In 1984 he set up training and
consultancy company The
Projects Group. He is the founder
of the Praxis Framework, a free
online methodology and body
of knowledge.

E1How have things developed with
agile over the past 20 years?

I3 In 2001, 17 software developers got
together to write the Agile Manifesto,
and it was all about software
development. There's a perception
that agile started with the manifesto,
but if we drop the word agile for a
moment and talk about agility — the
ability to flex and be adaptable on
your projects — there are numerous
examples and case studies where
people have had to stop, rethink, look
again at the scope and head off in
a slightly different direction — going
all the way back to the Pantheon in
Rome. So, | think agility has always
been there. The only thing that
started in 2001 was the hype.

Agility and flexibility are on a
continuum. There are different
degrees of agility, different degrees
of flexibility, whereas ‘agile’ has
become binary. There are these quite
heated debates about what agile
is or isn't. One of my observations

is that because people can't quite
pin down what agile is, they resort
to the easier thing of defining what
it isn't, and that’'s where waterfall
comes from.

1 How useful is it to think of agile in
opposition to waterfall?

A My advice would be to stop
thinking in terms of agile and
waterfall and to think in terms of a
continuum of agility. It may sound

v

| think agility has
always been there. The
only thing that started
with the Agile Manifesto
in 2001 was the hype

very nerdy when | say that agile is an
adjective and agility is a noun, but
agile was an adjective to describe
something you're doing, so agile
project management would have
meant: “I'm managing my project
with agility”. When it became a noun
- when it became a thing — that's
when it became binary. You're either
agile or you're not.

We've got to get away from that
kind of thinking. I believe strongly
that when we're talking about how
we want to manage our projects

or our programmes, we should
be talking about agility, because
that gives us a whole spectrum of
approaches that we can take not just
on a project-by-project basis but on
different parts of the project as well.
Agilists talk about agile projects
and waterfall projects. Well, for
anybody out there who's worked on
an engineering project, yes, if you
are going to build a bridge, you've
got to have the full requirements
and specification done before you
start digging holes in the ground, but
the design work in the early stages
of the project will have been done
in a very agile way. There will have
been multidisciplinary teams going
through multiple iterations of the
design, working with the client and
stakeholders to gradually come to
the design which is going to be built.
You could have great agility in the
design phases and very low agility in
the latter phases because, ultimately,
the ability to apply agility is down to
the cost of change.

1 What's next for agile?

A Ultimately, the profession is better
for a lot of this discussion about
agility. The next phase that we have
to work through is about a lot of
those ideas about agility just being
absorbed as part of the profession,
so that we don't talk about them

as being some separate way of
managing projects, we just see them
as a natural component — as part of
the project manager’s toolkit.

Listen to APM Podcast's
interview with Adrian Dooley on
Spotify, Apple or Google
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5 lessons learned

Bill Ochs, Project Manager,
James Webb Space
Telescope, NASA

What are the most important leadership lessons

from this pioneering project?

Understand your personality.
Good leadership is personality
driven, but it can vary greatly from

person to person. This does not
mean one personality type is worse
or better, but it is important that

an individual leader recognises

the type of leader they are and
their strengths and weaknesses.
We can then try to improve on
those weaknesses or have other
people on our leadership team that

complement our own weaknesses,
or a combination of both.

Be able to listen. Good leaders
will have a vision of what they
want to accomplish, but this vision
cannot be deaf to the opinions
around them. | have always said
a good manager needs to have
a bartender’s ear. It is extremely
important to hear those around you
on your team and be open minded.

Make yourself available. When

possible, practise ‘'management
by walking around'. It not only
proactively demonstrates that you
are available to your team, but
also allows you to stop and chat
with people you may not normally
interact with. It is really amazing the
insight you can get.

Communicate in times of crisis.

During a crisis, it is important to
be as transparent with your team as
possible. A team deserves to know
what is going on. Keeping the team
informed of how we were planning on
keeping people safe while still making
progress in the integration and test
of the observatory during COVID-19
was crucial to ensure inclusiveness
and provide reassurances. It also
motivated people to continue to
push forward.

Have a sense of humour. When
under tremendous pressure,
like the Webb telescope project,
using humour in staff and technical
meetings was an invaluable tool
to reduce pressure and stress. It
kept people calm and promoted
clearer thinking when it came to
solving incredibly difficult problems.
Humour here is defined as finding
it in a particular situation and not
about individuals.

Listen to APM Podcast’s interview
with Bill Ochs on Spotify, Apple
Podcasts or Google Podcasts

Benefits

A benefit is a positive and measurable impact of change.
Benefits are different to success criteria. They are the
quantifiable and measurable improvements resulting from
completion of deliverables that are accepted, utilised and
perceived as positive by a stakeholder. Benefits typically have

a tangible valug, ideally expressed in monetary terms to justify
the investment. However, it is possible to have a project that fails
to deliver the intended benefits but is nevertheless perceived
as successful, or vice versa. Benefits management is the
identification, definition, planning, tracking and realisation of
benefits, and benefits realisation is the practice of ensuring that
benefits are derived from outputs and outcomes.
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Toiling for project success
in the Channel Islands

Scott Crittell ChPP, who works in special projects in financial services, shares
his thoughts on the long history of projects in the Channel Islands

Perspectives

Victor Hugo wrote his 1866 novel
Toilers of the Sea on (and about) the
small island of Guernsey. The novel's
heroine, Deruchette, promises to
marry the man who can carry out a
project that is beset by extreme risk,
namely salvaging a ship’s steam
engine from some nearby rocks.
Today the kinds of project happening
on Guernsey and Jersey — not to
mention smaller Channel Islands
such as Alderney and Sark — are less
perilous. Hugo came to the Channel
Islands partly out of necessity, as

an exile from France, but the islands
today are inherently attractive
destinations, especially for a budding
project manager.

The attraction partly lies in
the legal set-up. Although the
Bailiwicks of Guernsey and Jersey are
self-governing Crown Dependencies
(they have their own parliaments
and laws), they are members of
the British-Irish Council and have
close political links to Westminster.
The islands simultaneously have
all the requirements of a central
and local government with a
wide variety of projects needed
to sustain ventures across many
sectors. These include construction,
farming, telecommunications and
financial services.

A few recent examples highlight
the range of project-based innovation
on the islands. On Jersey, for
instance, there is a Harbour Master
Plan to connect all harbour areas,
and ongoing works to bolster sea
defences in response to changing
conditions wrought by climate
change. Guernsey, moreover, has
recently developed the Admiral Park
areaq, producing 67,000 sq ft of office
space. In terms of technology, Jersey
has hit the headlines by implementing

an island-wide ‘one gigabyte’
architecture for all businesses and
homes, putting the island at the top of
the World Broadband Speed League
in 2021. Guernsey is now undertaking a
similar project.

Financial services, meanwhile, is
an industry with many types of project
on offer. Projects in this sector help to
provide for innovative products, as
well as compliance with legislation
and tax transparency. In practice,
this means a variety of projects
to ensure compliance with both

APM is now working within
the education framework
of Jersey and Guernsey
to provide access to

APM qualifications

local regulations and international
directives such as MiFID2 from the
European Securities and Markets
Authority. The variety of projects and
the needs of the financial sector are
broad, encompassing accounting,
information technology and
data protection.

For Hugo, of course, this
would have been an alien world.
The 19th-century shipping businesses
known to Hugo have morphed into
the businesses we've come to expect
in the 21st century. But there are
continuities, too — entrepreneurial

foresight and project management
skills remain key to success.

So, where next for project
management in the Channel
Islands? APM is now working within
the education framework of Jersey
and Guernsey to provide access
to APM quallifications, thereby
supplementing professional skills in
these sectors. APM is also extolling
the virtues of membership both
individual and corporate, working with
the local Institute of Directors, civil
service, chamber of commerce and
financial regulators.

And people have listened.
Recently, the Channel Islands
Committee has moved to full branch
status within APM, and is no longer
a subsidiary of the Wessex branch.
This is a key milestone that will
foster greater understanding in the
Channel Islands of the similarities and
differences in project management
needs across the islands. In many
ways, the islands represent useful
microcosms, offering snapshots of
forces that play out in the world's
larger economies.

Here in the islands, we see more
clearly, and often more quickly,
what works and what doesn’'t when
it comes to project management
and project success. The project
management scene in the Channel
Islands is bright. With APM nurturing
the professionalism and efficacy
of project management here, key
elements are in place to prepare
for and sustain growth in our rapidly
changing world.

Scott Crittell ChPP FAPM is

a Guernsey-based project
professional and a committee
member of APM'’s recently
approved Channel Islands branch
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Successfully resetting
major programmes

Emma Willson, Director, Major Delivery Hub, at the National Audit Office, on why there
shouldn’t be a reluctance to reset a failing project when this could be the wisest course

In an ideal world, programmes
would motor along, powered by

a clear vision and plan, delivering
what is required to the cost and
time intended. But how often do
things change or not work first time?
Albert Einstein said: “The measure of
intelligence is the ability to change.”
So why, when it is really necessary to
make a change to (or reset) a major
programme, does resetting have
such negative perceptions?

Many of government'’s largest
and riskiest programmes, such as
building new schools or IT systems,
are complex and take years. We often
see government bodies needing to
improve how they are managed,
particularly in their early stages, with
external changes creating further
complexities. Internal or external
factors can mean a programme
will no longer achieve its intended
outcomes or make it too costly to do
so. Given the negative perception
of resets, government bodies may
try to resolve unresolvable issues,
leading to wasted effort and costs.
Recognising the need to undertake a
reset early could reduce this waste.

Our March 2023 report on
HS2 at Euston station reinforced
the value of getting resets right.

We found that the government’s
attempt to reset since 2020 had

not succeeded. Even without record
levels of inflation, HS2 Euston station
costs had increased to a level high
enough to prompt the government to
reconsider. The latest cost estimate
for a 10-platform design was £4.8bn,
which is £2.2bn above the allocated
budget. Further action was required
to develop an affordable and viable
station. The Comptroller and Auditor
General, as head of the National Audit
Office, emphasised that “the March

2023 announcement delaying parts
of the HS2 programme should now
give DfT and HS2 Ltd the necessary
time to put the Euston project on a
more realistic and stable footing.
However, the deferral of spending
to manage inflationary pressures
will lead to additional costs and
potentially to higher costs overall
for the project that will need to be
managed closely.”

Understanding these trade-offs,
such as increased costs, is important
for decision-makers assessing

Given the negative
perception of resets,
government bodies
may try to resolve
unresolvable issues

whether a reset is the right option.
Our recent report, Lessons Learned:
Resetting major programmes,
draws our insights together and
provides a practical guide to help
decision-makers determine whether
to do a reset and how to increase its
chances of success.

Resets can be significant
and risky. When decision-makers
understand that they are carrying out
areset, they can more consciously
consider whether they have the

necessary activities and processes
to manage risks. The building blocks
to a successful reset are the same
as those needed for any successful
programme. But it can be more
challenging to put these in place and
get the focus right.

Our insights describe the need
to identify quickly whether a reset is
the right thing to do by examining
management information and
having defined checkpoints or
specific milestones. A lack of honesty
can mean reset triggers are missed —
in 2020 we reported that staff leading
the Home Office’s Digital Services
at the Border programme had bred
a culture of tightly controlled and
manipulated communications, which
made it difficult to honestly discuss
programme options. The need for
the right culture and behaviours is
also critical to developing a shared
understanding of how a reset will
be done.

We also cover the processes and
skills that need to be considered.
This includes having governance
arrangements tailored to the risks
and allowing enough time and space,
varying with the complexity of the
programme or reset. It may take time
to: understand the underlying issues
and potential opportunities; involve
(and potentially rebuild) a supply
chain; engage stakeholders, including
contractors; or seek programme
approvals. We found that the time
spent on a reset ranged from under
three months to over a year.

Considering how these insights
apply to your programmes may
increase the chances of success.

The NAO report Lessons Learned:
Resetting major programmes
can be found at bit.ly/3pBuopT

DAVE JACOBS / SHUTTERSTOCK.COM
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The Al-driven project
revolution is already here

No longer science fiction, Al is already causing significant changes in project

management, write Antonio Nieto-Rodriguez and Ricardo Viana Vargas

Perspectives

Al language models like ChatGPT
are revolutionising how projects

are managed. By analysing large
amounts of data, automating tasks
and offering real-time insights, Al
will soon help project managers be
more efficient, make better decisions
and improve project outcomes.

Al offers several advantages. One of
the most significant is the amount
of time saved. Through automating
administrative tasks like scheduling
and data entry, project managers
can save up to 20% of their time.

In addition, these technologies
will improve project outcomes by
providing more accurate data
analysis and insights. Project
managers can make better decisions
and increase success rates by
leveraging Al. For instance, a PwC
study found that using Al to analyse
project data can lead to a 15%
increase in project success rates. Al
language models will also enhance
risk management. By analysing
large amounts of data from diverse
sources, project managers can
identify potential risks and take

proactive measures to mitigate them.

Another advantage we will see
is increased efficiency. Gartner has
found that project managers can
reduce project costs by up to 10% by
optimising resource allocation. This
enables organisations to complete
projects more quickly and with fewer
resources, which will be a huge
relief to the exponential growth of
projects in organisations worldwide.
In addition, an Accenture study
indicates that Al language models
can increase team productivity by
up to 25% by providing real-time
communication and collaboration
tools among project team members.
This helps team members work more

effectively together, regardless of
their location or time zone.
Companies are already
implementing Al models in their
project management. Siemens uses
Al to analyse project data and identify
potential issues before they become
major problems, resulting in more
efficient project completion with fewer
cost overruns. Bechtel, a construction
company, uses Al to analyse project
data and identify cost savings and
efficiency improvement opportunities.
Similarly, IBM and Microsoft are

Project managers
must keep themselves
updated with the latest
advancements and
adjust their skills

developing Al-powered project
management tools.

As Al continues to transform our
profession, project managers will
need to develop new skills, including:

1Data analysis and interpretation.
With Al language models providing
more data and insights than ever,
project managers must be skilled

at identifying trends and analysing
and interpreting data to make
better-informed decisions.

2 Communication and
collaboration. Project managers will
need to be skilled at using real-time
communication tools to facilitate
collaboration and communication.
3 Strategic planning and risk
management. With Al language
models providing more accurate
risk analysis and insights, project
managers will need to be

skilled at strategic planning and

risk management.

4 Technical knowledge. With Al
language models becoming
increasingly complex, project
managers will need to understand
the technical aspects of Al, including
machine learning algorithms and
natural language processing.

5 Adaptability. With Al language
models evolving rapidly, project
managers must be adaptable and
open to change. This will require

a willingness to learn new skills,
experiment with new tools and be
open to new ideas and approaches.

Al is not science fiction any
longer. It is already revolutionising
the way projects are executed by
delivering time savings, better
project results, improved risk
management, increased efficiency
and better communication and
collaboration. Project managers
must step up and keep themselves
updated with the latest technological
advancements and adjust their skills
to increase the value delivered to
their organisations.

Antonio Nieto-Rodriguez

is founder of the Strategy
Implementation Institute. Ricardo
Viana Vargas is former Director
for Infrastructure and Project
Management at the UN.
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Not all change is improvement and that'’s
why we need benefits management

Hugo Minney, Chair of APM’s Benefits and Value Specific Interest Group, on the benefits
that benefits management brings in itself

Allimprovement requires change,
but not all change is improvement.
That's where benefits management
comes in. Benefits don't happen by
themselves — it isn't enough to do
something and expect that change
will stick and that the world will be

a better place. Benefits have to be
managed before, during and after
delivery of a project. And benefits
management itself brings benefits —
to do the right thing in the right way
and to do it well.

To apply benefits management,
we need to start with a vision
developed and enriched with
stakeholders who engage with that
vision. What we choose to do and,
perhaps more importantly, what
we choose not to do or to stop
doing, is the real power of benefits
management. It provides the
evidence to focus finite resources
where they will make the most
difference — either on a single change
or on a portfolio of changes, because

that's where the real benefits to
society will come. It identifies (some
of the) negative consequences of
change, or dis-benefits.

Too many projects start
with a decision to proceed and
retrospectively assemble a benefits
team to justify the decision. This
misses the point — until we know
what a project is ‘worth’, we probably

If the timescale for
benefits realisation is
too generous, there will
Ibe no urgency to do
the planning

won't look at the range of options to
choose the best. And if the ‘benefits’
don't mean much to stakeholders,
they could undermine the work of the
delivery team or negate the proposed
change. Most change involves asking
people to change processes or
behaviours. Changes that affect the

planet depend on consumer choice
and on the behaviours of people who
could, for example, make a video calll
instead of jumping on an aeroplane.

Planning is the phase of a project’'s
life cycle that most people associate
with benefits management. This
phase is often beset by optimism bias
and tunnel vision, where leaders seek
confirmation of their first decision and
ignore evidence to the contrary.

The reality is that planning benefits
involves a lot of work with stakeholders.
A project might deliver a transport link,
but it's the communities at either end
that change their behaviours, zone
their commmercial activities and invest
in entrepreneurship — that will create
and subsequently realise benefits.
And without planning, this might take
years or decades. If the timescale for
benefits realisation is too generous,
there will be no urgency to do the
planning and the people responsible
will be retired and replaced before the
day of reckoning.

Crossrail
Project 2019-23

Governance

arrangements should
be established early on.

or refresh membership
and terms of reference
of meetings.

These should be codified

to reflect assumptions

Identify desired

Reflecting on the key

themes and the changes

mMade to the governance
arrangements of the Crossrail project
from 2018, the Crossrail learning
legacy by TfL and DfT, published

by APM, identifies three important
lessons for other infrastructure
projects and programmes with many
organisational interfaces over a long
period of time.

about how the project or
programme will unfold.
Sponsors cannot predict
the future and need to be
open to reflect how their
interpretation may need

to evolve over the delivery
life cycle. This evolution
does not mean that the
governance arrangements
need to be replaced —
rather that the parties
jointly agree to revise
processes and relationships

impacts of
governance changes.
The changes should
be identified to align
with the interests of the
sponsor and reflect the
risks applicable to the
sponsor organisation(s).
This will ensure that there
is appropriate oversight
aligned to the priorities
of the accountable
organisation(s) to provide
confidence that risks

14 SUMMER 2023 / PROJECT



Perspectives

Coming back after
project delivery is all
very well, but it's too late
to change anything by
that point

Once the business case is
approved and delivery begins, many
organisations stand down their
benefits management efforts. Benefits
only happen after realisation and
only need modelling in advance of
the project — that's true, isn't it? As any
experienced project manager knows,
projects are about encountering
obstacles and seeking to find ways to
keep the project on track. The choice is
around what ‘on track’ actually means.

Are we content to stumble from
milestone to milestone, receiving
plaudits for managing to reach
each one within cost/time/quality/
scope tolerance? Or are we looking
for something more, examining
each decision for its impact on the
overall benefits realised from the
project or how it contributes to the

objectives of the portfolio. This second
route takes a lot more thinking but
might use less resource overall for

a much more satisfactory result,

for much more benefit to society
(and profit, if that's the benefit you
seek) and fewer, better-managed
negative consequences.

Lead indicator metrics provide
the information to make advance
decisions — decisions to change
the scope or delivery of the project
(within the context of the portfolio
and other projects). Lead metrics
show a direction of travel at a point
in project delivery where we can still
make changes that will impact the
lag metrics of actual benefit realised
over time.

Coming back after project delivery
is all very well, but it's too late to

change anything by that point. Well,
it's almost too late. We advocate using
lead metrics because the information
from these can inform changes
during project delivery, when there’s
still time to change the delivery. But
post-closure review is also important,
as long as it has teeth.

So how long should you monitor
benefits after delivery of a project and
the handover of its outputs? The British
Standard on benefits management
says we should monitor the realisation
of benefits until we have confidence
in the extent they will be realised.

Not until they are realised, only

until the pattern is obvious. Benefits
realised (and confidence in benefits
realisation) should be the focus of
post-project governance.

We need to get beyond thinking of
benefits management as an activity
during planning and an afterthought
to ‘hold people to account, and
consider the benefits of benefits
management itself.

SHUTTERSTOCK

are being managed

to meet delivery and

cost commitments and
ultimately deliver the
intended outcomes of the
investment. The needs of
the project should also

be considered to ensure
that the governance
arrangements support
rather than burden the
delivery teams. A common
purpose should be
established where both
sponsor and delivery
teams benefit from the
material produced to
support the discussions at
the meetings.

The operation of a

joint sponsorship
model requires review
and adjustment as
working arrangements
and interests change.
A joint sponsorship model
was identified for the
Crossrail project to ensure
that the interests of the
main sponsoring and
funding organisations
were reflected in the
development of the
project. Although the
joint sponsorship model
was replaced in 2020
with two separate
sponsorship teams, strong

relationships remained
to ensure visibility of
priorities, interests and
risks. Sponsors focused
on instilling the right
behaviours and culture
within and between the
two organisations and
recognised that, with the
closure of the Sponsor
Board, there was a need
to find a new way to work
together to support the
remaining delivery of the
project. Common areas
were identified where the
two sponsorship teams
could continue to support
each other, including

public engagement,
assurance reviews,
completion certificates,
lessons learned and
benefits management.
Where interests were
different, additional

effort was required to
clearly communicate
respective priorities so that
engagement occurred at
the appropriate levels in
the organisation.

Crossrail Project 2019 to
2023: Completing the
Elizabeth Line can

be downloaded at
apm.org.uk
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Professor Adam Boddison

The customer isn’t always right,
but they do have rights...

APM'’s Chief Executive on what it means to serve customers

In my early career | had multiple
roles spanning fundraising,
sales and service delivery — the
latter was mainly in factories.
Irrespective of the role, there
was one overriding mantra that
came up again and again: ‘the
customer is always right’. So
when a complaint came in, the
default position was to simply
provide the customer with what
they were asking for and to tell
them what they wanted to hear.

| then became a teacher,
where the ‘customers’ are
arguably the pupils and their
parents. The fact that teaching
is a profession meant there was
a much greater willingness to
defend a position underpinned
by professional judgement and
expertise. | saw a shift away from
‘the customer is always right’ to
‘the customer has rights'”.

The latter part of my career
has been spent leading
professional bodies and
membership associations. In
these roles, the professional
identity was stronger still, with
a further bias towards ‘having
rights’ over ‘being right'. This begs
an interesting question about
whether there is any causation
underpinning the correlation
between professionalisation and
customers'’ rights.

In membership associations,
it makes sense to think of the
members as the customers,
which is why there is often a
focus on the value proposition for
membership grades. However,
the reality is that members are
not the only set of customers.

Let me use my current role
to demonstrate the point. APM

Delivering projects in

a way that is inclusive
and respects people is
not just morally right,
but it actually improves
project delivery

has multiple identities. Yes, it
is a membership association,
but it is also a professional
body, a registered charity and
a company, as well as having
a royal charter. Each of these
identities lends itself to a
different set of customers. For
example, as a registered charity,
APM exists to provide a public
benefit, so arguably the general
public are our customers. A critic
of this view might suggest that,
to be a customer, one must be
paying for a service. In that case,
APM has multiple B2B customer
sets spanning government
departments, corporates and
accredited training providers.
Whichever way you look
at it, the customer sets and

stakeholder groups for APM

are complex. In many ways,

this should not be a surprise
given the complexity of the
project profession itself. Indeed,
projects can have the very same
challenge in identifying who the
customer is. Is it the individual/
organisation commissioning the
project, since they are paying? Or
perhaps it is the beneficiaries of
the project as they are receiving
the service?

The concept of customer rights
in projects is essential. Delivering
projects in a way that is inclusive
and respects people is not just
morally right, but it actually
improves project delivery. This
was exemplified in a piece of
research commissioned by APM
and conducted by the University
of Southampton, Dynamic
Conditions for Project Success,
which identified diversity as one
of the conditions.

It is inevitable that project
professionals will face moral
dilemmas at some point in
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their careers, and reflecting on
customer rights at such times
can be helpful in successfully
navigating these challenges. This
inevitability is one of the reasons
why ChPP includes a focus
on ethics.

| am reminded of the
multiple times in my career
where doing the right thing has
been the choice fraught with
the most difficulty and risk. On
one occasion doing what was
right rather than what was easy
required me to put my own job
on the line. However, it worked out
well in the end and resulted in an
acceleration of my personal and
professional integrity.

While | have argued that

the customer is not always

right, | do think the philosophy
underpinning the idea that

the customer is always right

is valuable. The premise of
wanting to solve customers’
problems and to maintain a
good reputation is sound and
can be achieved in the absence
of validity judgements that say
the customer is right or wrong.
For example, if a customer has
a poor opinion about a product
or service, it would be easy to
dismiss this as their (wrong)
perception. But, as a colleague of
mine has often said: “Perception
is their reality.”

My values as a leader rely on
trust with both colleagues and
customers. Both groups are often
right and both definitely have
rights. | see my role as ensuring
that rights are understood and
respected. It's not just the right
thing to do, it also produces the
right outcomes.

Perspectives

Dennis Lock
APM Honorary Fellow (1929-2023)

Dennis Lock, born on 15 September 1929

in London, died peacefully at his home on
6 May 2023. Dennis will be remembered
for his extraordinary body of writing. The
first edition of his seminal textbook, Project
Management, was published in the late
1960s and is now in its 10th edition.

Dennis had a career of exceptionally
wide management and industrial experience, ranging from the
manufacture of sub-miniature electronic assemblies to giant
machine-tool projects. He worked in defence, heavy engineering
and mining. Most recently he lectured in project management for
Southampton and Surrey universities.

His final book, The Practitioner Handbook of Project Controls, which
he co-edited with Shane Forth, was published in 2021. Perhaps his
crowning achievement was as an editor of definitive multi-author
references both in the field of project and programme management
and on general management, including several volumes of Gower's
flagship Handbook of Management, and the first editor of the Gower
Handbook of Project Management.

APM Trustee elections 2023

Board nominations open on 17 July

APM Full and Fellow members with diverse skills, backgrounds and
experience are invited to put themselves forward to serve on the APM
Board. This year’s trustee ballot nominations open on Monday 17 July and
will see three new members elected. Eligibility for voting is restricted to
MAPM and FAPM members only.

As the chartered body for the project profession, APM is committed to
developing and promoting the value of project management to deliver
improved project outcomes for the benefit of society. The APM Board
of elected trustees plays a vital role in developing APM's strategy and
supporting the organisation to succeed. APM recognises that diversity of
thought is important in improving decision-making and outcomes, and
is keen to see a diverse mix of characteristics and skills on the Board.
Candidates are welcome from a broad range of backgrounds, sectors,
experiences, stages of career, project disciplines and organisations.

Milla Mazilu, APM Board Chair, said: “Serving on the Board is a terrific
opportunity to give back to your profession and to APM. We continue to
attract great candidates and | have enjoyed the role tremendously. | do
encourage you to look out for the briefings in July and give the opportunity
serious thought.”

Applications are welcome from high-calibre candidates who can
demonstrate a robust commitment to professional ethics and integrity,
as well as the competencies needed to be a board member — including a
focus on strategic contributions. Experience as a non-executive director is
beneficial but not essential, as training will be provided.

The deadline for nominations is Wednesday 6 September at 5pm. Full
and Fellow members will receive further instructions and guidance via emaiil.
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ANGUILLA

WINDS OF CHANGE

he islands of Anguilla have a

turbulent political history. After the
wave of decolonisation, islanders rejected
a federation with Saint Kitts and Nevis,
then conducted a low-key revolution
in 1967, returning themselves to British
responsibility in 1980. Political upheavals
didn’t prevent highly successful tourism
and financial services sectors from
enriching the island. In 2014, its nominal
GDP was $311m - for a population of
about 15,000.

But relative economic success
couldn’t spare the islands from the
region’s dramatic weather systems.

And on 6 September 2017 Hurricane
Irma became the first-ever category
five hurricane to hit the Leeward
Islands. It smashed into Anguilla,
damaging homes, offices, the harbour
and communications (including the
island’s air traffic control systems).
Damage costing between $19om and
$290m badly hit the island’s economy
and social services. Most significantly
for inhabitants, it tore apart the island’s
main hospital.

In 2018, the project to return essential
social services - from emergency care
to day-to-day medical treatments —
became in part the responsibility of the
Health Authority and the Government
of Anguilla, where Conlloyd Gumbs
served as one of their project managers.
“Td been a teacher in Anguilla, but I
was always interested in technology and
wanted to train as a medical engineer,
so I'd gone to university in Bradford,”

Gumbs explains. A year-long stint at
IBM and an internship at Rolls-Royce
cemented his engineering experience —
but as a result of civic duty, he decided
to head home in 2017, returning to
teach maths.

Before he could get back, Irma hit. “It

was a shock because you see all the places

you knew as a kid damaged, and for
months we didn’t have any electricity,” he
recalls. “That means no light, no running
water, no internet, unless you can find
somewhere with a generator.” A year
later, he’d been recruited by the Foreign,
Commonwealth and Development Office
(FCDO) to work as a project manager

— part of the team rebuilding healthcare
facilities on the island.

Without a fully functioning hospital,
getting sick was suddenly very serious
for islanders. “You would always
hear the facilities team talking about
running around looking for diesel for
the hospital’s generators,” Gumbs says.
“Inside the building itself, there was so
much damage that it looked like a bomb
had dropped. And a clinic a lot of people
relied on in East End on the island had to
be closed for internal repairs.”

The project — which won the 2022
APM Award for Social Project of the
Year - was (and is) part of the Anguilla
Programme, run by Darren Forbes-Batey
in conjunction with the Governor’s
Office team. (The Governor at the time
was Tim Foy — who took office just a
month before Irma made landfall.) The
Anguilla Programme Board is made up

“It was a shock because you
see all the places you knew
as a kid damaged, and for
months we didn't have any
electricity. That means no
light, no running water, no
internet, unless you can find

somewhere with a generator”
|
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of ministers, civil servants and project
experts, charged with decisions on
prioritisation and phasing, as well as
budgeting. With so many projects - such
as the Blowing Point port terminal, a
new House of Assembly, a post office,
five primary schools as well as major
renovations to the Princess Alexandra
Hospital and two clinics - this was no
small task.

F or Gumbs, working in the healthcare
project, the first step was working
with medical staff to evaluate project
scope and define deliverables. He quickly
realised that understanding the
technicalities of the medical equipment
wasn’t the main part of the job - project
management skills were. “Procurement
processes were a big part of it,” he says.
“When I started, I had no idea even what
a requisition was — and the acronyms
were a mystery.”

But Gumbs is a fast learner and
acquired knowledge quickly from the
project teams around him. “There was
frustration — we knew where we wanted
to be, so we had to learn in stages...
but quickly,” he says. “I asked a lot
of questions and read up as much as
possible how to get it right.” His teaching



experience made a difference: “As a
teacher you have to identify strengths
and weaknesses in the skills and abilities
of individuals in your class, in order to
give everyone what they need to get to
where they need to go. Similarly, as a
project manager, you deal with so many
people with different skills and abilities
that you have to be able to identify how
you can best assist each professional so
that they can have the relevant resources
and information to get their individual
jobs done.”

A clear focus on the social benefits of
the programme helped him focus.
“Even with equipment starting to arrive,
we needed to get the hospital itself

up and running so it could be housed
properly, all the while meeting a 24/7 need
for care,” he says. “So we split the project
into phases, ensuring we could work

“We have concrete
structures now, which
gives us so much more
reassurance that we
have a better chance
of being more resilient
for a future storm”

Main: The

new dialysis
unit under
construction.
Inset and above:
The Central
Polyclinic.

on different parts of the property while
treatment was still happening elsewhere.”
There’s real pride when Gumbs talks
about the social good that his projects have
accomplished. The hospital and clinics
are better than ever — with improved
flooring, new antibacterial ceilings, a new
storage building, an extended laboratory,
theatre room and A&E building, and a
new dialysis and isolation unit at the
hospital; as well as new clinical, dental
and physiotherapy facilities at the Central
Polyclinic. The Welches Polyclinic at the
eastern end of the island was partially
renovated — and the brand-new South Hill
Polyclinic at the western end, along with
the other facilities, has been a big win for
the islanders. The COVID-19 pandemic
hit halfway through these other projects
- and the team was able to expand the
lab facilities for testing on the island as a
discrete project.

“We have concrete structures now,
which gives us so much more reassurance
that we have a better chance of being more
resilient for a future storm,” Gumbs says.
But he also learned a huge amount about
project management. “One of the biggest
things is treating each issue as a serious
one,” he says. “Work it when it emerges,
deal with it to avoid it biting you later on.

I am a firm believer in putting out fires
when they’re small.”

Time management has also been a
critical factor in project success — including
treating other people’s time with respect.
And Gumbs reckons listening properly
is the biggest secret of all. “Whether it’s
sponsors [like the FCDO] or stakeholders,
listen — you can pick up what they really
want, you can start to tell what’s critical and
what’s not,” he says. “That’s so important if
you're going to get people what they need.
I'm part of this society, I use these services.
I want everyone to understand what great
outcomes look like and how to get to them.
That also means explaining the priorities
on the ground to sponsors, helping them
prioritise well, which comes through
trying to clearly understand the needs of
everyone involved.”

G umbs reflects that, “The adoption
of new practices that were inspired
by APM was instrumental in guiding

our project management team. After

the destruction caused to our health
facilities by Hurricane Irma, the Anguilla
Programme’s funding helped to give

us a new start. We were able to guide
funding bodies, project managers, health
professionals, customers, the public,
and contributing departments. It was a
crash course for an entire nation on the
importance of project management.”

He has also been back to one of the
island’s primary schools to talk about his
new career as a project manager. “I did
a presentation with them on the steps
taken in project management skills by
walking them through the stages of a
potential new school canteen from start
to finish, just to give them perspective
on the different stages, challenges and
joys of the project management cycle on
how you make better decisions,” he says.
Just one more social good from project
management: passing on awareness of the
craft to the next generation.
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MONTSERRAT
VOLCANIC CHANGE

bout 110 miles south-east of
Anguilla sits another British

Overseas Territory of about the same
size, Montserrat. On 18 July 1995, the
previously dormant Soufriere Hills
volcano, in the southern part of the
island, became active. The capital,
Plymouth, was destroyed; the
southernmost two-thirds of the island
remain an exclusion zone 28 years later.
A glance at Google Maps illustrates the
devastation - huge deltas of ash and
mud emanating from the volcanic peak
dominate the otherwise lush landscape.

For the remote islanders there was
a risk that the newly active volcano
would spell the end of their entire way
of life. Two-thirds of Montserratians
were forced to flee over the next two
years and the population dropped to just
1,200 by 1997. There followed years of
response and recovery, when multiple
programmes were put in place to look
at development within Montserrat.
While many strides to rebuild have been
made, delivery of some infrastructure
priorities has been slower than
envisaged; and the need to focus on local
capability building and strengthening in
project management was identified.

Then, in 2019, the Government
of Montserrat (GOM) took a key
step: alongside a new investment
programme for resilient economic
growth, its Ministry of Finance set up
anew programme management office
(PMO) that is now supporting it to
deliver a major portfolio of UK-funded

redevelopment. Martin Parlett was
hired as its head. “This new phase of
capital investment presented a fresh
opportunity to change the way in which
we plan, deliver and operationalise
our projects — while building maturity,
experience and confidence into our
change management practices,” he says.
“Montserrat may be geographically
small, but the scale of transformation,
ambition and impact is considerable.
Delivering social and economic benefits
in this high-risk, uber-constrained and
essentially post-disaster environment
meant that we had to hit the ground
running with a new approach, improved
governance and reporting, and a focus
on benefits realisation and value,”
he explains.

t has done that by working closely

with ministry delivery teams across
the GOM. The island’s population is
back up to around 5,000 (one aim of the
reconstruction projects is attracting back
more of the Montserratian diaspora).
But even at that size, the island has
dedicated government teams working
hard to build back better. “All the major
portfolio projects are supported by the
PMO,” explains Parlett, “but we play a
different role in each one.”

Results were fast - the team has
already become a source of insight and
learning for the broader profession,
and even won the 2020 APM PMO of
the Year Award. The range of projects
is impressive - including resurfacing

“We're there to adaptively
support the individual
ministries as they get on with
the work. We can be a voice for
stakeholder interests, evaluate
risk levels, help manage
funding, and offer governance
advice and decision support”

Martin Parlett
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the island’s runway; building a new
port facility; a new hospital; exploiting
undersea fibre-optic cabling; making
the island energy independent; and
attracting new investment. “There’s a
huge diversity of projects, so the PMO
tailors its contribution,” Parlett says.
“We're there to adaptively support
the individual ministries as they get
on with the work. We can be a voice
for stakeholder interests, evaluate
risk levels, help manage funding,
and offer governance advice and
decision support.”

When the PMO was set up in 2019,
the team’s first mission was to sort
out the project planning cycle. Deputy
Head of the PMO, Montserratian Linda
Dias, explains: “That’s where projects
in the past that maybe hadn’t been
through a traditional cycle had struggled.
Now we can act as a lens for the GOM
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and the Foreign and Commonwealth
Development Office (FCDO)
decision-makers to provide assurance
about how projects are performing,
and the development of business cases.
It’s all about giving trust in delivery —
and when you do deliver, that raises
everyone’s confidence levels for future
investment opportunities, too.”

hat made quick wins important —

‘oven ready’ projects where local
stakeholders and project managers
within ministries could learn from
any external resource coming into the
island, as well as immediately improving
infrastructure and services.

Then there were a lot of long-awaited
projects where the PMO was able to
overlay formalised project proposal
language and documentation to get
different agencies aligned. A lot of the

Main:
Montserrat’s
lush terrain
was partly
decimated
by a volcanic
eruption in
1995. Inset: The
Government
of Montserrat
PMO team.

“Montserrat may

be geographically
small, but the scale
of transformation,
ambition and impact
is considerable”

work is run through the GOM’s Capital
Investment Programme for Resilient
Economic Growth - and the team has
been able to provide formal business
cases and governance structures to
projects, supporting sponsorship — and
commercial entities looking for an
investment case for the island.

And with most of the ministry-based
project managers having business-
as-usual duties, the PMO team can
offer day-to-day support as well as

spread project management disciplines
and skills: “We use projects to pilot
new project management techniques,”
Parlett says.

But injecting project management
disciplines and making a concrete case
for Montserrat projects with the financial
backers (including those in the FCDO)
is only half the story on such a small
island. “Everyone is a stakeholder here,
in every project,” says Parlett. “Everyone
is going to use the hospital at some point
in their lives. Even those in the diaspora
will look at each project on the island as
a potential reason to return.” That makes
the programme management team, in
part, an “on-the-ground conscience”
for projects, ensuring investments
maximise outcomes for islanders and
long-term sustainability.

good example of that is the

sequencing work the government
adopted for the various healthcare
projects on the island under the Ministry
of Health and Social Services. Clearly,
building the hospital is a priority. “But
the team wanted to make healthcare
benefits available to people as soon as
possible,” explains Parlett. “So, with
UK funding and support, we brought
forward and resourced sub-projects for
mammography, CT scanning and critical
neo-natal care equipment on the island.”

It was a shrewd calculation. On one

level, shifting the project sequencing
delivers a crucial benefit to the islanders.
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Focusing on diagnostics means

less worry for them if they develop
complaints; and limits expensive trips

to larger healthcare facilities on other
islands if there’s no treatment required.
“But it also builds momentum behind
the broader healthcare programme,”
says Parlett. “It means people are trained
sooner, helping transform the workforce;
we can roll out healthcare information
systems sooner; and the healthcare
environment will be operational much
more quickly when the infrastructure

is complete.”

I t's a vivid illustration of the social
value that project management
disciplines can bring: ensuring good
governance, financial accountability

and risk management; while at the

same time, maintaining a focus on
sustainability and social benefits.

The island experience reminds us: far
from being mutually exclusive, these are
inseparable components of good, holistic
project management.

LESSONS FROM ISLAND LIFE

Two quite different disasters,

but two stories of project
management accelerating
recovery and helping people plan
more securely for the future. But
there are common themes from
Anguilla and Montserrat when it
comes to delivering programmes
with real, life-changing

social benefits...

l Quick wins are key. Perhaps
learning from old crises, the
FCDO was quick to act in Anguilla
(even though the island was

running off generators for months).

In Montserrat, the larger scale of

the disaster dented confidence in

the island’s ability to rebuild — but

fast action by the new PMO has

injected momentum.

2 Discipline and passion are
not exclusive. The instinct

in a crisis is to pitch in however

possible; emotions run high
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when people lack basic services.
Conlloyd Gumbs’ experience
shows that methodically (if
quickly) learning the right way to
do projects delivers better results.
On Montserrat, no one doubted
the desire of the GOM to make
lives better — but adding the
PMO'’s fresh approach to project
discipline is delivering results
for them.
3 Project sequencing matters.
On both islands, project teams
were able to secure immediate
wins for their stakeholders ahead
of the major project coming
to fruition. In both cases, it was
healthcare where sequencing
made a huge difference — but
the same applies in other fields.
Montserrat's core economic
functions are back up and
running — but the smart project
to bring affordable fibre-optic
internet to the island early lays the

groundwork for future investment
and meets islander needs.

Good governance is the

best PR. Both these islands are
small communities; both needed
significant funding from the FCDO to
undertake their rebuilding projects.
Being able to demonstrate strong
project accountability massively
boosts confidence in the work —
and is the ideal way to convince
sponsors to keep going.
5 Skin in the game. Gumbs

is a perfect ‘accidental’
project manager: he knows the
environment, he has strong innate
skills, he's a fast learner.. and
he has a personal stake in the
projects. Commitment was never
going to be in doubt — and, like
Parlett, he's never going to let the
project benefits be lost. In small
communities, the stakeholder
experience is vivid — as it should be
on all projects.
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BREAKING

NEW GROUND

PROJECT MANAGEMENT AND ITS PROFESSIONALS ARE INCREASINGLY
ENTERING NEW TERRITORY, WHETHER IT'S THE WORLD OF
COSMETICS, MEDIA OR GENEALOGY. DAVE WALLER REPORTS

When the Ever Given, one of the
world’s largest cargo ships, ran aground
in the Suez Canal in 2021, it revealed a
glaring weakness in global supply chains.
The vessel blocked the key trade route for
aweek and caused close to $10bn of lost
business in just one day. That evening,
Kate Redrup, Portfolio Delivery Manager
at cosmetics brand Liz Earle, saw the
incident unfolding on the news. “I got
this sinking feeling,” she says. “I knew
this was going to impact us, but I didn’t
know how.”

It soon became clear. Liz Earle had
designed a set of bespoke gift bags to
feature in a weekend special on the
QVC shopping channel. It was a major
promotion. The show had been planned a
year in advance and had a fixed date to air.
Those bags were now stranded thousands
of miles from Liz Earle’s head office in
Ryde, Isle of Wight. “You can’t pack a gift
off if you're missing one element of it,”
Redrup says. “But there was nothing we
could do by that point.”

Everything and everywhere
People may not see the fast-moving
consumer goods (FMCG) sector as a
typical home for project management.
But the discipline is now everywhere, from
FMCG to online businesses and media
agencies. In FMCG, project professionals
may find themselves streamlining product
development, improving supply-chain
efficiency, sharpening marketing
campaigns and creating better customer
service experiences.

And the Suez story suggests they’re
dealing with disruption as challenging
as any.
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Redrup has since moved roles.
She’s now Portfolio Delivery Manager
in Liz Earle’s gifting wing. So is she now
running projects with lower stakes?
Not quite. Liz Earle launches a seasonal
gift campaign in September, shipping
60 million stock components, from
lipsticks to wash bags, around the
world - with the immovable deadline
of Christmas.

So, how does project management
work in fast-moving sectors with such

“When | started, the
role was quite chaotic.
But it excited me to go
in with a clean slate.

I could decide what the
project management
framework should
look like”

potential for disruption? Redrup breaks
down her approach. RAID logs provide
written evidence for the thought process
behind every decision and action, as
they list all the inherent risks and issues.
Trackers become incredibly useful when
dealing with disparate teams in charge of
hundreds of product lines, each of which
has to be tweaked to suit the specific local
culture and regulations of the different
markets to which they’re being shipped.
And when you suddenly find key
suppliers unable to complete vital tasks —
such as printing gift boxes in the run-up to
Valentine’s Day - stakeholder engagement
becomes incredibly important. “There’s

nothing worse than going into a meeting
and saying you've got bad news that you
don’t know how to fix,” says Redrup,
recalling a ‘great learning curve’. “These
days I'll ask our subject matter experts
for support early, so I can prepare the
key details to share in the meeting. I can
then present the bad news, and set out
the options: one is going to take longer
to launch; one will cost more money;
and the other means scaling back on the
claims we’re making. The key thing is to
give key stakeholders the full story, so
they can support in making decisions
and escalating.”

Back to your roots

In November, when Charlotte Bowerman
interviewed for a marketing job at
Ancestry.com, she saw the potential to be
part of something meaningful - helping
people to join the dots in their family
history and potentially connect with
estranged or unknown relatives.

She could also see it wasn’t a typical
project management role. There was no
physical product. She would be running
major ad campaigns - like a brand
awareness drive tying in with King Charles
III’s coronation. She’d be managing
agencies and briefing the production team
on software and coding changes, as well as
shaping emails going out to customers.

Ancestry’s international marketing
department had never had a project
manager before. So if she got the job, she’d
have a far broader remit. “In the interview
they used terms like ‘unstructured’ and
they weren’t lying,” she says. “When
I started, the role was quite chaotic.

But it excited me to go in with a clean
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PROFESSIONALS
TO EXPLAIN WHAT
THEY DO

Project professionals who find
themselves bringing the function
into less typical sectors may
have to explain their role, and
the wider project function, to
their new colleagues. Here

are three tips on getting the
message across.

Be visible. Speak to as many

people as you can from
across the organisation so you
can answer their queries and
dispel any fears. You can also
canvass opinion on how the
company is actually operating
— what’s working, what's not,
what needs to be discussed and
how things may change. People
love to feel listened to and will
get an even bigger boost seeing
the project team acting on the
issues they care about.

2 Do what's right for you.
Work out what project
management means for your
organisation and where it

can add value quickly. People
need to see that any change
is coming from the right place.
“There’s a danger in grabbing
the handbook and trying to
apply it all in one go,” says Dan
Jennings. “Pick what works for
you and figure out how you
can create effective ways

of working.”

Keep it simple. “Don't try

to bamboozle people
with methodologies and
terminology,” says Charlotte
Bowerman. “Not everyone needs
or wants to see under the hood.”
Instead of niche terminology
and project speak, focus on the
information they need for their
role in the project at hand.

BEN WRIGHT
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“I'm trying the
strategy of listening to
absolutely everybody
and anybody who'll
speak to me to find out
how things are done”

slate. I could decide what the project
management framework should look like
and what processes we’d need in place to
enable it to happen.”

Bowerman quickly realised that much
of her role would come down to change
management. Effective communication
would be her strongest tool. “Being a new
arrival has given me a clean slate to come
in and ask about all the challenges,” she
says. “I'm trying the strategy of listening
to absolutely everybody and anybody
who'll speak to me to find out how things
are done and how they could be done
differently. I've had loads of one-to-ones
with stakeholders, trying to understand
what their frustrations are. And to make
sure people know who I am and what they
can come to me for.”

Anyone playing a similar role can
expect to spend some time convincing
colleagues of the value of project
management. Many will have functioned
perfectly well without it, laying the
foundations for certain processes
without the need for dedicated project
management training, terminology and
techniques. This can create barriers.

Overcoming resistance

“There is always resistance to change,”
says Bowerman. “Even if people know
it’s the right thing, they may have

been operating differently for a long

time. But overall, people here seem
overwhelmingly grateful to have someone
to help them by taking away some of

the work around structure and putting
frameworks in place.”

The perception issue is something
Dan Jennings has experienced too. He is
responsible for establishing a project
management office (PMO) at the UK wing
of Wavemaker, the global media agency.

His team has worked on everything
from Evian campaigns tied to the
Wimbledon tennis tournament to

Charlotte Bowerman

delivering product placement within
Marvied at First Sight on Channel 4. And as
those creative projects have become more
complex, whether through multi-platform
content partnerships or the arrival of
channels such as smart speakers and
WhatsApp, project management skills
have become even more in demand.

By building a central PMO function,
Wavemaker’s specialist project managers
are able to add even more value and skills
both to its client-led projects and its own
internal initiatives.

When Jennings first started at the
agency, he had a small cohort of project
managers within its content partnerships
teams. His remit was to create a delivery
framework and ways of working for
everyone across the department. “I quickly
realised that, when I talked about the
value of project management and the skills
involved, people thought such content
or processes were only aimed at ‘project
managers’. If it wasn't in their job title, I
wasn’t taking to them and it didn’t apply.”

Asked why there may be a distance
between project management and the
broader organisation, Jennings suggests
the term may carry a certain amount of
unhelpful baggage. “We’ve all been part



of projects that haven’t worked,” he says.
“Applying the wrong tools and techniques
for a particular scenario can lead to people
thinking that project management just
means Gantt charts and status updates,
and the view that it can be a blocker to

getting stuff done quickly.”

Shifting perceptions

Inspired by thinkers such as Colin D Ellis,
Susanne Madsen and Elizabeth Harrin,
all of whom have stressed how projects
fundamentally rely on their people,
Jennings has taken a human-centric
approach to the transformation.
Process is important, he says,

but project management

is equally about building

great project cultures

and demonstrating

leadership and

emotional intelligence.

“Applying the wrong tools and techniques for a
particular scenario can lead to people thinking
that project management just means Gantt
charts and status updates”

“That’s what I've encouraged my
teams to do and it’s having an impact,”
he says. Indeed, Jennings believes the
prevailing view of project management at
Wavemaker has now changed. He ascribes
this shift in part to the company running
a Level 4 app