SAGE Legacy Fellowship – Guide to Project Management

OVERVIEW
Projects are typically temporary, unique and designed to meet a specific need or to bring about a beneficial change in your community. This guide focusses on project management – the art and science of planning a project and mobilizing resources to achieve your goals. 
As a volunteer, you will likely encounter two primary aspects of leading your project. First, you need to hold a vision of what is possible (your purpose) and implement steps to achieve your project. This requires both leadership and management aptitude. Second, you need to stay committed with a positive outlook. When you experience setbacks, look in the mirror and remind yourself of the personal rewards of your project, and the positive impact of your work for others. 
Through strong project management, you can stay focused on what matters – your overall purpose – and feel confident that the nuts and bolts to achieve your purpose are in place. Effective project management will also help you efficiently manage your time and resources, figure out how to get help from others, and keep your project on time and within budget.
THREE ELEMENTS OF PROJECTS
There are typically three elements of projects: scope, timeframe and resources (e.g., money, volunteer hours). All these elements are interrelated and should be managed together to succeed. 
Early in your project design, you should focus particular attention on scope. Scoping helps you to decide what you want to accomplish, how much you want to invest in the process, and to identify what investments you need to succeed (e.g., time, money, in-kind donations, equipment). When you scope your project, you also minimize surprises along the way that can cause you to lose heart and direction. Keep in mind that when you change your scope, you also change the investments you need to achieve your goals.
FIVE PHASES OF PROJECT MANAGEMENT
The lifecycle of a project typically involves five basic phases: (1) Initiation; (2) Planning; (3) Execution; (4) Performance/Control; and (5) Completion. For short-term projects, tight project management is most valuable during the initiation, planning, and completion phases because many small projects get off track during these phases. In fact, the most difficult times in project management tend to be the transition points (the beginning and the end). See the attached diagram for an illustration of these five phases.
1. Initiation: Project purpose, scope, and resources required. 
In this phase you formulate your project “purpose” and scope – what you want to accomplish on-the-ground. Once you’ve gone through this step, you should be able to clearly state:
	Your Purpose:  WHY – measurable social benefit
Your Strategy:  WHAT – you are going to do
	Your Tactics:  HOW – you are going to do it, including resources and parameters
Clarifying your project purpose and scope allows you to gain feedback from advisors and supporters, which will help you decide if your project, as currently envisioned, “should” proceed. This step also allows you to clarify what you are “not doing” so that you can concentrate your energy on what really matters.
 Initiation Steps:
· Clarify your purpose – Almost every project is linked to ongoing community initiatives. Articulate how your project meets a community need or achieves an important change that is not already being pursued by another organization. The more clearly you understand the broader context for your work, the more likely it will be that your project will provide an important solution and will be supported by key stakeholders.

· Define your scope and outcomes – What is it you are supposed to accomplish by managing your project? What is not included in the project scope? Keep in mind the value of measurable indicators of success (e.g., data or survey responses) and anecdotal information (e.g., storytelling). Clarify your scope with advisors and potential supporters. 

· Determine available resources – Who can help you? What funds do you need? What equipment or other resources are available? As the project lead, you will need to find these resources through your own ingenuity and relationships, but you will also get help from supporters. 

· Check the timeline – What is a realistic timeframe to get your project done or to achieve a major milestone? As a volunteer, you typically have control over your timeline and deliverable, but it is helpful to give yourself some structure to work with so you can track your progress and allocate your time consistent with your priorities. In some cases, your project will be influenced by factors outside your control (e.g., project partner timetables) and your timeline will be helpful to keep track of the parts you can control.   

· Assemble your project team – Who do you need on your team to complete your project? Consider a range of supporters such as advisors, public and private sector partners, board members, volunteers, donors (money and in-kind services). As the project lead, you assemble and manage the team.

· List the big steps – What are the major pieces of the project? If you don't know, start by asking your advisors. It is a good idea to list the steps in chronological order but don't obsess about it; you can always change the order later.

· List the smaller steps – List the smaller steps in each of the larger steps. Again, it usually helps you remember all the steps if you list them in chronological order. How many levels of detail you describe depends on the size and complexity of your project.

· Develop a preliminary project action plan – Assemble all your steps into a plan. What happens first? What happens next? Which steps can go on at the same time with different resources? Who is going to do each step? How long will it take? There are many excellent tools available that can manage a lot of this detail for you. SAGE has provided a simple Project Action Plan. Ask others in similar positions what they use.

· Anticipate closing steps – If your project is to complete a feasibility study, clarify up front who will carry the ball forward if the study suggests the project should continue. If your project involves an ongoing initiative, you should also clarify up front who will manage it and with what resources if you are no longer involved. If you are counting on another individual or organization to carry the ball forward, it is very important to get early buy in from that individual or organization. 
2. Planning: In larger projects, this phase outlines, in more detail, the project plan and determines which tools are best for the project’s size and management; clearly identifies the work to be performed; prioritizes the project and calculates resources – time, budget, people needed to complete, etc. 
In traditional project management, this step allows you to develop a detailed understanding of the various moving parts that you likely identified during the initiation phase. For your project, you can likely start implementing your project based on your preliminary “action plan” described above as opposed to going through this more detailed planning phase. That said, the following steps are summarized in case they are helpful to you.
        Planning Steps:
· Create a detailed plan – Get feedback from your advisors (and friends) on your preliminary project action plan developed in the initiation phase (phase 1). Adjust your timelines and work schedules to fit the project into the available time. Make any necessary adjustments to the action plan to produce a more detailed plan.
· Add clear tasks to the plan – At the beginning of a project, the size or scope of the task might seem overwhelming. (Ask anyone who’s ever tried writing a book!) However, breaking things into small and manageable chunks can help you eat that proverbial elephant. When working on a team, you should describe your tasks as active verbs, so you and your team members are clear what needs to happen to succeed.
· Maintain perspective – The point of planning is NOT to follow the plan, but to gain a better understanding of what needs to be done. Keep in mind that the plan you layout today will likely change at various intervals in your project. Your plan is also an important tool to communicate to your advisors and supporters who are available to help you achieve your goals, and also need to know how they can help.
3.  Execution: All your preparation in the previous phases goes into motion in this phase. This phase involves implementing tasks, getting the support you need, and communicating progress. The steps below focus primarily on getting the support you need from others.
       Execution Steps:
· Get help from others – Consider these four big picture strategies: 
(1) Demonstrate that volunteering is rewarding. One reason you are likely motivated to do your project is because you created it and you own it. You can engage others more fully in your project by identifying a shared sense of purpose, clarifying the value of their help and building fun into your action steps.
(2) If you need expert help (e.g., web support, legal advice, etc.) make your request specific, time-limited, and do some of the pre-work to make their job easier. 
(3) If you need long-term help, give people a chance to do something consistent with their interests as much as their skills and experience. Just because someone has a ton of experience designing websites does not mean that they want to do that in their free time. You are more likely to secure the help you need if you invite people to choose from a range of opportunities that help them grow personally and professionally.
(4) Try to give people some control over the timing to complete their task. Volunteers own their time and are more inclined to help if they do not feel time-pressed. This means that you often need to start looking for volunteer support well before you need it. That said, some volunteers are more likely to respond to urgent requests.  
· Work your plan, but don't die for it – Making your plan is important, but it can and will likely change. You may have a plan for commuting every morning. If one intersection is blocked by an accident, you change your plan and go a different way. Do the same with your project plans.
· Monitor your progress – Pay close attention to the tasks you need to complete at the beginning of your project, particularly if they involve other people. That will make it easier to catch issues before they become problems.
· Document your experience – Your project will likely go through quiet and busy periods. Regardless of what’s going on, it is helpful to write things down when you change your plan. You can't remember everything, so write changes down so you'll be able to keep track of them and learn from them.
· Keep others informed – Keep your advisors and supporters informed of progress along the way. Let them know of your success as you complete each milestone, but also inform them of problems as they come up. If changes are being considered, think about who needs to know and make sure everyone involved is aware of what everyone else is doing.
4.  Performance and Control: In traditional project management, this is where the “rubber meets the road.” As the project manager, you compare your project’s status and progress to the actual plan as the work is performed. In doing so, you adjust schedules and resources, and do what it takes to keep your project on track. 
Performance and control steps:
· Timing – This phase goes on simultaneously with the execution phase (a dance).

· Practice management and leadership – You will need to practice management skill to monitor and keep tasks in motion, and leadership skill to keep the vision of the project alive, inspire individuals and provide coaching and guidance to team members.
5.  Completion: Your project may be over in six months, or it may have been step one in a much larger endeavor. Regardless, this phase involves ensuring key tasks are complete, key advisors and supporters are aware of your project’s outcomes and highlighting project successes and lessons learned.  
Completion steps:
· Closing – Acknowledge what you set out to accomplish (even in modified form) is done. If you have a check list, there is a cathartic feeling from checking that last box. 

· Celebrate success – Since projects are finite, they will have an end…no matter how far off that might seem at present. When you get to this point, make sure that you figure out some way to celebrate. You deserve it.
TOOLS
There are lots of project management tools. As you learn about these tools, your task is to select a tool that you will actually use, and that is appropriate for your project’s scope. For instance, you and your team may run your project with sticky notes and emails, or you may make some spreadsheets or charts. In the end, it is not the tool so much as the relationships and team members you rely on to complete a successful project.  
Keep in mind that it is helpful to use a project management tool that doubles as a communications tool. For example, if you need to involve several people in your project, your management tool can help others quickly grasp big picture issues like project timing, when you need resources, and who may be in the best position to help. 
MANAGEMENT AND LEADERSHIP 
Successful projects require managers and leaders, and many people need to be both. 
Simply stated – management is about executing tasks and processes, measuring performance and problem solving to produce quality services (or products) on budget and on time. Leadership is different. It is about vision, about focusing on people, about empowerment and, most of all, about producing useful change. It is about stepping into the unknown and responding to unexpected developments and behaviors. Leadership is demonstrated regardless of where you are in life, in your organization or in your community.
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