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Praise for THE NEW ONE-PAGE PROJECT MANAGER

The New One-Page Project Manager  templates reduce any project—large or small, traditional or  
Agile—to a simple one-page document, perfect for communicating both the project plan, and 
then performance to that plan. Now in its latest edition, this practical guide, currently saving time 
and effort in thousands of organizations worldwide, has itself been refined. It now includes refer-
ences to the PMBOK, the innovative AgileOPPM™, and introduces the online MyOPPM™ template 
builder. This is seriously simple project communication at its best.
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DISPLAY THE PROJECT PLAN AND COMMUNICATE PERFORMANCE—  
ON A SINGLE SHEET OF PAPER!
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“How is it possible to manage a major project using the information formatted onto a single page?  
That is the magic and the value of the OPPM. It creates an interface between the  
sophisticated, specialized skills of professional project managers and the many  

other stakeholders whose expertise is essential for project success.”
—Eric Verzuh, PMP, President, The Versatile Company,

author of The Fast Forward MBA in Project Management

“AgileOPPM really works! It makes the complex look simpler and communicates accurate  
and honest assessments, all on just one page—which can, and will,  

be read by even the busiest executive.”
—David C. Berg, Retired Chief Information Officer, IBM,  

Unisys and Sun Microsystems

“Executives want the answers to two questions: Where are we today? And where will we end up?   
The One-Page Project Manager series of books is encouraging you to do just that.  
Making this part of your project management methodology will simplify and improve  

your project communication, especially with busy executives.”
—Harold D. Kerzner, PhD, Senior Executive Director,  

International Institute for Learning, Inc.
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Praise forTheNewOne-PageProjectManager

“ The New One-Page ProjectManager is an essential part of my executive

toolkit. OPPMs communicate a project’s plan and then communicate

progressive performance to that plan in a complete yet efficient way,

thereby increasing the visibility and collaboration so vital for successful

project management.”

—Michael O. Leavitt, Chairman, Leavitt Partners; Secretary,

United States Department of Health and Human Services (2005–2009);

Administrator, United States Environmental Protection Agency (2003–2005);

Governor of Utah (1992–2003)

“Creating clarity from ambiguity, while organizing complex interrelated

processes, lies at the heart of outstanding project management. The New

One-Page ProjectManager is a tremendous tool to assist in achieving

that goal.”

—Chris Liddell, Former CFO,

Microsoft and Vice Chairman and Chief Financial Officer,

General Motors

“As the CEO of Deloitte, I had oversight of countless projects, both at

Deloitte and at our clients. Successful change initiatives require clear

vision, strong leadership, meaningful milestones, focused execution, and

clear accountability. Clark Campbell, through The NewOne-Page Project

Manager, has successfully integrated those critical success factors in one

readable page. The difference between projects that succeed and those

labeled as disappointments is always made in the execution. The OPPM

can be an effective enabler of strong project management, significantly

increasing the likelihood of success.”

—James H. Quigley, CEO Emeritus of Deloitte

“While at initial glance this book may appear to be simply about

developing a ‘dashboard’ for tracking an important project, it soon

becomes clear that it is much more than that. The approach outlined by

Clark Campbell, an experienced and accomplished project leader,

provides a proven process for project management that significantly

improves the chances that the project will be completed on time,



on budget, and on target for its intended purposes. Furthermore, it provides

a straightforward yet compelling set of steps to ensure that those with the

ability and responsibility to achieve the desired results are supported,

guided, and focused in their efforts to do so. This approach will prove

especially beneficial to students and practitioners who want to learn and

apply the skills and tools of effective project leadership.”

—Steven C. Wheelwright, PhD, Baker Foundation Professor,

Senior Associate Dean, Director of Publications Activities,

Harvard Business School, Harvard University

“Impressive in its simplicity, yet universal in its application, the One-Page

Project Manager began assisting Chinese project managers in 2003, when

Mr. Campbell first lectured in Beijing. OPPM is easy to learn and use, and is

impressive in its clear capacity to communicate. It should be required

reading for every manager who wants to improve project performance,

accurately tell their story, and do it efficiently.”

—Jonathan H. Du, PhD, CEO and Chairman,

WiseChina Training Ltd., Beijing, China

“Total Lean Management requires lean communication. OPPM is in very

deed—a lean communication tool. O.C. Tanner, a Shingo Prize winner, is

among the top 3 percent of Lean companies in North America. Their

distinctive combination of OPPMwith Toyota’s A3 report reveals a unique,

continuous improvement, one that documents, in part, how they have

executed their strategy to achieve market dominance and profitable

growth.”

—Ross E. Robson, PhD, President DNR Lean LLC,

Strategic Founder and Executive Director of the Shingo Prize (retired)

“Don’t be fooled into thinking that OPPM is applicable only to monumental

and product related tasks. OPPM is a way of organizing the way one thinks

about tasks that lie ahead. It is a way to identify what goals are worth the

investment of time and other resources, and then to describe them in

simple and measurable terms. It is just as useful in building a winning little

league team as it is in building a ball field. Once understood, OPPM is a

tool useful for any task important enough to plan for.”

—Justice Michael J. Wilkins, Utah Supreme Court (retired)
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FOREWORD

You have in your hands a book that is both a critical tool

for, and a symbol of, our innovationeconomy.

Our twenty-first-centuryworkplace is the scene of rapid,

visible evolution. This rapid evolutionmeans we are sur-

rounded by projects. Some projects are huge, such as a

new commercial airplanemodel. But the proliferation of

projects is duemore to an increase in small projects, such

as implementing standardized processes in an operating

room, a promotion campaign for awinery, or opening a

newoffice for a growing business. There aremany reasons

thepaceof changeand thenumberofprojectsare increas-

ing, but there is no doubt it is true, for the evidence is all

aroundus.

Projects generate chaos. How could they not? The

definition of a project iswork that has a beginning and an

end, and produces a unique product or service.By their

nature, every project has an element of discovery, doing

something that hasn’t been done exactly that way before.

Every project is different from the last one. It’s theopposite

of the twentieth-century focus on continuous process

improvement—refining thewaywemanufacture acar or

process a bank loanuntil we driveout all inefficiency and

error. Managing a single project may not quite constitute

chaos, but as projects proliferate we find ourselves

juggling a collection of increasingly diverse tasks, goals,

and resources.

ix



FOREWORD

The project-driven workplace emerged in the 1990s. In

that one decade, the discipline of project management

broke out of its construction and defense industry niche

and spread throughout all organizations: for-profit,

nonprofit, and government. With it came an explosion of

training, methodology, software, and certification—all

directed toward gaining control over the ever-increasing

complexity associated withmanaging more andmore

projects.

Our approach tomanaging the complexity of projects

has become equally complex. Project Management

Offices (PMOs) are staffedwith expert project managers.

Enterprise project management software attempts to

systematize the juggling game, corralling our jumble of

projects into a common framework and database. All

of this effort and structure introduced to get our arms

around this chaotic work has allowed us to jugglemore

andbigger projects.

Yet therehavebeen two significant departures from this

trend toward larger, more complex project management.

Thefirst, theAgile softwaredevelopment approach, broke

the paradigm of rigidity and control because it became

clear that increased structure both slowed projects

down and degraded the quality and usefulness of the

resulting software. Within a decade, the appeal of Agile

transcended the software and information technology

industries and is being usedwith other kinds of projects

where discovery and rapid learning play major roles

in project success. Agile does acknowledge the com-

plexity of projects, but it addresses the complexity with

x



FOREWORD

principles and techniques that are designed to coexist

with complexity rather than conquer it.

The second significant trend away from complex

project management is described in this book, The

One-Page Project Manager, or OPPM. The OPPM also

accepts that projects can be largeand complex, but insists

that to effectivelymanage themwemust be able to distill

thecomplexity tobring themajor themes into focus.Using

theOPPM,wecan simultaneously pay attention to several

key dimensions of project performance, producing

a sufficiently complete understanding to make good

decisions.

How is it possible that we canmanage amajor project

using the information formatted onto a single page? Even

simple project management methodologies call for a

half dozen separate documents. But that is themagic and

the value of the OPPM. Project management is already a

discipline populated by graphic techniques, because a

picture not only isworth a thousandwords, but itmay be

theonlyway to truly synthesize anddigest themeaning of

thosewords. TheOPPM takes synthesis and summary to a

new level.

During 20-plus years of teaching and consulting in

the field of project management, my team at The Ver-

satile Company has worked with many thousands of

projects and project managers in industries as diverse

as health care, education, aerospace, and government.

Throughout this time I have prized the practical over the

theoretical. I particularly attempt to focus on the mini-

mummanagement overhead that produces the greatest
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productivity benefit, so it is natural for me to appreciate

theOPPM. I am also naturally skeptical, so Iwas cautious

in embracing it. I’ve developedmy own rules of thumb

for evaluating a project and theminimums needed for

effectivemanagement, and they are published as the Five

Project Success Factors inmyownpopular book,The Fast

ForwardMBA in Project Management, 4th edition (John

Wiley & Sons, 2012). I used the lens of the five factors to

view theOPPM and was impressed that it contributed to

every oneof them.

1. Agreement among the project team, customers, and

management on the goals of the project. The OPPM

clearly and concisely states the project’s goal at

the top of the page, with subobjectives listed in

the left column. Together, these provide clarity to

key stakeholders about the purpose and scope of

the project.

2. A plan that shows an overall path and clear respon-

sibilities and that can be used to measure progress

during the project. This may be the OPPM’s greatest

strength—synthesizing and summarizing the details

of the project plan and task status to provide a

useful high-level understanding of the plan and

our progress.

3. A controlled scope. Uncontrolled scope is the num-

ber one threat to on-time, on-budget performance.

Uncontrolled scope means we allow additional tasks

and objectives to be added to a project without con-

sciously and formally accepting the related cost and
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schedule increases. Using the OPPM, it is clear what

our major tasks are, when we will meet major sched-

ule milestones, and how much we plan to spend.

Changes that attempt to creep into the project will

become visible in one or more of these dimensions

quickly, providing notification to the project manager

and the project’s owners that they need to contain the

change.

4. Management support. Every project needs support

from management. Project managers and teams don’t

have sufficient authority to accomplish the project

on their own. The age-old problem is getting busy

executives to engage based on accurate project infor-

mation. This was the genesis of the OPPM: creating

a single project dashboard that enables meaningful,

informed involvement from managers with multiple

projects under their span of control.

5. Constant, effective communication among everyone

involved in the project. This is the essence of the

OPPM.

Amazingly, the OPPM is the product of a very few

executives—and of one in particular, Clark Campbell.

Among all the other methods and techniques in the

world of project management, it is nearly impossible

to find one with a single inventor, as most techniques

have evolved out of common usage across hundreds

or thousands of projects. The clear exception is Henry

Gantt, who literally a century ago introduced the now

ubiquitous chart that bears his name. Like Gantt, Clark
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Campbell and his colleagues produced this new graphic

for project reporting out of necessity andhoned its design

throughuse.

This new edition benefits from five years of feedback

since its initial publication in 2007. Appropriately, it also

includes amodifiedOPPM forAgile.

In our innovation economy characterized by rapid

evolution and abundant projects, project management

has taken on increased importance. It is also necessary

to realize that we need both complex and simple

approaches tomanaging projects. The OPPM does not

replace the complex methods—Clark Campbell is clear

about that. The OPPM creates an interface between the

sophisticated, specialized skills of professional project

managers and themanyother project stakeholderswhose

expertise is needed for theproject.

I congratulate Clark on his success pioneering this

timely management and communication tool. It is

well suited to the demands of leadership in these

turbulent times.

EricVerzuh, PMP

President, TheVersatileCompany,

www.VersatileCompany.com

Author,The Fast ForwardMBA

inProjectManagement, 4th edition
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I N TRODUCT ION

Seventeen years ago, a skeleton of theOne-Page Project

Manager (OPPM)was crafted in theCincinnati airport by

a small project teamwhilewewaited for a delayed flight.

Our company president had asked us to find away to col-

lect thenecessaryprojectcomponents,wrap themaround

a standardX-chart, and report to himona singlepage.

That sounded nearly impossible. Project reports for

uppermanagement typically ran tomany, oftendozens, of

pages, sowe were certainly in favor of exploring ways to

eliminateanynon-value-addedwork.We therefore crafted

the first OPPM to document the plan and communicate

theprogress for a project todesignandbuild a $10million

warehouse with automated storage and distribution.

Then, for the next decade, we used theOPPM to commu-

nicate the status of projects of all sizes and also to actually

manage small projects.

It has now been seven years since work was started

onmy book The One-Page Project Manager , where the

OPPM templates andmethods were shared with project

managers and other interested practitioners. Since that

initial publication, I have taught project management

at theUniversity of UtahandWestminster College in Salt

LakeCity andhaveconsultedwithFortune500companies

and taught seminars in the United States and abroad.

Two additional books followed, The One-Page Project

Manager for IT Projects andTheOne-Page ProjectManager

xvii
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for Execution, written withO.C. Tanner andWestminster

colleagueMikeCollins.

Another considerable change is that after 30 years

I retired from the O.C. Tanner Company and founded

OPPM International (OPPMi)withmy sonMichael (Mick)

Campbell. AtOPPMi,weprovideweb-basedprojectman-

agement tools andwrite, consult, train, and speak around

theworld onboth traditional and agilemethods, aswell

as on how to use theOPPM. Interacting with thousands of

folks has considerably enhanced our understanding of

the communication issues project managers face every

day andhow theOPPMhasbecomepart of the solution.

Finally, readers of all theOPPMbooks—andmore than

100,000 copies havebeen sold in seven languages—have

beengracious and generous in their feedback. They have

told us numerous stories about their use of the OPPM, its

benefits, and the challenges encountered when incorpo-

rating this tool into their project management processes.

From their comments we have learned an enormous

amount, and thank them for their observations.

Comments from Readers and Users*

OPPMprovidedmewith valuable benefitswhich

willmakemeandmy companymore productive.

The lessons and insights gleaned fromMick and

Clarkwere very interestingaswell as valuable.

I highly recommend!

—E.McCasland, Dell TelephoneCooperative

*Mick has collected these comments from readers and users who have read our
books, have attended his seminars, and have used the OPPM.
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Combining this feedback and experience, we decided

not to call this a secondeditionbut to retitle thebook,The

NewOne-Page ProjectManager.

It is new in two ways: updated and expanded. It is

an update of the first book with some content from the

second and third, and it is expanded, both in quantity

and scope. Quantitatively, this book contains additional

templates and displays. In terms of scope, it includes a

discussion of the agile OPPM, references to the Project

Management Body of Knowledge (PMBOK), coverage

of the OPPM as amarketing tool, illustrations of how the

OPPM aligns to current communication research, and all

of this—finally—with templates in color!

70 YEARS OF EXPERIENCE

In January 1962,when I was a 12-year-old in junior high

school, Dad passed away in his sleep. Mother, a govern-

ment secretary, then tackled the challenge of raising my

youngerbrother,my twoyounger sisters, andme.

To keep me engaged and out of trouble, mother

assigned me a “project” to build in our unfinished

basement. I, of course, knew very little about carpentry,

electricity, heating, or any projectmanagementmethods.

Fortunately, we lived in a neighborhood with plenty of

SMEs—subject matter experts—althoughwe didn’t call

them that at the time.Oneneighborownedabuilding sup-

ply company, anotherwas an electrician, and another did

heating and air-conditioning. I arranged for them to pro-

vide some needed help but had to domost of the work

myself. As a young teenager, unbeknownst tome, I had

xix



INTRODUCTION

been given amost valuable gift. From that early formative

experience, I learned many of the basics of project man-

agement, one failure at a time. Apassion for project man-

agementwasborn.

As Iwrite this, I am63. That’s ahalf-centurywherenearly

every professional responsibility and assignment that

camemyway required project management in one form

or another.

As a student publisher of the campus newspaper and

thenpresidentof thestudentbody,projectswerewhat cap-

turedmy interest. Twoyears in London sawmegravitate to

revisingandpublishing reportsonvolunteer service. Tasks

as an economic analyst for the government were project

based. My first real job was as a young MBA/chemical

engineer with DuPont assigned to the Kevlar commer-

cialization project. DuPont was deeply committed to

communicating via graphs and charts and tutoredme in

the visual display of data. In 1979 I joined O.C. Tanner to

manageadozen internal consulting projects. I continued

to direct projects for the next three decades, retiring as

chief project officer and senior vice president.

Mick, as I said, ismy partner at OPPM International,

which we started in 2008.Agilemethods, information

technology (IT), and computer projects were the

focus of his master’s degree and eventual position as

vice president for amid-sized telecom company. He

brings 20 years (he is now 38) of experience to our

work, including both traditional and agile project

management. His Cisco certifications and insights

into lean and agile project management, coupled

xx
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with his understanding of the PMBOK, have refined

and enlarged the content, tools, and techniques

introduced in this book.

Comments from Readers and Users

Phenomenal learning environment.What a

pleasure to have bothMick andClarkCampbell

available to present thematerial. I was honored to

have the opportunity to hear “TheOne-Page Project

Manager” presented by this father–son team. It

doesn’t get any better than that. Thewealth of

experience andworkingknowledgeMick and

Clark possess is absolutely invaluable.

—J. Fenton-Sims, Allstate

PROJECT MANAGEMENT:
A BRIEF HISTORY

TheMicrosoft Officewebsite notes that in the latter half of

the nineteenth century, large-scale government projects

became the basis for project management methodology.

Modern project management dates from the 1950s

and 1960s.

During the early years of project management’s mod-

ern history, timelines and PERT (program evaluation

and review technique) scheduling techniques were

the most commonly taught methods. Construction,

engineering, defense, and aerospace were the drivers of

more formal methods, with Primavera (now owned by

Oracle) launching its project management tools in 1983.

xxi



INTRODUCTION

IT projects themselves began tobe aggressively supported

with the launchofMicrosoft Project in 1990.

Agile project management is ofmore recent vintage.

According to John C. Goodpasture in his book Project

Management the AgileWay , this form of project manage-

ment began in Japan in the 1980s for use in the product

development industry. It was in response to newproducts

often not meeting expectations. Agile project manage-

ment got on amore formal footing in 2001,when a group

of project management thinkers gathered in Snowbird,

Utah, to find common ground among competing and

untraditional methods and produced a framework it

named the Agile Manifesto. From this came the Agile

Principles and theAgileAlliance.

Today, project management is an academic discipline,

a business activity, and a strategy—indeed, a profession.

A growing demand for project management tools has

fueled the development of a broad array of software,

methodologies, and applications, each seeking to aid

project managers in their pursuit for project success.

There exist publications and websites that cover only

issues related to project management. A small library

could be compiled consisting exclusively of books about

project management. Training organizations, seminars,

and certifications focus exclusively on the topic. AGoogle

search today revealsmore than200million results.Dozens

of universities offermaster’s degrees in the discipline, and

a fewoffer doctorates. A topic and a skill set thatwereorig-

inally developedonanadhocbasis are today a significant

industry, profession, and topicof academic study.
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CHAPTER

The Necessity of
Simplicity and the
Power of Visuals

Not a single project manager would disagree with

the necessity of simplicity or that a “picture is worth a

thousandwords.”

The difficulty arises in our attempts to find that elusive

balance between too little and toomuch and in crafting

just the right visual.

For us project managers, the “detail syndrome”

seriously compromises this quest. Yes, the detail

syndrome—you have it, and so do I. We have been

successful project managers in largemeasure because

we understand and focus on the details, wemanage and

drive thedetails, weconstantly think about thedetails, we

knowwhich details are critical to our project’s success,

and wewant management to appreciate the complexity

of our efforts.

1



THE NEW ONE-PAGE PROJECT MANAGER

However, our attempts to communicate often include

toomuchdetail.

Now before moving on, let memake it clear that this

propensity for both detail awareness andmanagement is

indeed essential to successful project management, yet it

can add confusion to, and dilute the clarity of, our project

communication.

Okay, still no debate. Yes, we should communicate

simply evenwhen it feels counterintuitive. So how dowe

knowhowmuch is toomuch?Mick calls this the quest for

“serious simplicity.”

Edward R. Tufte is professor emeritus at YaleUniversity,

where he taught courses in statistical evidence and

information design. In his remarkable book The Visual

Display of Quantitative Information, 2nd ed. (Cheshire,

CT: Graphics Press, 2001), he says, “Often the most

effectiveway todescribe, explore, and summarize a set of

numbers—even a very large set—is to look at pictures of

thosenumbers. Furthermore, of allmethods for analyzing

andcommunicating statistical information,well-designed

data graphics are usually the simplest and at the same

time themost powerful.”

Einstein is reputed tohave said, “Everything should be

madeas simple as possible, but no simpler.”

THE GUIDING PRINCIPLE

Beas simple as is practicable .

Practicable is precisely the right word here. Serious

simplicity is not just as simple as possible, but as simple
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as practicable. Practicable has roots in Medieval Latin

(practicabilis , meaning “capable of being used”) and

Greek (praktikos , meaning “fit for action”). Synonyms

would include achievable, attainable, feasible , and

executable .

I havehad theprivilege to travel and speak togetherwith

other authors in the “Nationally Renowned Best Selling

Authors in the Project Management” series sponsored by

theProjectManagement ResourceGroup.Onememberof

our group,Michael J. Cunningham, president and founder

of theHarvardComputingGroup,writes inhis book Finish

What You Start: 10 SurefireWays toDeliver Your ProjectsOn

TimeandOnBudget (NewYork:KaplanPublishing, 2006),

“Oneof themost complex issuesabout larger-scaleproject

management is visualizing what is happening. Commu-

nication may be time consuming andmight not appear

to produce immediate results, but trust me, this is the big

one” (italics added).

FIGURE1.1 Visual Movement
Watches

A wristwatch provides a

useful visual andmetaphor

for project management.

The elegant transpar-

ent face of Swiss-made

Vacheron Constantin

watches in Figure 1.1

show both the time and a

visual display of the move-

ments, all working in perfect

harmony to determine, convey, and thenmaintain the

correct time.
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FIGURE1.2 Simple
Watch Face

Aprojectmanager, like thewatch-

maker, knows every cog, spring,

post, jewel, and movement. The

principle purpose of a watch, how-

ever, is not to reveal itsworkings, but

to simply communicate the time.

SeeFigure 1.2.

Project managers are prone

to communicate project status

with pages of paragraphs and

comprehensive visuals—not

dissimilar, metaphorically, to communicating the time

withwatches like those inFigure 1.1. This is becauseof the

following:

1. We are inflicted with detail syndrome. “We are the

watchmakers.”

2. We sense that by exposing more of the project’s

“inner workings” our conclusions will be more

credible. “You can see why this watch keeps perfect

time.”

3. We are fully conversant with all the details and quite

at home with their interrelationships. “I find satis-

faction in working with, and in observing the inner

workings of, my watches.”

4. We want others to knowwhat we know and also

to know that we know. “See how complicated this

watch is, and I was the one who built it.”
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5. We allow a request for one detail to open a floodgate

for revealing many details. “Because you asked for

the date, I’m sure you will appreciate the day, the

month, the phases of the moon, and more.”

6. We already know the status and therefore are not

able to perceive the distraction magnified by a veil of

details. “It is clear to me what time it is.”

7. Finally, some of our bosses want all the details.

Selected discerning customers are certainly willing

and able to invest in the stunning timepieces shown

in Figure 1.1.

Jeffrey Kluger, senior writer at TIME magazine, muses

in his best-selling book Simplexity: Why Simple Things

BecomeComplex (NewYork:Hyperion, 2009), “Complex-

ity, as any scientist will tell you, is a slippery idea. Things

that seem complicated can be preposterously simple;

things that seemsimple can bedizzyingly complex.We’re

suckers for scale.”

Comments from Readers and Users

OPPM’s approach to simplificationof reportingand

status is a great value. Status reports rebuild the

wholewatch rather than simply showingwherewe

are andwhat is needed next.

—C. Burnside, FEMA
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The one-page project manager (OPPM) obliges

project managers to communicate in a sufficient, and

yet efficient, way. It compels them to communicate just

the right balance of toomuch and too little. Using our

watch metaphor, the OPPM is the watch face and not

the watch mechanics. Stakeholders are not generally

interested in a project’s mechanics (details deep into

the work-breakdown-structure or financial minutia

or comprehensive task dependencies), but just the

essential pieces of information on how the project is

progressing on schedule, task, cost, quality, and risk

deliverables.

It has been fascinating toobserve how the OPPM is an

effective communication tool.Wehavewatched as those

whoknewvirtually nothing about it found it could be read

withoutmuch training, almost as readily as awatch by a

childwhohas recently learned to tell time.As in Figure 1.2,

watches are designed to simply communicate the time.

The OPPM is designed to communicate project status

simply and intuitively.

Over the years, Mick and I have conducted OPPM

training sessions in Europe, Asia, Canada, the Caribbean,

and many major American cities, at which we have

handed out sample OPPMs to thousands of attendees

before they receive any training with it. Consistently, they

have understoodmuch of it after a fewminutes of study.

And with no more than 15 minutes of clarification to

explain aspects of the tool that arenot immediately appar-

ent, these project managers can read and understand

the entire OPPM. If youwant an example of simplicity in
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communication, I think I can say, without hubris, look at

theOPPM.

Comments from Readers and Users

I’ve heard aboutOPPM, but didn’t think it could

helpme. After seeinghow it is created, I know it to

be an extremely useful tool to track projects and

communicate status.

—D.Harrington, ELCANOptical Technologies

The 1848Shaker song by Elder Joseph Brackett begins,

“’Tis a gift to be simple, ’tis a gift to be free, ’tis a gift to come

down where we ought to be.” OPPM has proved to be a

simple gift to those wrestling with project management

communication.

Remembering Einstein, it would be a gift only if it were

not too simple. The power and simplicity of OPPM is a

combinationof the following:

1. All five essential parts of a project (tasks, objectives,

timeline, cost, and owners) plus risk and quality

2. The linkages and alignment of each

3. A clear, efficient, and accurate representation of both

plan and performance

4. An addition to, rather than a replacement of, current

powerful project management tools

5. An intuitive picture that is easy to create and easy to

maintain
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Comments from Readers and Users

Most valuable—learning theOPPMmethodology.

I have been searching for simplicity and easy

communication skills. Hearing themessage to

focusmore on communication andbe simplewas

valuable.

—K.Gray, Enterasys

THE POWER OF VISUALS

The power of the OPPM comes from its use of graphics.

This is not a new idea. Those old enough to remember

the early days of the personal computer in the 1980s

and early 1990s remember what it was like to operate

thosemachines. Most used an operating system known

as DOS (which had versions from IBM and Microsoft)

and required the user to type in instructions in cryptic

codes. For example, backup c:\oppm\*.* d: /s tells the

computer toback up all thefiles and subdirectories in the

OPPM directory found on the c: drive and save them to

thed: drive.

Professor Margaret J.Wheatley, in her book Leadership

and theNewScience:DiscoveringOrder inaChaoticWorld,

3rd ed. (SanFrancisco: Berrett-Koehler, 2006), concludes,

“Our yearning for simplicity is onewe share with natural

systems.”

Today computers use graphical user interfaces, com-

monly called GUIs, which allow the user to save files

by clicking with a mouse or tapping with one’s finger
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on the “save” icon (a graphic) and directing it to save

wherever on the device the user wants. InApple’s iTunes,

for example, to takea song in yourmusic library and save

it to another place, such as a playlist, just click on the

song and drag and drop it into the desired playlist—no

typing, no text. It’s all about the graphical depiction of

drag anddrop.

The reason the OPPM communicates with simplicity

and clarity is because it, like today’s computers, relies on

displays, graphics, and images. These visual depictions in

general have remarkable power to convey a great deal of

information, quickly, accurately, and with clarity. Before

children learn to speak and long before they learn to

read, they often can recognize visuals like drawings and

photos. Understanding visual representations seems an

innate ability.

No one would think of describing the outline and

features of a country or region with words alone; maps

are infinitely more effective and clear. When traveling

andwanting to convey one’s experiences and adventures

to friends and family, most people rely farmore on pho-

tographs and videos thanwords. Television, YouTube, and

movies attract billions of viewers precisely because they

are visualmedia.

By using graphics, the OPPM is able to provide the

reader with a project’s essence, its essentials, not its

underlying nuts andbolts or cogs andwheels.

Yale professor Edward Tufte, in helping us understand

how something can be explained, teaches what he calls

theFiveGrandPrinciples of Analytical Design.
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1. Show comparisons.

2. Show causality.

3. Showmultivariate data.

4. Show “whatever it takes.”

5. Show documentation.

The OPPM is assembled to display each of these five

principles.

CRITICAL PATH METHOD AND EARNED
VALUE MANAGEMENT

Well established in the project management profession

are twoelegantly simplemetrics designed to convey infor-

mation andmeaning simply and with clarity. First is the

critical pathmethod, or CPM,which came out of DuPont

in the 1950s. Its objective is to calculate and communi-

cate the shortest completion time possible for a project

andhighlight thosecritical tasks,which, if delayed,would

delay thewholeproject.

By design, the OPPM’s tasks do not show dependen-

cies; therefore, a critical path is not readily apparent.

Experience has shown that full PERT (program eval-

uation and review technique) charts and graphical

network illustrations of the work breakdown struc-

ture, although essential to hands-on project managers

for large projects, often tend to overcommunicate

and therefore don’t communicate well to important

stakeholders. The typical CPM Gantt chart visual

is not part of the OPPM. When CPM is important,
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OPPM users identify these tasks by showing their

task numbers in red. In this way, critical path tasks are

communicated to stakeholders simply.

The second is earned value management, or EVM,

which emerged in the 1960s,when theUSDepartment of

Defense established a computation and communication

approach using a set of 35 criteria. Industry has now

codified EVM in the ANSI EIA 748-A standard. Calcula-

tions can be complex, but the intent is to appraise and

drive improvement in project scope, schedule, and cost

with the simple comparison of earned value to planned

and actual performance. The driving idea is to show

project performance with two numbers—the schedule

performance index (SPI) and the cost performance

index (CPI).

Formost, the two earned value indices by themselves

are insufficient and often expensive, especially when

considering thecost ofmaintaining the requisitedata.

The basic OPPM shows a bar in the lower-right section

representing planned project cost. Actual cost is shown

on a comparative bar with both an amount and a color

indicating the seriousness of any overruns. Without the

performance-to-schedule shown above in the middle

of the OPPM, the cost comparison graph is insufficient

because with that data alone, you don’t knowwhether

you are getting the value (scope and timing) youwanted

forwhat youplanned topay.

EVM is specifically designed to address these issues

by simply comparing value earned with value planned,

which is information found in the OPPM. Where
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required, EVMcan be shown in the costmetric section of

yourOPPMwith color andnumerical designations.

NOW TO TURN THINGS 180
DEGREES—BEWARE OF BEING
TOO SIMPLE

Simpler is not always better. Because complexity is well

recognized as a culprit of poor communication, it is

not surprising that those in project management have

attempted to instill toomuch simplicity—sometimes to

thedetriment ofwhat they are communicating.

Do not equate simplicity with brevity. You can be very

brief and communicate poorly. A concise description of

over or under budget alone is not enough, however.What

appears tobe under budget—good news—could really

be bad news with reduced spending resulting primarily

fromdelayedwork. Also, apparent over budget bad news

could really be good news because extra expenditures

have produced greater scope in less time than originally

planned.

Consider this quote from US Supreme Court Justice

OliverWendell Holmes, Jr.: “I wouldn’t give a fig for the

simplicity on this side of complexity; I would givemy

life for the simplicity on the far side of complexity.” In

the phrase “I wouldn’t give a fig for the simplicity on this

side of complexity,” Holmes is saying he is uninterested

in getting a shorthand version of something that does

not convey all that is important, say like someone who

reads the CliffNotes for a novel instead of the novel itself.

But the phrase “I would givemy life for the simplicity on
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the far side of complexity” is saying he seriously values

communications that simply and adequately convey,

elicitedby full understanding, theessenceof a subject.

Anexampleof a succinct project status report occurred

between novelist Victor Hugo and the publisher of his

masterwork, Les Misérables . Wondering whether the

publisher’s work on his book was complete, Hugo sent

a telegram whose message was in its entirety: “?” The

publisher replied with a message of equal brevity: “!”

Hugo wanted to know the status of his book, and the

publisher understood it from the question mark, and

Hugo understood that the bookwas complete from the

publisher’s exclamationmark.

I like to think theOPPMcan, simply and adequately,

convey the essence of a project. And by using it, you

canbeon the sideHolmes so greatly valued.

Comments from Readers and Users

OPPM—thiswill revolutionize howmy teamand I

present information. Simple, yet powerful!

—F.Griffin, NorthropGrumman
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CHAPTER

OPPM Is All about
Communication

Imagine it is Friday afternoon and your company’s pres-

ident just told you hemust report to the board of direc-

tors about your project and its status during their lunch

break onMonday. He asks for a summary of your project

that uses text, graphs, andcharts—includingwhat aspects

of it are on, ahead, or behind schedule; who is responsi-

ble for each of the project’smajor tasks; how the project is

performing in terms of the budget; howwell the project is

meeting itsobjectives;whatmajorproblemshavecropped

up; generally howwell theproject is presently progressing;

and a forecast for thenext threemonths.

Providing all this information could fill a book. You

consider calling upMicrosoft Project, Oracle’s Primavera,

or another project management software program you

have been diligently using and compiling all the data he

requested.
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One thing holding you back is the time required to

prepare such a report. You and your team are deploying

a major milestone this weekend, and a report like this

will take up a lot of energy that would otherwise go to

the project. The performance of the project could suffer

because your president wants such a comprehensive

report in sucha short time.

Inaddition, youknowtheboardwill, at best, bevery lim-

ited on time. Seniormanagers usually only have the time

to read the highlights. They cannot read an entire multi-

page report; instead, they look for key indicators and the

most vital information. If your report proves incompleteor

unsatisfactory, theywill be relentless in pursuit of under-

standing. Therefore, youmust be thorough and disclose

both goodandbadnews.

What do you do? Should you delay your deployment

and devote the weekend and some of your best people

to preparing such a report, or should you do the best

you can, alone, and hope the board is diverted by other

issues prior to their lunch and therefore not as piercing

as usual?

The best solution is actually neither of these.What you

should do—and what you should have done from the

beginning of your project—is simply provide a copy of

your one-page project manager (OPPM). It can be done

quickly, easily, and without endangering the project’s

performance. All the information required is summa-

rized on one page using intuitive graphics that even the

busiest senior manager and board member will quickly

comprehend.
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Comments from Readers and Users

Most valuablewas theOPPM. It provides exactly

what Iwould like to sharewithmy stakeholders

with the correct amount of detail.

—B. Ingram, JPMorganChase

That is the promise of theOPPM: to convey all salient

information a project’s stakeholders need to know

in a timely, easy-to-understand, and easy-to-compile

format. Frommy experience in managing dozens of

projects—ranging from celebrating the bicentennial

of theUS Constitutionwith Chief JusticeWarren Burger,

to implementing an SAP enterprise-wide solution, to

building an award distribution center, to winning a

coveted management prize, to reengineering a major

business process, to launching a new Internet business,

to gaining ISO9000certification—theOPPMworks. And

readers ofmy books confirm thatmy experiencewith the

OPPM is not unusual because they have effectively used

the tool for untold numbers of their ownprojects.

The OPPM informs, keeps people focused onwhat is

important, makes clear who is responsible forwhat, and

tracks howwell theproject is performing basedon several

variables—all on one, simple 81/2-inch-by-11-inch piece

of paper. OPPM neatly balances management’s need to

knowwith itsdesire toknowjust enough inaneasy-to-read

format. It answersmorequestions than it generates,which

iswhy it is suchaneffective communications tool.
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Remember the adage “A picture is worth a thousand

words.” TheWall Street Journal reported on an academic

study that found “humans process information 17 times

faster using sight thanother senses.”

The OPPM takes advantage of our ability to grasp lots

of data and concepts when presented in visual form.

The idea that people often understand pictures better

thanwords is not new. What is new is the use of visuals

to provide detailed, essential information in the project

managementworld.

No matter what the project—its goals or its

purpose, large or small—certain aspects of

managing a project are consistent. Andone of these con-

sistencies is theneed to communicate.

Communication Is Key

Certainly, much has beenwritten about communicating

among the team members of a project. The 1,100-

plus-page textbook on project management Project

Management, 10thed. (Hoboken, NJ: JohnWiley & Sons,

2009), by Harold Kerzner notes: “Because of the time

spent in a communications mode, the project manager

may verywell haveas his or her responsibility theprocess

of communicationsmanagement ” (italics added).

Communications management is the formal or infor-

mal process of conducting or supervising the exchange

of informationupward, downward, laterally, or diagonally.

In short, themain business of project managers may be

communication. There appears to be a direct correlation
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between theprojectmanager’s ability tomanage thecom-

munications process andproject performance.

This book is about project management communi-

cation and therefore project performance. It is about

straight talk that adequately and efficiently illustrates the

whole story. But unlike anything I’ve ever seen written

about project management communications, this book

is primarily about communicating with those who are

not part of the project, both inside and outside the

organization. Yes, every project has an audience who,

although not directly involved in it, is deeply interested

in the project, yet few project managers know how to

effectively communicatewith this constituency.

This constituency includes the board of directors,

senior management, suppliers, customers, and

superiors or subordinates, among others, who are

indirectly involved with the project or its outcome.

Project managers who poorly communicate with

these constituencies may find themselves in difficult

situations nomatter howwell aproject is progressing.

Comments from Readers and Users

Forme, themost valuable tool is “TheOne-Page

ProjectManager.”Wehave been struggling to find a

format for status reporting thatwill both satisfy the

business owners and theworking team. This tool

will be perfect—clearly layingout graphically the

status of the project for the business owners, and

the tasks and risks for theworking team.

—M. Li, JetBlue
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Your success as a project manager is in direct

proportion to your ability to communicate

project performance (that is, scope, timeliness, and

planned versus actual resources), current completions,

and future expectations.

Management wants to knowabout projects, partic-

ularly larger ones. Even small projects havemanagers

at some level in the corporate hierarchy who have

an interest or responsibility for the project yet are not

directly part of the project. Bigger projects tend to

attract the attention of more and more upper-level

managers,with thebiggest projects gettingon the radar

screen of the chief executive officer (CEO) and even

theboardof directors.

Comments from Readers and Users

I think theOPPMshould be amust for any

organization and all projectmanagers. It will help

any projectmanager and project teamunderstand

the deliverables and always exceed expectations.

As you utilize and followOPPM itwill bring

consistency to your projects.

—W. Loban, Fluor

Obert C. Tanner, the founder of the company where

I worked, was intimately involved with our building

projects, no matter how small or large. These were of

great interest to him. However, he left computer software
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projects, even very large ones, to others from whom

he expected simple reports of these complex projects’

parameters.

These not-directly-involved managers, like Tanner,

don’t want to spend a great deal of time studying the

status of a project. If a supervisor on the project team isn’t

performing, management wants to know this but doesn’t

want to spend time and effort ferreting out the why and

who. Whether a part of a project is running behind or is

on time, or if a part is over budget, under budget, or on

budget—these are thingsmanagement wants to know.

Management wants to knowwhat’s going on, who is

performing well, who needs help, and what the overall

status is of theproject.

But—and this is important—they want to know this

easily and quickly. Those not directly involved with

a project but who have a vested interest in seeing

it successfully completed need to be communi-

cated with in a way that engages them and doesn’t

waste their time. Long reports, detailed analyses of

a project, and extended discussions of what’s going

on—well, these are almost certain to cause amanager’s

immediate attention to divert to other pressing issues.

When asked to write a project status report,

many project managers produce shallow

or incomplete summaries in an attempt tomake them

short. Many such reports prompt more questions than

they answer. In such cases, brevity breeds confusion. The

OPPM answers more questions than it generates and is
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brief but sufficient,which iswhy it is suchaneffectivecom-

munication tool.

Yet, when you read all that’s written about project

management, including all the articles and textbooks

withhundreds and hundreds of pages, you’ll find very

little about how to communicate succinctly and effec-

tivelywith supervisorswhohavean interest in aproject

but arenotdirectly involved. There is a lotwrittenabout

what Kerzner called communications management,

but such discussions almost invariably involve how to

communicateamongmembersof theproject team.Lit-

tle is writtenabout communicating to corporate man-

agement and even less about how to communicate in

away that accommodatesmanagement’s need for effi-

ciency and easeof understanding.

Comments from Readers and Users

I believe theOPPM ideology and report has the

potential to be apowerful tool inmyorganization.

There are somany reports thatwe deliver sooften

and the bottom line is difficult to extrapolate from

them. TheOPPMprovides the bottom line front and

center.

—S. Ramirez, California State University SanMarcos

Since writing the first OPPM book, I have spoken in

various cities along with Andy Crowe. Crowe’s book

Alpha ProjectManagement: What the Top 2% Know That
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Everyone Else Does Not (Kennesaw, GA: Velociteach,

2006), concludes that, “Of all the attributes that separate

the Alpha group from their peers, communication pre-

sents themost striking difference.”He goes on to say, “Few

topics evoked the emotional response that communica-

tions did. . . . Thiswas their single greatest need.”

His research revealed that project managers lack two

key communications skills:

1. Understanding of their audience’s communications

needs

2. An awareness of how their communication was

received

Crowe then described the top four traits that distin-

guished the top2 percent:

1. The alphas talk to stakeholders very early in the

project.

2. The alphas set a communication schedule.

3. The alphas communicate their message in a com-

plete, clear, and concise manner.

4. The alphas create an open channel, regularly talking

with stakeholders about the communication itself.

From this,Mick and I haveboileddownCrowe’s insights

into four short prescriptions, which we call the Alpha

Four:

1. Collaborate early.

2. Establish a cadence.

23



THE NEW ONE-PAGE PROJECT MANAGER

3. Craft clear, concise, and complete messages.

4. Open a channel for continuous improvement.

TheOPPMaligns nicelywith theAlphaFour and is a tool

thatwasdesigned, from thebeginning, as away to engage

uppermanagement and all stakeholders andmake their

jobs easier.
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CHAPTER

What Is the One-Page
Project Manager?

I go into detail later about themakeup of the one-page

project manager (OPPM) and how to build one, but

for now I offer a simple OPPM definition: the OPPM
is a communication tool for informing project
stakeholders.
The OPPM paints a highly visual, interlocking picture

of a project. It displays, relates, and links various project

components, making immediately clear to stakeholders

the plan and then the performance to that plan. Because

names of responsible people are shown, motivation

is magnified and opportunities for appreciation are

amplified. A simple open circle, or bubble, indicates

work planned during its corresponding timebox. When

the planned work is complete, the bubble is filled in.

Comparing open and filled bubbles to the current date

reveals timely performance of the scheduled tasks.

Stoplight colors (red, yellow, and green) also highlight

project performance and riskmitigation.
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Driving thedevelopment of theOPPMwas theacknowl-

edgment that we at O.C. Tanner lacked, as amanagement

team, the discipline to consistently manage projects to

achieve on-time and on-budget results. We just didn’t

have the skills needed to successfully manage projects

on a consistent basis. The solution, we thought, was to

sendourmanagers toprojectmanagement school,which

we did. We also read many books and hired plenty of

consultants—and got mired in project management

theory anddetails.

The minutia of projects—exhaustive planning, the

filling out of forms (we had 25 different forms), and so

on—became our focus, and we got overwhelmed by the

bureaucracy, which seriously affected our execution.

This well-intentioned drive toward improved project

management died of its ownweight.We realizedwewere

concentrating more on the process and paperwork and

therefore less on project performance.

The first OPPM (see Figure 3.1) came about as a

coagulation of ideas relating to organizing parts of a

project around a simple matrix suggested by our then

president, Kent Murdock. Being a trial lawyer in a former

life, Murdock was used to simplifying complex issues

into summaries sufficient to address the salient facts yet

efficiently persuadea jury.

Figure 3.1 displays our assignment to replace a

collection of disparate warehouses with a sin-

gle, computer-automated storage and distribution

center.
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FIGURE3.1 The First OPPM Template

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.

Comments from Readers and Users

TheOPPM is a very conciseway of reportinga lot of

info in a very easy to understand single-page report.

I’m looking forward to implementing this at DFW.

—R. Bee, Dallas FortWorth Airport

Be careful when selecting your team. Youwant those

whocanexecute andnot just plan.
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Efficient, effective, well-designed project management

has just the right amount of details, while avoiding too

many. Often, themore detailed and the more elegant

the plan is, themore pedantic and the more plodding

the execution becomes. To put it bluntly, you can be

too obsessive about project processes. The details

can become the drivers, and when this happens, you

lose sight of what’s important and the management

process becomes ineffective. Eventually, the project

breaks down and fails. To use a cliché, you can’t see

the forest for the trees. Moreover, senior management

does not need, nor want, to know all the details.

One of the strengths of OPPM, which may be

counterintuitive, is that it has just the right

degreeof theabsenceof precision.

The first project in which we used this tool involved

the building of a $10million award distribution center

at our headquarters in Salt Lake City. Computerized

cranes had to be shipped from Japan to Salt Lake City,

and whether they would arrive on timewas a source of

considerable concern to the project team. Part of that

concern was because of the distance involved, but part

was because of a devastating earthquake that hit Kobe,

Japan, on January 17, 1995, onemonth into the yearlong

project. The earthquake affected numerous distribution

channels through which the crane components were

arriving.

Management needed to know if this equipment

would arrive on time, if this process was on budget,
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and who was responsible for making sure this hap-

pened, but it didn’t need to know the details of how

the cranes made their way to Salt Lake City from Japan

and all the effort that had to be expended to make

sure the right equipment arrived at the right time.

The OPPM navigates between failing to

plan and overplanning. The plan is just the

beginning—themeans to theend, but not theend.

The OPPM showed our stakeholders how the crane

aspect of this project was progressing but not every

detail behind this part of the project. Senior man-

agement, by using the OPPM, received detailed, but

not overly detailed, information. The information

was presented in a quick, easily understood, easily

digestible format. Project task owners knowandmanage

the details—senior management doesn’t need, nor

want, to know these details. These owners also know

that management is watching their performance.

The OPPMmakes a project’s owners readily

identifiable to every stakeholder. An experi-

enced project manager in one of Mick’s courses noted,

“It telegraphs my team and their tasks to those most

interested.”

The OPPMmakes clear—visually, through the use of

interconnected graphics and color—who is responsible

forwhat and howeach person is performing. Seniorman-

agement sees, immediately by glancing at one page, who
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is performingwell andwho is behindonhis or herportion

of theproject.

Not only does this visualization make it easier for

management to understand a project’s status and who

is responsible, but it also is an important motivator to

the owners. They are clearly aware that their role and

performancearecontinually and immediately visible.

Comments from Readers and Users

Themost valuable componentwas TheOne-Page

ProjectManager templatewith a focus onhow

simple communication is key to successful project

management.

—K. Shuler, Cisco

TheOPPM is a tool that canbeused ina surpris-

inglywidearray of projects.

Its first use was for a construction project, but at O.C.

Tanner,we’vealsoused it for the following:

● Implementing a software project: an enterprise

resource planning (ERP) project using SAP software

that cost $30 million

● Launching a new Internet business: Entrada, which

provides performance awards that companies give to

their top-performing employees

● Obtaining ISO 9000 certification
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● Addressing a long-standing problem: an accounts

receivable reduction project that decreased accounts

receivable by almost a full month

● Winning a prize: the Shingo Prize, an award given

for excellence in manufacturing; O.C. Tanner won it

in 1999

Thousands of projects have been planned and

corresponding status reports have been generated on

OPPMs over the past 17 years. Examples in this book

reflect a “progressive elaboration” and a continuing

refinement of thebasic architecture of theOPPM.

The OPPM can also clarify your thinking and provide

unexpected benefits. For example, in our project to

reduce accounts receivable, the OPPM revealed that of

the fourprocesses involvedwith accounts receivables, the

process of generating invoices hadnoowner. As a result, it

was out of control. Knowing this, wewere quickly able to

assignanowner to this part of theprocess, theprocesswas

brought under control, and accounts receivablebalances

were significantly reduced.

TheOPPMdoesn’t replace your existing tools;

it augments what you are already using. It is

important to emphasize this point strongly. If you use

Microsoft Project, then continue! If you drive projects

with Primavera, continue! Many organizations that suc-

cessfully use those comprehensive software tools are

simply resting the OPPM “on top” as an executive status
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report. Referring back to our watchmetaphor, computer

tools, like the cogs and jewels of the watch movement,

deliver the results; theOPPMcommunicates the results.

The information presented in the OPPM isn’t new.

What’s new is that existing information is placed in a

format that is easy to read and to use. That’s not a trivial

distinction.

An argument could bemade that the success

of projects is enhanced and improved through

theuseof theOPPM.

Comments from Readers and Users

ProjectManagers becamenecessaryas project

complexity grew. Thenprojectmanagement itself

became too complex to explain project status to the

stakeholders. OPPMcuts through the rhetoric and

gives you the tools to easily bringabout stakeholder

understandingof the product, process, and status of

every openproject.

—J.Hoffman, GMRC

Beforemoving on tobuilding and reporting by using the

OPPM, a few comments comparing traditional with agile

project management will be helpful. And of course, we

need avisual.

Figure 3.2 shows the basic similarities between tradi-

tional and agileproject components.
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● Each makes progress over time toward a vision.

● Each requires cost and resources.

● Each strives for higher quality and lower risk.

Traditional & Agile Project Management
Basic Similarities
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FIGURE3.2 Traditional and
Agile Project Management,
Basic Similarities
Copyright OPPMi 2012.

Figure 3.3 reveals that the

processes and the approach

differentiate these two pow-

erful project methodologies.

Suppose the traditional tri-

angle on the left represents a

project to build a Boeing 737

aircraft. The 737 entered air-

line service in 1968and is the

best-selling jet airliner in the

history of aviation, withmore than 7,000 aircraft deliv-

ered andmore than 2,000on order as of April 2012. The

vision is clear, we know exactly what we want, and the

plan for delivering the value includes the whole vision.

Engineering specifications are clear, supply chains are

well defined, production costs are precisely known, and

manufacturing times are defined anddocumented.Qual-

ity is built in to the process with operational excellence,

and the acceptable parameters for risk reducing tests are

standardized.

We knowwhat wewant, how long it takes, howmuch it

will cost, and how to guarantee high qualitywith the low-

est risk. And, we release a completely finished aircraft,

capable and ready tofly.

Now let’s suppose that the triangle on the right of

Figure 3.3 represents the agile approach to designing and
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FIGURE3.3 Traditional and Agile Project Management, Process and Approach
Differences
Copyright OPPMi 2012.

deploying anew in-dashGPS system forNewYork’s fleet of

taxicabs.We have a fixed budget and a highly publicized

date, 24weeks away, when themayor plans to announce

thenewupgrade.

We have the high-level outline of a vision, yet there

is disagreement among various stakeholders on which

features are most important. We have selected 20 cabs

into which we will place the latest release of our GPS

every sixweeks.Wewill plan anddeliver it in three 2-week

sprints prior to each of four releases. Each release will

provide fullyworking software for aminimallymarketable

set of features. Wewill set and reset feature backlogs and

priorities along the way by working with cab drivers,

customers, andother stakeholders.

As we progress through each sprint and release, we

will be adjusting our vision as priorities are repositioned,

technology is refined, and learning is acquired by our
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development team.When themayor presents the newly

equipped taxis to the city in sixmonths, he declares the

project on time and on budget,with a final vision a little

different thanwas originally presumed, acknowledging

that qualitywasaddressedand improved ineach iteration.

He is aware of the reduced risks ofmissing the delivery

dateof his announcement or exceeding thebudget,while

continually surpassing stakeholders’ expectations, even

though those expectations are quite different at project

completion than theywere in thebeginning.

We will now explore OPPMs for both traditional and

agileprojects.
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CHAPTER

A Traditional Project

FIVE ESSENTIAL PARTS OF A PROJECT

The Project Management Institute provides a 5-by-9

construct for thinking about projects—42 separate

processesareeachalignedwithoneoffiveprocess groups

and one of nine knowledge areas. The Harvard Pocket

Mentor outlines a simpler approach by proposing four

phases for every project. Our experience is that every

traditional project has five essential parts:

● Tasks: the how

● Objectives: the what and the why

● Timeline: the when

● Cost: the how much

● Owners: the who

Communicating each element is necessary, which

is why we have used these traditional elements as the

structure of the one-page project manager (OPPM).

(SeeFigure 4.1.)
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FIGURE4.1 FiveEssential Elements of a Traditional Project

Copyright OPPMi 2012.

Let’s look at thesefiveelements inmore detail:

1. Tasks: the how—Tasks are the center of a project

and need to be completed to accomplish the objec-

tives. They are about the nuts and bolts of a project,

the specifics of how it needs to be done. The hierar-

chy and interdependencies of tasks are part of the

work breakdown structure.

2. Objectives: the what and the why—The purpose

of a project is its vision. Ken Blanchard, in his book

The Heart of a Leader (Tulsa, OK: Eagle Publishing,

2002) writes, “Knowing where you are going is the

first stop in getting there.” A project’s objectives can

be general or specific but are always measured by

whether they are done on time and on budget.

3. Timeline: the when—When things are supposed

to be done (and when they are actually done)

are monitored on the timeline. If you expand a

project scope, you have to expand the time or the
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money allotted. “Time is a versatile performer. It

flies, marches on, heals all wounds, runs out, and

will tell,” writes Franklin P. Jones, as quoted inWise

Words and Quotes (Colorado Springs, CO: Tyndale

House, 2000) by Vernon McLellan.

4. Cost: the how much—Some costs are capitalized,

such as building materials, requiring cash now

and affecting income through future depreciation.

Project expenses, reflected in the income statement,

can be hard costs, such as consulting, or soft costs,

as with internal staff deployed on the project. Cost

accounting can be complicated, and large projects

need input from accounting professionals.

5. Owners: the who—These are those who have

accepted responsibility and are committed to

delivering the objective.

The OPPM helps people who are involved in

theproject to think and act likeowners.

Ownership transparency tends topositively affect per-

sonal engagement. It engages those involved in a project.

As they see how their part of a project is progressing, they

know that others see howwell they are performing: own-

ership is a key to engagement. Full engagement requires

bothheart andmind:

● Heart : An appreciation for and commitment to a

project’s vision, complete with a clear understanding
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about what you own, engages the heart. Documenta-

tion and display of ownership magnifies this under-

standing and commitment. When the owner knows

that colleagues, senior management, or others know

about this ownership, the owner’s emotional engage-

ment with a project deepens.

● Mind : The OPPM provides a clear connection

between ownership and the project’s objectives and

metrics. The mind portion of project management

involves showing what the participants own and how

objectives are measured.

Clear ownership illuminates performance, highlight-

ing those who deserve to be recognized and receive

commendations for jobswell done and those whoneed

to be assisted. The OPPM makes it easier to be sure

those who deserve recognition receive it because the

major owners of a project are listed on the tool. This isn’t

trivial because appreciation for great work accelerates

performance, yet seniormanagement oftendoesn’t know

whom to reward or appreciate. Senior managers often

get their information from sound bites—comments from

managers or others, things they hear, or feelings they have

about a person or a piece of the project. This can cause

overrewarding the undeserving or underappreciating

thosewhoperformwell.

With theOPPM, responsible owners are clearly

manifest.
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OWNERSHIP IS REMARKABLY POWERFUL

The following five cases exemplify how ownership

generates engagement and often some unexpected

accomplishments.

Shingo Prize Project

We had one month to submit our application for the

Shingo Prize. Seniormanagement didn’t thinkwe could

do it. I invited anyone in thecompanywhowanted tohelp

to join the team. They would not earn any extra money,

and theworkwouldbedone after hours. The team, in fact,

worked from 5:00 PM tomidnight for amonth to complete

this project. They understood the vision; were energized

by the thought of beating the odds; and were welded

together by a single, time-constrained focus. It was an

invigorated and eager team, and it created an emotional

and productive climate. You can keep a team on that

level of commitment for only a short time. We did it for

one month, and we brought home the prize—literally

andmetaphorically. I subsequently served on the Shingo

Board of Governors. This intense involvement with lean

practices and operational excellence led, in part, to

the third OPPM book, TheOne-Page Project Manager for

Execution: Drive Strategy & Solve Problems with a Single

Sheet of Paper .

Boiler Stack

As we were building our award distribution center, we

discovered late in theproject that building codes required

41



THE NEW ONE-PAGE PROJECT MANAGER

the boiler stack to extend 5 feet above the building.

This would mean an ugly, tall, wired-down, galvanized

stack rising above our beautiful building. To reroute it

would cost $100,000,which wasn’t in the budget. The

owner of that part of the project took it on himself to find

a solution. He ferreted out an obscure opportunity. If a

blower was installed in the stack, the code said the stack

didn’t have to extendbeyond the roofline and,with a little

paint, he could almost hide this unplanned distraction.

For $10,000, a workable solution involving a blower

was found. This employee had a personal, emotional

connection because he had a great deal of ownership

in this project. This ownership came about because

his name was on the OPPM connected to this part of

the project—and the objective to complete the project

withinbudget.

ISO 9000

We hired consultants to help us get the coveted ISO

9000 international certification and therefore had both

internal owners and external consultant owners. The

ownership elements of OPPM resulted in unexpected

and valuable consequences for our consultants and

us. We will explore this in detail in Chapter 12. Alamo

Learning Systems and its president, GuyHale, provided

expert guidance, assisting us to successfully complete

this project infivemonths rather than theexpected six.
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Accounts Receivable Project

For years, our accounts receivable were too high. Pre-

vious attempts to resolve this problem would push

responsibility down to the collections department. We

set up a formal project, complete with anOPPM; on that

tool, we placed the names of sales vice presidents. After

all, it was the sales department that generated all these

accounts receivable, and a sale really isn’t a sale until

themoney is collected. This got the attention of the right

people, and once they took ownership, major changes

occurred. This, combined with assigning an owner to the

setup, invoicing, and collecting processes, resulted in a

reductionof unpaid accounts by 29 percent.

Enterprise Resource Planning Project

Lest you think that theOPPM is a cure-all, a guarantee that

all projects will be highly successful, let me tell you about

an enterprise resource planning (ERP) project we did at

O.C. Tanner.Wedelivered it onbudget and it had the return

on investment promised, but it was not delivered on time.

Actually, it tookmore than twice as long as originally fore-

cast. However, management was able to accommodate

this schedule because it knew, as the project progressed,

why the project was running late and by howmuch. It

knew this becauseevery twoweeks it received anupdated

OPPM that clearly showed which aspects of the project

were fallingbehind the desired timeline and which were
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on time. TheOPPM could not, by itself, bring this project

in on time, but it could communicate tomanagement

whatwashappening,where thedifficultieswere,whowas

responsible, and what to expect. It was by shifting from

traditional to agile project management methods that

this project eventually met timing expectations. We will

explore this in theagileOPPMChapters 7, 8, and 9.

OPPM helps everyone avoid surprises, and

when managing a project, you don’t want

surprises.

Our experience has been that status reports for both

traditional and agile projects tend toward the traditional.

A pure agile practitioner would encourage interested

stakeholders, includingmanagement, to personally come

to the team room where status information “radiates”

from dynamic displays onmost every wall. Such com-

munication visits should happen, but often they do not.

And status reports are required, often in a format familiar

tomanagement. Many traditional OPPMs are at this very

moment being used to communicate status on both agile

and traditional projects.

Figure 4.2 shows how the five essential parts fit into a

standardX-chart. This is the basic skeletonof a traditional

OPPM.

The Matrix

Figure 4.3 is the traditional OPPM basic template. Toward

the bottom left-hand corner, a rectangle is divided into
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FIGURE4.2 TheOPPM X-Chart
Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.

five unequal pie-like pieces. This rectangle represents the

heart of theOPPM.Wecall it thematrix—thepointwhere

all the elements of theOPPM—and project management

in general—come together. As you become familiarwith

the OPPM, you’ll see that its various elements all flow to

this rectangle.

Major Tasks and Risks

The section of thematrix labeled Major Tasks and Risks

is depicted in the column directly above it and is in two

parts: the top, which has the headingMajor Tasks, lists the

project’smajor tasks, and the section belowhas the head-

ing Risks, Qualitatives, OtherMetrics.
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FIGURE4.3 The Traditional OPPM Template

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.

Think of the top section as a list of quantitativemea-

sures, whereas the bottom section depicts qualitative

aspects of aproject.

UnderMajor Tasks, the number you list depends on the

project andhowdetailed youwant tobe, all supported by

yourprojectwork breakdown structure. But beaware that

toomany tasksminimize the effectiveness of theOPPM,

making it clumsy and overwhelming. Plus, youhave only

one page for everything. Include toomany tasks, and you

won’t fit everything on theonepage.

In the example shownhere, we have room for 22major

project tasks. Even for very large projects, this is usually

46



A TRADIT IONAL PROJECT

enough; smaller projects will have fewer tasks. Shortly, I’ll

walk you through the building of an actual OPPM, and

you’ll seehow the task portionof the tool is developed.

Keep in mind that behind each of these tasks, there

could be another OPPM,Microsoft Project, Gantt charts,

or PERT (program evaluation and review technique)

charts. Let’s say you are constructing a building, and the

OPPM with the topmost view, the one seen by highest

management, has as a major task the construction of

the foundation. Onone line of the form you could write,

“constructing foundation.” That task could then have

its ownOPPM that covers themajor tasks involvedwith

constructing the foundation, such as digging the hole,

constructing supports, and pouring the concrete. Each of

thesecould have its ownOPPM, and so forth.

Projects are all about getting things done,

about turning activities into results. Ultimately,

projects are not about activities but about successfully

completing tasks.

Tasks are really the centerpiece of any project—the

heart of theOPPM.Constructing abuilding involvesmany

different tasks, and ideally, those tasks are done correctly,

on timeandonbudget.

Risks, Qualitatives, Other Metrics

Riskmitigationand somekey performance indicators are

qualitativeby nature. They are amatter of judgment. They

are listed in the Risk,Qualitatives, Other Metrics section
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andwill be reportedonwith traffic light colors: green, yel-

low, and red.

Report Dates and Schedule

Moving clockwise around thematrix,we next come to the

section labeledReport Dates. Theseare the dates theboss

wants in status reports. The schedule is laid out in the large

section resting above the set of report dates.

Costs and Metrics

Weuse a simple bar chart in the open box to the right of

the Costs and Metrics triangle. Usually a set of double

bars extends across the page, one for the budget and

one for actual expenses. Costs are plotted as the project

progresses.

Summary & Forecast

Write notes about aspects of the project not covered by

theother sectors of theOPPM in the Summary &Forecast

section. Stakeholders want to know “Why?” and “What’s

next?”

The Summary & Forecast space is limited.

That’s by design. It forces the project manager

to think and write succinctly. Remember, “serious sim-

plicity.”Never reiterate in the Summary & Forecast what

is already illustrated on the OPPM. Focus on explaining

deviations from plan, together with a forecast of reme-

dies. Knowing what you now know, givemanagement

your newly informed view of how the project will appear

by thecompletionof thenext twoor three timeboxes.
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Sub-Objectives

The objective of the project is spelled out at the top of the

OPPM. The sub-objectives are a high-level breakdown of

the major project deliverables. Sub-objectives must be

measurable and verifiable. They are the desired results of

theproject, and as you can see on theOPPM, they are tied

to the various tasks. However, not every sub-objective is

tied to every task.

For example, a construction project might have its

objective “theconsolidationand reengineering of certain

corporate functions.” The sub-objectives tied to each task

would be “Building Complete,” “Systems Operational,”

and “People Deployed.” One task would be “Columns

and beams erected.” That could be tied to the “Building

Complete” sub-objective. Another task could be the

installation of certain software. The sub-objective tied to

this would be “SystemOperational.” The task of software

user training is tied to “PeopleDeployed.”

Constructing the OPPM

You nowknow the basics of thematrix, so let’s get started

on how to construct an OPPM. I’ve broken down the

process into 12 bite-sized pieces that can be altered and

changed tomeetwhatever project youareworking on:

1. Header

2. Owners

3. Matrix

4. Project sub-objectives

5. Major tasks
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6. Aligning tasks to sub-objectives

7. Report dates

8. Aligning tasks to report dates

9. Aligning tasks and schedule to owners

10. Risks, qualitatives and other metrics

11. Costs and metrics

12. Summary and forecast

O.C. Tanner is in the business of creating and distribut-

ing various types of employee awards—recognition,

performance, and safety, among others. Figure 4.4 and all

of the figures in Chapters 5 and 6 are from the project we

called theAwardDistributionCenter (ADC).

FIGURE4.4 The Award Distribution Center, Traditional OPPM
Copyright OPPMi 2012.
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In the first edition of this book, I used the OPPM that

we used during the construction of the ADC. But just as

project management is a technique that is continually

improved, so is the OPPM. Since I first wrote about the

OPPM, as a result of my own experience with it and the

experience of thousands of users who have used the tool

with tens of thousandsof projects andhavebeen gracious

enough to giveMick and me their feedback and tell us

of their experiences, the OPPM has been refined—not

dramatically, but in subtle andproductiveways.

In this book, we will refer to these updated OPPMs as

they relate to theADC andother projects as if theywere in

placeat the timeof theprojects. If interested in theOPPMs

in theiroriginal context, please see thisbook’sfirst edition.

TheADC(Figure 4.4) is abuildingweconstructed that is

dominated by an automated storage and retrieval system

(ASRS). Found between the rows are shelveswith robotic

carriers that runon tracks and canpick out oneaward at a

timeout of the tens of thousandsof awardswe inventory at

any givenmoment. They also can restock the shelves. The

stocking and retrieving of our awards inventory is entirely

automatic.

The project manager and the project’s owners and

helpers fill in the OPPM. They construct it, and then it

becomes thebasis for their status reports.

The OPPMmust be a team effort; your team

consists of all the task owners. Youmay have

tonegotiatewith teammembers, but, ultimately, youneed

buy-in and consensus fromyour team.
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CHAPTER

The 12 Construction
Steps for a
Traditional OPPM

The location of all 12 construction steps are shown at the

top of thecompleted one-page project manager (OPPM)

in Figure 5.1.When an OPPM is finished, we present it

for project approval and funding. Figure 5.1 provides the

opportunity for you to “beginwith theend inmind.”

Now let’s create anOPPM.

STEP 1: THE HEADER

What It Is

The first step is to provide basic information about the

project. This goes at the top of the form in the highlighted

rectangle (Figure 5.2).
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FIGURE5.1 The 12OPPM Construction Steps

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.

The following sections are included:

● Project Name

● Project Manager

● Project Objective

● Report Date

How to Do It

Project Name: Award Distribution Center (ADC)

In our example, the name given the project is purely

descriptive—Award Distribution Center (ADC). Nam-

ing the project sounds simple, and to some degree it
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FIGURE5.2 Step 1: The Header

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.

is. But don’t take this task lightly. The name you give

will be in front of everyone involved with the project

every day, as well as those looking at the project (such

as senior management). For this reason, having the

objective of the project be part of the name is often a

good idea (for example, Reducing Accounts Receivable

Project—not Reengineering Project #2;Winning Shingo

Prize Project—not Manufacturing Excellence Award).

Using the name to subtly reinforce the purpose of the

project toparticipants day after day has value.

When naming the project, recognize the power of

language. Apollo Project, the United States’ project to
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reach themoon,made for a great soundbite,which iswhy

it was such an effective project name. The Titanic Project,

however, probably would send thewrongmessage. Don’t

get too cute with a project’s name, but a catchy title can

help engagepeople andhave theproject standout among

manyprojects.

Youmightwant tohold off naming the project until you

have your team in place. Then, together, everyone can

contribute to theproject’s name.

Project Manager: Clark Campbell

I was assigned to lead this project. Each project must,

ultimately, have one owner, one project manager. This

person’s name is the one that goes at the top of theOPPM.

Everyonewho reads the form knowswho is ultimately in

chargeof and responsible for theproject.

In Step 1, theexecutive in chargemust be identified. Let

me be clear: this person must be the one in charge. This

cannot beanadvisor, a consultant, or anyonewho is not a

full-timeemployeeof yourorganization.

Wewon’t go into great detail about the abilities needed

by the project manager, but because we are addressing

the issue of communication, we should be clear that this

managerhas tobeanexcellent communicator.

I’ve divided the communications skills needed by

projectmanagers into three types:

● Up: This is communication that goes from the person

up the hierarchy to upper levels of supervision and

management.
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● Down: This is communication that goes from the per-

son down the hierarchy to subordinates.

● Out: This is communication that goes from the per-

son out to his or her associates, colleagues, and peers.

In the organization’s hierarchy, these are folks at the

same level as the project manager. This communi-

cation also reaches out to stakeholders beyond the

organization.

Most people are not equally adept at all forms of com-

munication. Someare verycompetent andcomfortable in

thepresident’soffice; theyare goodatupcommunication.

Others work well with their peers but are uncomfortable

when dealing with the board of directors. Still others

are good atmotivating their teambut don’t know how to

communicate well with supervisors or how to interact

wellwithpeers.

Every project manager needs to be good at straight

talk. This is talk that is honest, complete, and to the point

and that addresses issues youmight otherwise not wish

to discuss. If your project is in trouble, you need to say

so—don’t cover it up. If you’reabitworried, that tooneeds

tobeconveyed. Straight talk is not pessimism. It is honesty.

If a piece of a project is behind schedule and other parts

of the project are thereby being held up, the straight-

talking project manager will acknowledge the problem,

be honest about its consequences, and then devise a

strategy that lets the project team continue where it can

be productive, while assisting the behind-schedule part

of the project to catch up. This is honest optimism and is
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saying, “Wecando this or that andhelp theproject along”

while acknowledging theproblemsandchallenges.

Never hide critical issues frommanagement or your

team.Why? (1) No one likes surprises, and (2) the

help and support you get from others when they learn of

yourproblemsmaypleasantly surprise you.

Here’s an example of straight talk—and the lack

thereof. I don’t know if this story is true or apocryphal,

but it doesn’t matter. The message it sends is certainly

accurate. Someone was planning a very large breakfast

meeting and was talking to the caterer to see if the

meeting was feasible, given certain requirements. The

meeting planner asked if it would be possible tohave the

meeting at 6:00 AM. The caterer immediately said, “No

problem.” Next question: “We will have 500 people. Is

that aproblem?” The immediate response: “No problem.”

Next question: “Wewant to serveeveryone an eight-ounce

glass of orange juice. Is that a problem?” The immediate

response: “Noproblem.” The next question: “Wewant this

orange juice to be freshly squeezed. Is that a problem?”

The immediate response: “No problem.” That’s when the

event planner knew he was in trouble. Squeezing 500

eight-ounce glasses of orange juice to be ready at 6:00 AM

is a definite challenge. The catererwasn’t giving the event

planner straight talk. Hewas shining over the challenges,

hoping towin thebusiness. A variationon thiswouldbe if

the caterer had started complaining about squeezing all
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this fresh orange juice early in themorning and saying it

couldn’t be done. That’s not straight talk either—that’s a

naysayerwho is apessimist andunwilling to “find away.”

What would a straight talker say? When asked if it

was possible to serve 500 eight-ounce glasses of freshly

squeezedorange juicefirst thing in themorning, hewould

say, “Let me think about that,” take out his calculator,

figureout howmuchorange juicewasneeded, howmany

oranges would have to be ordered and stored, and how

many machines and people it would take toproduce the

desired amount of orange juice at the prescribed time.

Thenhewould calculate the costs andquote a price. This

is straight talk. It’s not trying to avoid a situation or gloss

over it. Instead, it is trying tomeet thechallenge in an hon-

est and productive way. Project managers should always

engage in straight talk. Management, peers, and project

teamsaredrawn toward andengagedby straight talk.

Project managers who avoid the words “No, but”

know that the very same qualifyingmessage can be

far better prefacedby thewords, “Yes, and.”

I’m going into this detail about communication

because, ultimately, the OPPM is a communication tool.

As I have already noted, it was first designed to commu-

nicate to upper management—up communication. But

over timewe have found it effective at communicating

out with those in the organizationwhohave a stake in the

project anddown to thoseworking on theproject.
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Project Objective: Consolidate Warehouses;
Automate Storage and Retrieval; and Reengineer
Assembly, Packaging, and Shipping of
Recognition Awards

The same people who assigned the project in the first

place usually give the project’s objective to the project

manager. If, as project manager, you are not given the

project’s objective, go back to those who gave you the

project and get it. They need to know the project’s objec-

tive. If they don’t, you, they, and the project will all be in

trouble. If they are unclear about the project’s objective,

here are a couple of questions to ask them that will help

them focusonwhat theproject is all about:

● What do you hope to achieve from the project?

● How should we measure progress?

When you have the project’s objective, write it down.

This allows everyone to see it and ensures everyone is in

agreement. The objective of any project is the project’s

purpose, what youwant to do, what youwant to accom-

plish. “Gaining ISO 9000Certification” could be both the

nameof a project and the objective of a project. Typically,

theobjectivewouldbeaimedat

● Creating . . .

● Completing . . .

● Implementing . . .

You need towrite down the project’s objective in just a

fewwords. It should not be a paragraph, but rather a sen-

tenceor fragment of a sentence.
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Defining the project’s objective is not something you,

the executive in charge of the project, can do in isolation,

nor should it come from onhigh and be forced on those

involved. The objective needs to beworked out by the

stakeholders. These include the teammembers who

will work on the project; senior management, which is

providing funding for the project; and anyone else who

will benefit from the project. If you don’t involve the

various stakeholders, there’s a goodchance youwill try to

achieve something the stakeholders don’t want or won’t

accept because they hadno say in theproject’s objective.

The first of Andy Crowe’s Alpha Four is to collaborate

early. Step 1 provides this opportunity. You, as project

manager, will bemaking decisions and giving direction

to your project. That oftenmeans making trade-offs. As

part of completing the header, discusswith the boss your

eventual need tomake these trade-offs affecting cost,

schedule, scope, quality, and risks. You and the boss

must share a clear understanding of priorities. On-time

completion of the ADCwas most important tomy boss,

followed closely by cost.We then knew, for example, that

when balancing schedule against scope, meeting our

deadlineswould takeprecedence.

STEP 2: THE OWNERS

What It Is

We’ll assume from this point on you are the project

managerbecause this is the personwho typically puts the

OPPM together (of course, with the help of the others on
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FIGURE5.3 Step 2: The Owners

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.

the project team). Your next step is to list your team.Who

will beworking on the project? Whowill be responsible

for the parts of the project? These are the people who

willmanage themajor components of the project and be

instrumental to your success inmanaging the project. In

Figure 5.3, the highlighted box along the right side has

space for the names of the owners. Here is where you

place the names of those on your immediate team. The

owners are listed asDennis,Wayne, Klaus, andDave.

How to Do It

Your teamwill consist of owners and helpers. Owners

are those with primary responsibility of each major task,
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whereas helpers are those with secondary or tertiary

responsibility for each major task. We will link these

owners to their specific tasks in Step 6.

Here are some pointers on how to name your team of

owners and helpers. Of course, youmust match people

with the needs and requirements of the project. You’ll

have to consider each person’s experience, knowledge,

and skills—and how they fit the project’s needs. And you

should also consider personalities. Howwell do these

people work together? If two people, for instance, are

known to dislikeone another, it doesn’t mean they both

cannot be on the team. It just means if youput themboth

on the team, you believe you can manage their differ-

ences and that the extra work ofmanaging them isworth

thebenefits eachbrings to theoverall project.

Also, keep the number of owners and helpers as small

as possible. Frommy experience, three or four is usually

about right. On larger projects, you’ll havemore than one

layer ofOPPMs, and each of thesewill have its own set of

owners and helpers. Each OPPM should be limited to a

handful of owners andhelpers.

Let me say a fewmore words about the owners and

helpers. The success of your project largely depends on

them. If they’re good, if they’re engaged, if they’re effec-

tive, and if they can execute andmake things happen,

chances are very high yourprojectwill bea success.

This is critical: your owners must be able to execute, to

make things happen. If they can’t, findnewowners.

You, as the leadmanager, must also know the amount

of time your owners can contribute to the project.

Are they working on it full time? If so, does their home
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department expect them to continue todo some of their

original job function? When this happens, you have a

potential problem, because these people are working

more than one full-time job. If a person is supposed to

work for your project one-quarter of the time, but his or

her home department hasn’t reduced any of the person’s

responsibilities during the life of the project, you face the

same typeof problem.

That said, recognize that the people involved with a

project, especially a project that has generated a strong

commitment from its owners and participants, oftenwill

find the time theproject needs. They’ll find away to get the

jobdoneeven though, as project owners, they typically do

not get any additional compensation or relief from some

of their nonproject responsibilities for thework they doon

theproject.

Getting part of a star employee’s time can provemore

valuable than getting all of the time of an employee

who is a moderate performer. Keep this in mind when

choosing your team.

Also, as a group you’d do well to have the owners

represent a variety of viewpoints, and not just view things

similarly among them. Youmightwant a realist, a skeptic,

and a Pollyanna-type person. Each has strengths and

weaknesses, but together they canmake a formidable

team capable of handling a variety of obstacles and

challenges.
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STEP 3: THE MATRIX

What It Is

Earlier I talked about thematrix. Think of this as the hub,

the focal point, and the intersection where all points

meet. Or, to useanothermetaphor, think of it as a compass

that will guide your project from start to finish. As you’ll

see in Figure 5.4, this is the step where you reference the

matrix while in conversation with your team. Thematrix

provides the foundation for the entire OPPM and links all

of a project’s essential elements. It communicates these

elements to your readers.

FIGURE5.4 Step 3: TheMatrix

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.
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How to Do It

In this step youwill gather your team and start the dis-

cussion of how to handle this project. You’ll present an

overviewof theproject to your teamand, in roughoutline,

discuss thepieces of thematrix, including sub-objectives,

major project tasks and risks, report dates, and costs and

metrics. Admittedly, thematrix, and theOPPM in general,

is a rather simplifiedway of looking at a project. But that’s

one of its strengths—it does not try to do everything

involvedwith a project. It just takes the pieces of informa-

tionofmost interest and value touppermanagement and

others and presents them in a format that’s quickly and

easily followed and understood. That’s its strength, and

thematrix is where all the important steps of the OPPM

converge.

During Step 3, the project manager tutors each team

member on how to build and use the OPPM. This step is

also a reminder for you to ensure that each teammember

also receives the necessary general project management

training sufficient for the unique demands of the specific

project.

Youwill find that asyouandyour staff struggle through

completing the 12 steps, a teamwill come together.

Youwill experience a growing competence and confi-

dence in your joint ability to successfully complete your

assignedproject—together.
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STEP 4: THE SUB-OBJECTIVES

What It Is

With the team now in place, you and your team start to

break down the project into sub-objectives, so called

because they are subordinate to the project’s overall

objective (such as constructing a building or reducing

accounts receivable). AsHarold Kerzner notes in Project

Management, the characteristics of project sub-objectives

must be

● Specific, not general

● Not overly complex

● Measurable, tangible, and verifiable

● Of an appropriate level; challenging

● Realistic and attainable

● Established within resource bounds

● Consistent with resources available or anticipated

● Consistent with organizational plans, policies, and

procedures

The sub-objectives go in the rectangle on the lower

left-hand corner of the OPPM, which is highlighted in

Figure 5.5. For the ADC, they are Building Complete

(completing the construction of the building), Sys-

tems Operational (meaning that all the computer and

mechanical systemswithin the building are operational

and working the way they were specified towork), and

People Deployed (all the people who will be working

67



THE NEW ONE-PAGE PROJECT MANAGER

FIGURE5.5 Step 4: The Sub-Objectives

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.

in the distribution center are hired, trained on the new

equipment, and ready tohave thecenter upand running).

How to Do It

You need to break the project down into sub-objectives,

and these typically number nomore than three to five. As

with the number of owners and the use of theOPPM, we

are on a quest for simplicity. The $10millionADCwebuilt

at O.C. Tanner had only three sub-objectives attached to

theproject: BuildingComplete, SystemsOperational, and

PeopleDeployed.
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You need to ask yourself and your team:What’s really

important with this project? Is being on time really vital?

Is cutting costs important? What do you really need to

achievewith this project?

Everycompetentprojectmanager knowsheor shemust

balance three project variables or constraints of aproject,

eachdependent on theother:

1. Time: This refers to the time required for the various

steps involved with a project and ultimately the time

it takes to complete the entire project.

2. Resources: These are the assets you have at your

disposal to complete the project. Usually, the most

important resources are people and money.

3. Scope: Paula Martin and Karen Tate, in their

book Project Management Memory Jogger, 2nd

ed. (Salem, NH: Goal/QPC, 2010), provide this

definition of scope : “The project scope defines

who the customers are, the final deliverables that

will be produced for them, and the criteria that the

customers will use to judge their satisfaction with the

deliverables” (p. 53).

How do these three factors play a role in project

management? Theywork together, andwhenone gets out

of balance, the entire project can come tumbling down.

To prevent that, you, the project manager, have tomake

adjustments in theother two factors.

For example, say youwere building ahouse for you and

your family. If youhaveamortgageandcan’t addanymore
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to the down payment, themoney you are working with is

fixed. In that case, if youwant to, say, addabathroom to the

house, something elsewill have to give, perhaps the sizeof

themaster bedroomor thenumber of closets. Youhave to

adjust onevariable to accommodate a change inanother.

Balanceandequilibriummust bemaintained.

When determining your objectives, find a few that

are a litmus test for your project. What are themajor

accomplishments youwant to achieve? When you can

answer this question, determining the project’s objectives

will prove relatively easy.

One of the benefits of creating anOPPM is that, as you

work through it, you gain an increasing understanding of

theproject, and youand your teamwill discover, through

this process, those aspects of the project that will need

the majority of your attention and those that are less

critical.

Some objectives are so obvious they don’t need to be

enumerated on theOPPM, such as being on time and on

budget. The three sub-objectives on theOPPM thatwe just

discussed (Building Complete, SystemsOperational, and

PeopleDeployed)were all discussed by and agreed to by

the team. They’renot profound, unexpected, or difficult to

comprehend,which iswhy they are goodobjectives. They

are simple, direct, to the point, easily understood, and, of

course, valued. They really are, at their most basic, what

this project is about.
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STEP 5: THE MAJOR TASKS

What It Is

In Figure 5.6, you’ll see highlightedon the left side of the

OPPM a rectangle that encompasses the major project

tasks. Of all the components of theOPPM, this is arguably

themost important. Think of the tasks aswhat it will take

to finish the project. A $10million project is really just

the sum total of fifty $200,000projects or ten $1million

projects that are coordinated and combined to addup to

thefinal project.

FIGURE5.6 Step 5: TheMajor Tasks

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.
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Projectmanagement professionals recognize this effort

as thework breakdown structure (WBS). Eric Verzuh in

Chapter 6 of his book, The Fast ForwardMBA in Project

Management , presents theWBS fundamentals clearly and

completely.

The 22major taskswe identified as a team are listed.

These include from task 1, Award Contracts toArchitects

andContractor, to task 22, PlanStaffingRequirements.

To be effective, each taskmust be of amanageable

size, where the scope is of a size that one person can

be the lead.

How to Do It

With theOPPM, you takea large task, suchas constructing

a building, and break that down into smaller ones, such

as award contracts, site demolition, and so on. In thecase

of the distributioncenter, the smaller tasks each appear

on the highest-level OPPM, the one we are focusing

on in this book. Each of these smaller tasks—Award

Contracts . . . , Install Computer Hardware, Train Staff . . . ,

and so on—would, in turn, have its own OPPM or be

supportedby otherprojectmanagement software.

For large projects, you need to align your tasks with

those shown in the project management software

programs necessary for various parts of your project.

The building aspects of our project were carefully

detailed using the program Primavera P3. The soft-

ware and hardware components were thoroughly

constructed in Microsoft Project. The OPPM does not
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replace these often necessary and valuable tools.

It “sits on top” as the highest-level learning, coordi-

nating and then communicating document. Often,

with smaller projects, you and your team don’t need

such help and can identify the tasks yourselves.

You absolutely need buy-in from all partici-

pants. This is especially true for the tasks you

delineate in theOPPM. Each taskwill be assigned at least

oneowner, and if owners and their teams are not in agree-

ment withwhat is specified on theOPPM, the project is in

jeopardy. Be sure to seek input and buy-in from owners,

others inside the organization, outside consultants, and

anyoneelsewith a stake in theproject.

In this book, we’re focusing on the topmost level,

the OPPM that would be looked at by senior manage-

ment. Let’s take the Reducing Accounts Receivable

project I mentioned earlier. A task might be written as

“the analysis of studying the creditworthiness of

customers.” If your customers aren’t credit worthy,

chances are you will have trouble collecting your

accounts receivable. We might have an OPPM just

for the task of analyzing the creditworthiness of cus-

tomers. It would have its own task breakdown. This

is what I mean by having multiple layers of OPPMs.

In addition tobeing ofmanageable size, each

task should be distinct—separate from other

tasks. You can’t have accountability if it is hard to tell

whereone task ends and another begins.
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Constructing a building gets the topmost OPPM, and

constructing the footings and foundations would be a

task listed on this OPPM and could get its own OPPM.

On the footings and foundations level, there might be

a task involving building the wood forms needed to

pour the concrete into. Constructing the foundation

would be a distinct task on the topmost OPPM, and

constructing the forms would be a distinct task on

the OPPM that is just for the building’s foundation.

Tasks should bemeasurable in terms of their

progress so that you can gauge their advance-

ment and report on them in theOPPM.

Also, for the purpose of communication to stakehold-

ers, you need enough such tasks, but not toomany. Too

many makes it hard to track what’s going on and to get

the big picture, whereas too fewmakes each task harder

to see.

Howmany tasks are not toomany but enough? A good

rule is to try to average two to three tasks per reporting

period for the length of the project. If the project will run

ninemonths, 18 or so tasks are probably right. A two-year

project would have approximately 48 tasks. On the other

end of the spectrum, don’t divide the project into too

few tasks.

As I’ve noted before, communication is the key to

project management and defining the major project

tasks. Creating these definitions should be a team effort;

one person—you or anyone else—should not dictate
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them. As the project is discussed, you and your teamwill

probably get a sense ofwhat the reasonable task divisions

are. Aswith the name of the project, it’s probably best to

hold off for a while defining the tasks until you and your

teamget a goodunderstanding ofwhat’s involved.

One reason this step is so critical is it involves not just

the tasks but also the owners and helpers. As you create

tasks, youhave to align themwith theproject’s owners and

helpers. If oneowner is particularly strong inone area, say

financial controls, and the others are particularly weak

in this area, then the financial person will likely take on

many ormost tasks involving finances. But if a number

of tasks involve finances, this person may not be able to

take them all on. In this case, some tasks with relatively

minor financial control aspects to themmight be given

to some of the other owners or helpers, whereas the bulk

of the financially oriented tasks go to the teammember

whoknowsaboutfinances.What you’vedonehere is align

the taskswith owners and helpers. We will discuss this in

Step 9.

CONTINUOUS IMPROVEMENT

Beforewe go further, letme takea detour todiscuss a cou-

pleof important points.

When building theOPPM, it’s always fair to revisit ear-

lier steps. This tool is not carved in stone but is iterative.

If, as the project progresses, you find the need to change

something or tweak something else, do so. Beopen to con-

tinual improvement. The OPPM is a tool designed tohelp
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youcommunicate aspects of a project to thosewith inter-

ests in the project. It is not something that should dictate

howaproject progresses or ismanaged.

Bend the tool to fit the project, not the project to fit

the tool.

The OPPM offers you one page towrite all the informa-

tion you need to convey. That’s notmuch space, which I

consider oneof its advantages. It forces you tobe descrip-

tive, efficient, andprecisewith your language.

Avoid jargon, acronyms, and abbreviations. Keep in

mind thisOPPMwill have to communicate up, down, and

out, and not all of those audiences know the entire lingo

you and your colleagues know. If youwant to use this tool

to itsmaximumeffectiveness as ameans to communicate,

use languageandavocabulary everyoneunderstands.

Accept the fact you don’t have much space to be

explanatory. View that as an advantage, as something that

will help you communicate better. The very act of having

tobe sobrief in yourdescriptions usuallymakes youmore

exacting. Your communications should improve with

yourusing theOPPM.

One more thing: because the OPPM is one page, it

cannot show all aspects of a project and is not designed

to do so. That means important aspects of project man-

agement are not represented by this tool, perhaps most

notably dependencies and capacity planning. If task 7 is

dependent on the completion of task 4, youwon’t know

this from the OPPM. The capacity of the system to deal
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with scarcity of resources—for example, there are an

insufficient numberof people available todoa task—will

also not be represented in the tool. Owners must take

responsibility for getting all the resources they need.

What’s important here is acknowledging the limitations

of the tool. It cannot depict everything about a project.

Yet, its one page conveys virtually all the pertinent infor-

mation that seniormanagement needs to knowabout a

project (up communication), much of the information

of interest to peers (out communication), while provid-

ing an important bird’s-eye view to those at lower levels

(downcommunication).

STEP 6: ALIGNING TASKS
WITH SUB-OBJECTIVES

What It Is

In Step 6, youcheck tomake sure the tasks on your list will,

when completed, produce the objectives you are aiming

for. Note in Figure 5.7 that this is symbolicof the interrelat-

edness of objectiveswith tasks.

How to Do It

Here is where youmay need tobe flexible, as we just dis-

cussed. As you go through your tasks and objectives, it’s

essential that the twomatch up (Figure 5.7). Youmayfind

this process of analysis reveals certain anomalies, incon-

sistencies, or thingsmissing. Let’s say you are consider-

ing theobjectiveBuildingComplete. You’ve gone through

your tasks and listed them. Butwhen you go through this
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FIGURE5.7 Step 6: Aligning Tasks to Sub-Objectives

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.

step, aligning the taskswith objectives, youmay find you

don’t haveany tasks that relate to completing thebuilding.

Goback andadd some.

This process of alignment is not something done once

and left forever. As youwork yourway through theproject,

with each step it is natural to reevaluate succeeding steps.

Think of theOPPM as a connective web that supports the

entireproject.With each step, you have the opportunity to

continuously improve.

In fact, I firmly believe one of the greatest strengths of

theOPPM is that it has continual improvement embedded
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in its construction. Don’t fight this; instead, use it to your

advantage.

However, know that overanalysis is the death of many

projects. As I noted before, many of us at O.C. Tanner

went to school to study project management, hired

consultants, and bought books. At one time, we had

25 forms. Our project management program died under

its ownweight.

In Figure 5.7 where you see the sub-objectives aligned

withmajor tasks, you can see the process of alignment

at work. Award Contracts to Architects and Contractors

(Major Task 1) is a task that has to dowith the Building

Complete objective, and you can see there is a circle

where this task and this objective intersect. Awarding

contracts has little to dowithmaking the systems oper-

ational or deploying people, so there are no circles

connecting theseobjectives to theAwardContracts task.

Design SystemSoftware (Major Task 3) andDetermine

ComputerHardware Specifications (MajorTask4)directly

affect the objective of SystemsOperational, so they have

circles that align themwith this sub-objective.

Take a look at the task of Assemble and Install Storage

Racking (Major Task 13). It is aligned with two sub-

objectives, thoseof BuildingComplete and SystemsOper-

ational because these 30-foot-high racks are part of the

building and alsopart of the systemswewere developing.

Train Staff on New Systems, Processes, and Performance

Goals (Major Task 17), not surprisingly, is alignedwith the

PeopleDeployed sub-objective, because thepeople being

deployed in thebuilding have tofirst be trained.
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Some of the tasks are aligned with two objectives,

butmost are aligned with just one; all tasks are aligned

with at least one objective. If a task cannot be aligned

to an objective, either there’s no point in doing the task

and it should not be included in the OPPM, or your

sub-objectives are incomplete.

Let me giveanother quick example of howwe aligned

particular tasks with an objective. This was with our

accounts receivable reduction project. While setting the

project up, we realized that in the past, all our energy

toward reaching this objective was focused on collec-

tions. We tried to get the collections department to be

more efficient and effective, thinking it was the heart of

theproblem.

But aswe studied the accounts receivable process, we

came to anew realization: theprocesswasmorecomplex

and involvedmore folks than just the collections depart-

ment. The OPPM forced us to analyze the entire quote-

to-cash process, and we ended up dividing it into four

sub-processes:

1. Selling (selling the product or service)

2. Which leads to the setup (recording the sale, setting

up the account, doing credit checks, etc.)

3. Which leads to invoicing (creating and sending the

invoice)

4. Which finally leads to collecting

Wehadbeen ignoring thefirst three steps of theprocess

(selling, setup, and invoicing) and putting all our energy
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into the last step (collecting). But, in fact, all the sets

contributed to theproblemof us having a largenumber of

accounts receivable at any given time.

Products and serviceswere sold to customerswho had

unique and diverse payables requirements. Salespeople

were paid commissions when awards were shipped and

invoiced, not when sales were paid for, so the motiva-

tion of the salespeople was quickly diluted following

shipment. The program setup process didn’t always do

a good job at meeting the invoice formatting demands

of customers. Customers would want certain formats or

information that our invoices did not always provide,

and when the formatting wasn’t right, they delayed

payment. And the invoicing process mademistakes by

sending invoices to the wrong person or department or

having wrong pricing or other information. No wonder

the collections department was having such a hard time

collecting!

TousetheimageryofStephenR.Covey, the lateauthorof

The SevenHabits of Highly Effective People , wewere hack-

ing at branches rather than focusing on roots.

To reduce our accounts receivable, we had to improve

all ourprocesses. It is this typeof insight that cancomedur-

ing thecreationof anOPPM.

STEP 7: THE REPORT DATES

What It Is

With this step, shown in Figure 5.8 as a rectangle running

left to right near the bottomof theOPPM, webreak down
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FIGURE5.8 Step 7: The Report Dates

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.

the timeline into discrete steps, in this case monthly

increments. You don’t have tobreak a project down into

monthly increments—I’ve done them every twoweeks,

once amonth, once every twomonths, and once every

threemonths—butmonthly is, frommy experience, the

most common.

Management determines these dates.We askmanage-

mentwhen theywant us to report to them, and that’swhat

we format on theOPPM. Also, the length of the reporting

periods may vary during a project. For example, as a

project is getting off the ground, management maywant
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weekly or biweekly reports, but once the project is under

way,monthly reports becomeadequate.

How to Do It

The first step here is to evaluate the total time horizon for

the project. Then, break down the timeline intomeasur-

able timebuckets—what we referred to earlier whenwe

discussedhow tobreak downaproject’s timevariable.

Beforeyoucommit to the timeline, thinkcarefully about

what youare committing to.When you let everyone know

the project’s timeline and time increments, you become

responsible formeeting them.Aswith tasks, youneedbuy-

in from all concerned. You cannot impose a timeline or

deadline and expect everyone to jumpup and downand

say thank you. A timeline is an imposition and obligation,

and that’s why you need to discuss it with all whowill be

responsible formeeting it. You need their agreement the

timeline is doable and theywill performandmeet it.

Eric Verzuh’s Chapter 8 on the art and science of esti-

mating provides some tutoring and examples of the tools

and techniques available to help youwith this and Step

8—your schedule.

STEP 8: ALIGNING TASKS
TO REPORT DATES

What It Is

Whatwearenowdoing is aligning or connecting the time-

linewith the tasks—completing theproject schedule.
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How to Do It

We decide how long each task will take. Then we place

an empty circle in the boxes alongside the task. If the

task will take sevenmonths and the time buckets are in

monthly increments, then there will be seven circles next

to this task. As each task is completed, thealigned circle is

filled in.

If the scope of a task has expanded since the project’s

beginning, we use an open square instead of a circle. The

reader then knows this task involvesmore thanwhen the

schedulewasfirst established. Like thecircles,whena task

with a square is completed, this is signifiedwith filling in

the square.

Let’s look at Figure 5.9, where we have these

circles in place. The first task, Award Contracts to

Architects and Contractors, has two open circles,

in January and February. This means it begins in

January, there are twomonths to complete this task,

and it should be finished by the end of February.

The two open circles do notmean that 50 per-

cent of thework isplannedeach inJanuaryand

February. It simplymeans there isworkplanned foreachof

thosemonths. Theactualpercentplanned isnot shownon

theOPPMandmust be retained elsewhere.

Two linesbelowisMajor Task3,DesignSystemSoftware.

This too starts at the beginning of the project, January, but

has four circles. It has fourmonths to becompleted. Note
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FIGURE5.9 Step 8: Aligning Tasks to Report Dates—The Schedule

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.

that the last circle is enclosed inabold rectangle. Theseare

used to highlight a project’smajormilestones. This OPPM

has four such rectangles. Inaddition toDesignSystemSoft-

ware, which is to be completed inApril, othermajor tasks

withmilestones areMount and AlignAutomated Cranes

(Major Task 14),whose completion date is August; Train

Staff onNew Systems, Processes, and Performance Goals

(Major Task 17),whichhas aDecember completiondate;

and Transfer Inventory (Major Task 21), showing that we

are thenable tobegin to transfer inventory. Taskswithbold

rectangles are key indicators of project performance.
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Consider the task on line 6, PlanandComplete thePark-

ing and Landscaping. That has fivemonths for comple-

tion, and the first circle is placed in theMay column. This

means we don’t expect this task to start until May, which

makes sensebecausewewould expect to completeother

tasks first, such as the Footings and Foundations and the

DesignSystemSoftware.

Look at the last task listed, Plan StaffingRequirements,

on line 22. Note how interrupted this is in terms of the

circles aligned with it. There’s a circle in February, and

the next one is May, and then there are three starting in

Septemberbut none inDecember. That’s because staffing

isn’t done on a regular basis but on an irregular basis,

as needed. Train Staff, another task (17), doesn’t get

started until late in the project, namely September. That’s

logical because there’s no need to start training people

towork the building’s equipment and systems until the

completionof thebuilding is near.

The lineasking fornumberof internalpeople is alsopart

of Step 8. Internal people are full-time employees of the

company and not consultants, sub-contractors, contract

workers, or part-timers. It is simply a nose count—the

number of employees involved with the project—and

does not segregate among internal employees working

on the project full time, half time, or some other part of

the time.

This is important because project managers must

be concerned with resource allocation. The project

management officewill addup thenumber of employees

involvedwith each project at the corporation, and this
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number provides a sense of the organization’s commit-

ment to a project. If one project has a nose count of 15

and anotherhas 3, it says a lot about thecommitment and

resources devoted to each of these projects. This is not a

hard number, but it provides the reader with an idea of

howmany people are involvedwith the project, which,

in turns, allows this project to be compared with other

projects.

STEP 9: ALIGNING TASKS
AND SCHEDULE TO OWNERS

What It Is

Note that in Figure 5.10, the highlighted areas call out

previously completed steps. Attention is drawn to the

top right section of the form.With this step, we align tasks

to their owners and helpers and assign priorities among

themwhena task has anowner andhelper.

How to Do It

Tasks haveowners.Many tasks havemore thanoneowner.

There is almost always one main owner, however. The

letter A on the OPPM designates that owner. If there is

a sub-owner, which I call a helper, a B designates that

person,whereas a third owner gets aC. But, letmeempha-

size again, you should almost never have more than

one principal owner for each task. Each task must have

someone on the teamwho has ultimate responsibility.

That’s why I highlight the principal owners with a blue

rectangle: it makes it possible for readers of this OPPM
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FIGURE5.10 Step 9: Aligning Tasks and Schedule to Owners

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.

to know immediately who is the principal owner for

each task.

If an owner has primary responsibility for such-and-

such task, where the row and column for that task and

owner intersect, there will be an A. If another owner has

secondary responsibility, that personwill get aBwherehis

or her columnand the task’s row intersect. And for a third

owner, a C is placed in the same way. You can see these

in Figure 5.10where the Owners and Helpers section is

filled in.
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Some tasks haveonly oneowner, so the row for that task

will have only one letter in this section and that letterwill,

of course, beanA.

Inourfilled-in example, you’ll see that thefirst task (line

1), Award Contracts to Architects and Contractors, has

one owner, Dennis. With one owner, he gets an A in the

box for that task. The third task (line 3), Design System

Software, has three owners: Klaus is the A owner and

Wayne and Dave are B owners. This means that Klaus is

ultimately responsible, andWayne and Dave have lesser,

shared responsibilities for the success of the task. You can

havemore thanoneBorCowners, but youshould strongly

avoid having more than one A owner. Main Floor (line

10) has threeowners: Dennis has toppriority as indicated

by his A; Dave, with his B, has secondary responsibility;

and Wayne has tertiary responsibility, which is why he

gets a C. Klaus is not involved and therefore gets no letter

connected to this task.

Whoownswhat isdecided throughaprocessof collabo-

rationandnegotiationwithmembersof the team,withyou

providing leadership and, if need be, mediation. At the

end of this step, personal responsibility is clearly shown

alongwith expectation for assistance.

The process of determining ownership is an exercise

in teambuilding, and effective project managers use the

OPPM in this way. If you have a team inwhich amember

avoids ownership of the various tasks, this step helps

remedy this situationoften inacollegialway. Ideally,when

going through the project’s tasks and looking for owners,
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youwill have teammembers weighing in, holding up

their hands, and volunteering to take on responsibility.

When they see that one member perhaps has more A

ownership tasks thanothers, theothersmight volunteer to

beBowners on those tasks and pledge tohelpout. This is,

of course, the ideal.

The reality might be different. You might have a team

whose members do little to help one another and who

look to do as little as possible. This exercise is a good

diagnostic for understanding the strengths of your team

andwhether you need to use your team-building skills to

strengthen the team.

As the project manager, you need to encourage

communication between all levels. Yes, I keep coming

back to communication, but that’s because it is themost

essential ingredient for the success of any project. It’s

okay for a subordinate to go over your head and talk

to your superior if that teammember feels the need to

communicate directly with the superior. What youwant

is open dialogue. You want your people to feel free to

communicate both good and bad news. The OPPM

helps foster an environment where communication is

encouraged among all involved parties. It opens the door

and invites people into your project. A successful project

isnotmanaged inaclosedoffice,butonly in anopenone.

A key to the success of any project is trans-

parency of communication. Communication

must be open, devoid of agendas, and viewable by all

constituents.
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STEP 10: RISKS, QUALITATIVES, AND
OTHER METRICS

What It Is

This is the portion of theOPPM that deals with subjective

or qualitative tasks. There are parts of every project that

do not easily lend themselves to quantitative analysis on

a timeline. You’ll find this section open across the entire

middleof thepage (Figure 5.11).

Software performance is often in this category. We

had an enterprise resource planning (ERP) project we

FIGURE5.11 Step 10: Risks, Qualitatives, and Other Metrics

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.
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called Cornerstone. Part of that project involved billing

screens that would come up onworkers’ computers. It

wasn’t easy to say whether the time it took for the billing

screen to comeupwas adequate or inadequate. This was

a judgment call.Wecould have said that if the screen took

more than 2 seconds to come up, the performance was

inadequate. But the truth was, we preferred the screen

to come up within 0.5 seconds. However, 1 or even 2

seconds was acceptable, if such a slowperformance was

infrequent.

What about cell phone reception? It might be

unacceptable tohave a cell phone call be disconnected,

but what about when a call has static or otherwise has

a connection where it is hard to hear the other caller?

When is cell phone reception acceptable, and when is

it unacceptable? Situations like these are subjective and

hard toobjectively quantify.

Not everything in life—or in projects—is a yes or

no. This section of the OPPM recognizes this and uses

stoplight colors to depict it. We will discuss this in the

next chapter.

How to Do It

In Figure 5.11,where the risks and other sub-objectives

are filled in, youwill find five opportunities for judgment

listed: Performance of Software Developed Inter-

nally; Performance of Software Developed Externally;

Performance of Fully Integrated System,Machines and
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Processes;RetainSubcontractorsVersusLargeCompeting

ConstructionProject?; andWill theBuilding, Systems, and

PeoplebeReady forON-TIMEGo-live?

The first three of these all are related to software, and,

as we just discussed, it’s often hard to quantify howwell

software performs. Yet, of course, software can be vital

(which it certainly was with our ADC); you can’t ignore

it. It is listed in theOPPM because through site visitswith

other companies, we were told this was amajor risk area

for successful deployments of ASRS equipment. Theentry

Retain Subcontractors Versus LargeCompetingConstruc-

tion Project refers to our having to compete for subcon-

tractorswith anothermajor constructionproject going on

in the area. The last subjective task,Will the Building, Sys-

tems, and People beReady for ON-TIMEGo-live, refers to

the project team’s best judgment about getting the entire

building and its systemsoperating anddoing soaccording

to the project’s timeline. Because this is the number one

priority for the boss, all owners are A (principal) owners

for this task.

Be aware that objectives and owners are aligned with

these subjective tasks just as they are with tasks that

are more quantifiable. These tasks must be tied to the

project’s sub-objectives and each must have at least one

owner. You’ll note that we broke our own rule of only

one A owner per task. The OPPM is for projects—not

the other way around. It should accommodate your

project—your project shouldn’t accommodate the

OPPM.
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STEP 11: COSTS AND METRICS

What It Is

In Figure 5.12 the rectangle in the lower right-hand side of

theOPPM is highlighted. This is where the budget is rep-

resented. The budget is dealt with in a simple, straightfor-

wardmanner viabar graphs.

We’ve divided the budget into three parts: Building

($6.0 million), Systems ($3.0 million), and People

($0.5million). Theseare simplebar graphs, and the length

of each represents theamountofmoney for that part of the

budget. Although the target dates are listed just above the

FIGURE5.12 Step 11: Costs and Metrics

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.
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budget lines, there isno relationbetween them. In fact, the

budget area stands alone; it is not related to the timeline,

the objectives, or the owners. The purpose of this budget

graph is to givemanagement a quick, easy-to-understand

pictureofwhere thebudget is at any given time.

How to Do It

This is very simple—just create bar graphs for each por-

tion of the budget. Use green to show when the project

is on budget, yellowwhen it is running over budget but

recoverable, and red to show it is incurably over budget.

It is vital that as you draw up the budget bars, youwork

closely with the accounting department so youuse accu-

rate information.

Showing the budget on the OPPM is easy; deriving it

is much more difficult. Before you draw up the budget,

be sure you know all your costs. For example, when

drawing up the budget for ADC, before we established

the budget, we had agreements with our suppliers about

what theywoulddo,when, and for howmuch.Onlywhen

we had a clear and complete picture of costs were we

willing to commit to a budget. Be sure you include all

costs—software licenses, software support contracts,

consultants, travel, training, and the like. Include provi-

sions for incremental increases, such as those resulting

from inflation or changes in the project. Depending on

how your organization operates, youmay include in the

budget “soft costs,” such as internal people from your

company who spend some or all of their time on your

project.Wedid not report thesecosts on theOPPM.
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You will also see that the three budget bars add to

$9.5million.We secured $10.0million, which included

$500,000 for unplanned contingencies. Some put

a contingency bar in this section and track those

expenses too.

STEP 12: SUMMARY & FORECAST

What It Is

Youhave now completed all of yourOPPMexcept for the

small Summary&Forecast sectionalong thebottomof the

page (Figure 5.13).With the first edition of yourOPPM, at

FIGURE5.13 Step 12: The Summary and Forecast

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.
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the start of the project, this section is where you add the

finishing touches to your plan. A good summary at this

point clears up any ambiguities or glaring questions and

heads off potential futuremisunderstandings. Everybody

should nowbe “reading from the samepage”—both liter-

ally andmetaphorically. It is here where you are commit-

ting yourself, saying this is yourfinal plan.

Furthermore, it is this completed edition of the OPPM

that is used to get final approval for your plan from upper

management. It is themeans by which you let manage-

ment know the project’s objectives, tasks, owners, bud-

get, and timeline. It is easy to see that after management

approves your project with the completedOPPM, there is

an easily communicated yet comprehensive meeting of

theminds.

In subsequentOPPMs, youuse theSummary&Forecast

section towrite down information about how the project

is doing. It communicates the project status at any given

time and what you forecast for the immediate future.

Here, youwrite as succinctly and comprehensively as

possible.

How to Do It

The amount of space available for the summary is

limited—on purpose. Limiting the space forces you to

be selective about what you are describing and efficient

in your discussion. Upper-level management isn’t going

to read lengthy treatises about different aspects of the

project. Senior managers want to knowwhat’s going on

and to learn that as quickly as possible (Figure 5.13).
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Explain everything needed in the Summary

& Forecast space. Do not attach additional

pages or diagrams; management won’t read them. This

is a one-page project manager, which means everything

must be contained on this single piece of 81/2-inch-by-11-

inch paper. This tool, when compiled correctly, standson

its own.

The Summary & Forecast section is important. It is

where youcommunicate to your readers information that

is not obvious or contained in the rest of theOPPM. Here

youanswer the obvious, unanswered questions exposed

by thecompleted informationon theOPPM. For example,

if the project were over budget, that would be discussed

here. If there are holdups because of problems with

suppliers, causing various aspects of the project to fall

behind schedule, here’s your chance to let your readers

knowwhy things are late.

This is your opportunity tomake things clear, to set

things straight, and to avoidmisinterpretation. But don’t

tellmanagement what is obvious. Don’t say, “The System

expenses are running over budget,” or “Exterior and

glass is running late.” Such information, although true, is

alsoobvious to anyone reading theOPPM.

The Summary & Forecast should be about why, what

you are going to do about it, andwhat you expect to

happen.
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TheSummary&Forecast should focus on thewhys that

the OPPM reveal: why you are behind schedule, why you

are over budget,why there are cost overruns, why this cir-

cle isn’t filled in as it should be, and why that line is red

insteadof green.

After you explain the why, you explain what you are

going to do about it and then you forecast what will

happen.

FIGURE5.14 Reading the OPPM

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.
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TheSummary&Forecast section iswhere youexplain to

management those things that cannot be conveyed with

any of the various integrated sections of theOPPM.

THE 12 STEPS COME TOGETHER

OPPMs are read clockwise, as shown in Figure 5.14.You

begin at the left with the sub-objectives and proceed

around to tasks, schedule, owners, costs, and finally the

summary and a forecast ofwhat’s next for theproject.
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CHAPTER

The Five Reporting
Steps for a
Traditional OPPM,
or OPPM in Action

Before showing how the one-page project manager

(OPPM) was used during the year our AwardDistribution

Center (ADC)project took, I think it worthwhile for you to

review theversionwedevelopedbefore the project began

(seeFigure 3.1). Thiswas a very important document and

themost referenced page in the final funding proposal

and approval to launch. It was the opening slide and

closing slide in theapprovalpresentationandwas theonly

piece of papermanywanted to retain. It communicated
theproject plan.

Now, years later, theOPPM is a simple attachment to

ane-mail.
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FIVE STEPS TO CREATING A REPORT
USING THE OPPM

We are now ready to use our freshly built OPPM. The

carefulwork and teambuilding required to construct your

OPPM now pays off. Monthly reports are easy when you

follow thefive steps in Figure 6.1.

You meet with your project’s owners near the conclu-

sionof each report date and complete the following tasks:

1. Bold the report date.

2. Fill in major tasks’ progress. Designate the project’s

progress by filling in the dots. Although filling in the

FIGURE6.1 The FiveTraditional Reporting Steps

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.
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dots is easy, getting agreement on which to fill in,

or not fill in, is often anything but easy. Some team

members will say, “Yes, fill in my dot,” and others

may say, “That’s not done yet.”

A filled-in dotmeans that theworked planned

for that period is complete.

1.

Your job as project manager is to bring the team

together. This requires straight talk—very direct,

unambiguous communication. Once you decide

which dots to fill in and which not to, the teammust

agree. When the OPPM is completed, you can’t have

a teammember say that the report is not quite accu-

rate or is not candid—or that the team is being any-

thing less than honest. If this happens, the efficacy

and credibility of the OPPM is undermined. The

project team absolutely must be unified, and the

team leader must work with team members until

they agree. Only then should the OPPM be signed

and submitted to upper management.

3. Designate qualitative performance in the Risks,

Qualitatives, Other Metrics section. Use stoplight

colors when designating qualitative performance.

Before you start the project, clearly define what

each color means. The project leader does this in

conjunction with team members. You and your

team may have your own definitions of the colors,

and they may vary a bit from project to project.

Here is how many organizations define them:
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● Green: Adequate performance—Performance is

good enough, but not perfect or without a minor

issue or two. Much is known about the time and

high cost of perusing that last requirement to

reach near perfection. A word of caution: this

stretching for the flawless is valued differently

for every project. Consider our Boeing 737

project—adequate is indeed near-perfection.

Consider our ADC project—adequate is “good

enough for now.”

● Yellow: Worrisome performance—Performance

may affect the timing, scope, or cost of the project.

Problems designated with yellow are expected

to be transient and solvable by the team without

outside help.

● Red: Dangerous performance—Performance

will affect the timing, scope, or budget of the

project. To resolve these tasks, efforts beyond those

of the individual task owner, or the project team,

will be required. Red may also mean the issue

cannot be fixed.

4. Report expenditures. Figures should come from the

accounting department, which must be in agree-

ment with how the budget is portrayed on the OPPM.

Actual expenditures are shown as a bar juxtaposed

to the budget. This gives a clear picture of the amount

of the budget spent to date and whether you are

spending above, under, or on budget. Again, colors

are used:
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● Green: Project is on or under budget.

● Yellow: Project is over budget, but you either

expect to find savings to eventually return to bud-

get or are within a previously agreed to contin-

gency percentage (some use less than 10 percent

over).

● Red: Project is over budget, and you expect to end

the project over budget and over any previously

approved contingency percentage.

5. Complete the Summary & Forecast section. Be suc-

cinct. Do not explain that which the OPPM displays.

Answer the questions posed by empty circles and

colors other than green. Conclude with what’s next.

EXAMPLES OF THE OPPM IN ACTION

The red vertical line is where we are today. The circles

showwhereeach task is on the timeline.

Figures 6.2, 6.3, and 6.4 show how theOPPM changes

over time as a project progresses. The ADCproject began

in January and ended inDecember, one year later.Wewill

examine theOPPM reports forMarch, July, andNovember.

TheOPPMshouldbecompleted ina timelymanner. If it

is weeks late, it is not as useful. If the time allotments used

aremonthly, then the tool shouldbecompletedwithinfive

working days of the end of each month. This work is not

onerous when anOPPM is in place. Our surveys indicate

thatmost users are able to complete a report in less than

19minutes.
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When completing theOPPM, you and your team (the

owners) craft a first draft, then open up the discussion to

the others involvedwith the project. Ask if they think the

OPPMyou and your team have created accurately repre-

sents where the project is currently. This helps engage a

wide group of interested parties, it brings in new ideas,

and—very important—it helps maintain the honesty

and integrity of the owners. When owners collaborate

with other stakeholders, they becomemore likely to be

accurate and realistic with their claims. They may want

to say a certain task is on time, for example, but following

some serious outreach, they may change their minds

and find the task is somewhat behind schedule.

Broad collaboration is practical only because

OPPMs contain a limited number of circles.

This is a valuabledemonstrationof “serious simplicity.”

A REPORT EARLY IN THE PROJECT

Thevertical red line tells youwhere youare in the life span

of the project. Figure 6.2 is theMarch report; therefore,

the red line is right of theMarch target date. The upper

right-hand corner also specifies thedate, so the reader can

quickly see the timeperiod theOPPM is referring to.

Note theblack dots. Thefirst two tasks (on theOPPMwe

call themMajor Tasks, but for efficiency, wewill call them

“tasks” going forward), Award Contracts to Architects

and Contractors (line 1) and Dispose of Inventory, Raze

Structures and Prepare Site (line 2), were supposed to
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FIGURE6.2 The ADCMarch Report

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.

be completed within the first twomonths of the project.

Looking at Figure 6.2, you don’t know when they were

completed, but you know they are finished at this time;

the previous OPPM, for February, would have told you

if the tasks were completed exactly on time. The third

task, Design SystemSoftware (line 3), is behind schedule

(there is an empty circle in March). Also, it is clear that

the April majormilestone is in jeopardy. The fourth task,

Determine Computer Hardware Specifications (line 4),

is on time because all the dots up to the present are

black. The next task, RedesignWorkstations (line 5),
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is ahead of schedule (there is a black circle to the right

of the red line in the April column). Notice how easily

and quickly a reader can ascertain which tasks are on

time, ahead of schedule or behind, and are currently

completed.

When you look at Risks, Qualitatives, Other Metrics

(lines 1 through 5), youwill see filled-in boxes extending

to the right. In the March illustration, Performance of

Software Developed Internally (line 1) and Will the

Building, Systems, and People be Ready for ON-TIME

Go-live (line 5) both have green boxes for each month

of the project up to the present (March). The green says

internal software is performing adequately and we are

confident of an on-time go-live. Performance of Software

Developed Externally (line 2) has yellow boxes begin-

ning in the second month (February) and continuing

into March. This means work began in February and,

because the boxes are yellow, performance is worrisome.

Performance of Fully Integrated System, Machines and

Processes (line 3) doesn’t have filled boxes (line 3)

because nowork has begun. A series of yellowboxes on

line 5 shows we continue toworry about subcontractors

being enticed away.

TheOPPMalso links tasks to sub-objectives. Notice that

thefirst two tasks, AwardContracts toArchitects andCon-

tractors (line 1) andDispose of Inventory, Raze Structures

andPrepare Site (line 2), haveevery circleon the timeline

filled in, indicating they are finished. Therefore, the sub-

objectives connected to these tasks (BuildingComplete)

also have black circles. As you look ahead to Figures 6.3
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and 6.4, you see that as tasks are completed, progress in

meeting theproject sub-objectives is visible.

Themechanism for this is quite simple. As a task is com-

pleted, the circle(s) aligned with the sub-objective(s) is

filled in.

Budget and Costs

The bars near the bottomof the page show cost perfor-

mance. Each category of thebudget—Building, Systems,

and People—has two bars. The bottom is in gray and

reminds the reader howmuchhas beenbudgeted for that

category. Sixmillion dollars has been budgeted for the

building, $3million for systems, and $500,000 for people.

The running bars above each gray bar show howmuch

has actually been spent on each segment of the budget at

the timeof the report. A green barmeans that segment is

currently on plan or below, a yellowbar indicates we are

worried (usuallymeans more than 10 percent over) the

segment is in danger of going over budget, and a red line

states clearly the segment is dangerously over budget and

is likely to remain so.

The building budget is a green bar at $2.1 million.

This means that at the end of March, $2.1million of the

$6.0million total building budget has been spent and

that these expenditures are proceeding as or better than

planned. Of the system’s $3.0million budget, $0.9 has

been spent. This bar is yellow, which tellsmanagement

this portion of the project is over budget but recoverable.

The people portion is relatively small and is on plan at

around $100,000.

109



THE NEW ONE-PAGE PROJECT MANAGER

Summary & Forecast

In this section we don’t reexplain what is revealed via

display, and we strive to answer questions raised by late

opencircles, yellows, and reds.We alsowant to comment

onwhat’s next and provide a little look into the future.We

read, “The integration of new software with current sys-

tems isprovingmorecomplex thanexpected” [thewhy for

theopencircles andfirst yellowboxes]. “Wehavedecided

to detail spec smaller pieces, and then program and test

more frequently” [what’s next]. “A few subcontractors

have been affected by theMicron project—andwe have

put in place an incentive for workers to remain” [the

why for yellows on risk line 4 and the additional scope to

developamitigating plan representedby the open square

on line 22]. “Themodest cost overruns are expected tobe

recovered” [comment on the yellow systemsbar].

A REPORT MIDWAY THROUGH
THE PROJECT

Again, the essence of the OPPM is comprehended

quickly by reading in a circle (see Figure 5.14)—from

Sub-Objectives toMajor Tasks and Risks to Schedule to

Owners andHelpers to Costs andMetrics to Summary &

Forecast. The illustration for July (see Figure 6.3) shows

more dots filled in, which is what youwould expect as

a project progresses. Notice howmany tasks are now

behind schedule. Plan and Complete the Parking and

Landscaping (line 6) has two empty circles and is there-

fore twomonthsbehind. Thecomment in the Summary&
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FIGURE6.3 The ADC July Report

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.

Forecast at the bottomof the page explains this lateness:

“Heavy rains andmud have delayed construction” [the

why]. “Plans are in place to catch up” [what you are

doing about it andwhat you expect will happen]. Other

late tasks include Main Floor (line 10); Exterior and

Glass (line 11); Assemble and Install Storage Racking

(line 13);Mount and AlignAutomated Cranes (line 14);

andProgram, Test and Install Software (line 16).

Youdon’t want to sugarcoat or gloss over potential prob-

lems. You want to be honest and forthright but still posi-

tive. The Summary states: “Meeting our go-live objective
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ofDec. 31 remains in jeopardy butwe aremore optimistic

than lastmonth.” This is an honest assessment of the situ-

ation. Theprojectwas in jeopardy of not being completed

on time, but the situation had improved enough that the

project teamwas feeling more optimistic aboutmeeting

theultimatedeadline (in fact, it wasmet).

Tasks now completed include Award Contracts to

Architects and Contractors (line 1); Dispose of Inventory,

Raze Structures and Prepare Site (line 2); Design System

Software (line 3); Determine Computer Hardware Spec-

ifications (line 4); and RedesignWorkstations (line 5).

Also completed are Footings and Foundations (line 7),

Columns andBeams (line 8), andRoof Cap (line 9).

Other tasks have not yet begun. You can tell when

they are due to start by themonth inwhich the first circle

is located. For example, Install Computer Hardware

(line 12)will start in August; Train Staff onNew Systems,

Processes, and Performance Goals (line 17)will start in

September;MoveStaff intoADC (line 20) begins and ends

in November; and Transfer Inventory (line 21) starts in

November and is planned to take twomonths.

Under Risks, Qualitatives, Other Metrics, Figure 6.4

indicates that Performance of Software Developed

Internally (line 1) has been adequately operating for the

entire project. Will the Building, Systems, and People be

Ready for ON-TIME Go-live? (line 5)was, for the first five

months, green, but circumstances have put the project’s

final deadline in jeopardy and that’s why it’s had yellow

for the past two months. Both Performance of Software
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Developed Externally (line 2) and Performance of Fully

Integrated System, Machines and Processes (line 3)

are now yellow, meaning they are having recoverable

performance issues. Previously, theyeachhad twomonths

of red,whichmeant those taskswere sodysfunctional that

they jeopardized theentireproject.

Budget and Costs

Since Figure 6.2, the building budget graph has moved

right, indicating $3.5 million has been spent. It still is

green, which says all is well. A total of $2.1million has

been spent on systems, and it remains yellow and worri-

some. The people budget has beenmore than 50 percent

consumed (the line is more than halfway filled in), and

because the line is green, it remains onbudget.

The Summary & Forecast section addresses expla-

nations for late tasks, system challenges, and budget

overruns, while givinga studied look into the near future.

Some optimism is reflected in both the language and

the graphics, especially given the two previous month’s

reports.

One of the unintended yet valuable consequences

of the OPPM became apparent to us about halfway

through theADCproject.Weheld a project teammeeting

every week in a high-rise building adjacent to and over-

looking the ADC. TheOPPM became an integral part of

those meetings because we all knew we would need to

send it tomanagement at theendof themonth.
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Our meetings improved. We reasoned that using the

OPPMprovides numerousbenefits, including:

● Every project meeting, from general management to

project team meetings, is shorter, more efficient, and

more effective.

● The agenda for each meeting relating to each project

always contains one common element—the project’s

OPPM.

● Each participant becomes very familiar with

the OPPM and how it works because it is used

ubiquitously within the organization.

● Everyone at every meeting knows what will be dis-

cussed and what he or she will need to report on and

can therefore come prepared.

● Less time is spent at meetings and more time is spent

running the project.

● Communication to all interested parties is

simple—they can each get a copy of the OPPM.

You can’t readily send Microsoft Project or Primavera

(project management software products) to the board

of directors or other stakeholders, but you can send

the OPPM to all of them.

● The simplicity and directness of the OPPM drives effi-

ciency and straight talk.

A REPORT NEAR THE END OF THE PROJECT

In Figure 6.4, all the tasks but three were due to be com-

pleted. Two of these three were completed early—Train
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FIGURE6.4 The ADC NovemberReport

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.

Staff onNew Systems, Processes, and Performance Goals

(line 17) andTransfer Inventory (line 21)—andProgram,

Test and Install Software (line 16) is on schedule and

planned for completionnextmonth.

Fourof ourfive risk-focused judgment calls areworking

well (those ingreen),butperformanceof externallydevel-

oped software demonstrated worrisome issues again in

November after three months of adequate operations.

Look closely at the sub-objectives alignedwith our risks.

Two—Performance of Software Developed Internally

(line 1) and Performance of Fully Integrated System,
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Machines and Processes (line 3)—have circles for

their sub-objectives filled in, indicating the deliverables

associated with these tasks are complete. But the other

three tasks still have sub-objectives left towrap up. Retain

Subcontractors Versus Large Competing Construction

Project? (line 4) and Will the Building, Systems, and

People be Ready for ON-TIME Go-live? (line 5) have

green boxes. It is important to note the one remaining

risk, Performance of Software Developed Externally

(line 2), has a yellow line and still shows symptoms of

sluggish performance but is not poor enough to cause a

recommendation todelay go-live.

Budget and Costs

Thebuilding has used $5.3millionof the $6.0 allotted; it is

under budget and green. Systems are red. Formonthswe

have reported yellow, but now, irreversibly over the total

budget, wemust report a red. You can see howmuchover

budget the systemcosts are by looking at the $3.2million

figure in the bar graph and the $3.0million allocated to

this in thebudget.With still amonth left to the project, the

systemportion of the project is $200,000 over budget. The

people budget is still green and has nearly filled its bar

graph, showing that almost all of the $500,000allocated

topeoplehasbeen spent.

Summary & Forecast

The Summary begins, “We are planning to bring the

ADC operational by year-end.” We were adequately
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confident inmeeting this highest-priority deliverable. The

Summary also addresses cost, whichwas the next highest

priority: “System cost overruns are more than offset by

savings secured in the construction process.” This tells

management that now, near the very end of the project,

savings in the construction side of the project will offset

thecost overruns that have been seen formonthswith the

system. The software systems issues are much improved

and now “adequate for go-live.” However, “refinements

will still be required” following start-up. Youwill see anew

open square on line 22. This reflects a newly planned

recognition event to acknowledge the performance

of the project team, outside vendors, contractors, and

programmers.

If we remember back more than a year ago, to Step

1 of the 12 construction steps, we said, “You, as project

manager, will bemaking decisions and giving direction

to your project. That oftenmeans making trade-offs. As

part of completing the header, discusswith the boss your

eventual need tomake these trade-offs affecting cost,

schedule, scope, quality, and risks. You and the boss

must share a clear understanding of priorities. On-time

completion of the ADCwas most important tomy boss.

Followed closely by cost.We then knew, for example, that

when balancing schedule against scope, meeting our

deadlineswould takeprecedence.”

Now,asweplan tocome liveat year end(whichwedid),

the value of that early collaboration is clearly manifest in

bringing a project to successful conclusion—with suc-

cess being defined in the beginning by the boss—beon
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time first, be on budget second, and then deliver scope

that is good enough, having successfully mitigated the

most challenging risks.

Postscript: Today, as Iwrite thisbook,adecadeandahalf

later, the ADC continues to provide consolidated ware-

housing with even faster automated storage and retrieval

cranes and reliable computer systems assembling recog-

nition awards of world-class quality delivered to clients

whenpromisedbetter than 99 percent of the time.
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CHAPTER

An Agile Project
Five Essential Parts of an Agile Project

In this and the next two chapters, we introduce the agile

one-page project manager (OPPM). We will be specifi-

cally discussing agilenot traditional projectmanagement;

however, thebasicpresentation is similar to the traditional

OPPMwe covered in Chapters 4, 5, and 6. There are five

essential parts to an agileproject, 12 construction steps to

creating anagileOPPM, and seven reporting steps.

We will discuss the “seriously simple” fundamental

principles and practices of agilewith a general focus on

agile/Scrum. But agilewill be discussed only sufficiently

enough to provide the background necessary to present

the agile OPPM as a communication tool specifically

designed for agile/Scrumprojects. The followingwebsites

offermoredetailed informationon theagilemethod:

● Agile Alliance (www.agilealliance.org): a “nonprofit

organization with global membership committed
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to advancing Agile development principles and

practices.”

● ScrumAlliance (www.scrumalliance.org): “a not-for-

profit professional membership organization created

to share Scrum framework and transform the world

of work.”

● The Project Management Institute (www.pmi.org): “the

world’s leading not-for-profit membership association

for the project management profession.”

These organizations, together with thousands of

traditional and agile books, plus a plethora of trainers

and consultants, provide today’s project manager with a

remarkablebreadth anddepthof content and recognized

certifications.

The American Heritage Dictionary of the English Lan-

guage, 4th ed., as used on the Free Dictionary website,

defines agile as “characterized by quickness, lightness,

and ease ofmovement; nimble.” This definition certainly

applies to agile project management, which has a nim-

bleness and quickness not found in traditional project

management approaches.

The struggles project managers had while managing

software development projects led to agile’s creation.

It remains primarily a software development practice

but is now successfully migrating into other areas. In

the software development world, the word agile incor-

porates the adaptive and client collaborative elements

of lean principles, Scrummethodology, and extreme

programming (XP).
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Agileprojectmanagement is not amature enoughprac-

tice where everyone has come to an absolute agreement

as towhat it is and how to define it. Some practitioners

stress the lean aspects of agile, whereas others talk about

adaptive programming and others emphasize client

involvement and collaboration.

The agile movement itself was a reflection of a revo-

lution of sorts against traditional project management.

Issues with the traditional waterfall methods, coupled

with a disproportionate number of failing technical

projects, accelerated the efforts of academics and

practitioners alike to come together and share best

practices.

In 2001, 17 technical project management leaders

gathered at the Snowbird ski resort in Utah and came

awaywith theAgileManifesto. As outlinedon thewebsite

(www.agilemanifesto.org), the statement of values

relating to agilemethodologywas as follows:

● Individuals and interactions take precedent over pro-

cess and tools.

● Working software takes precedent over comprehensive

documentation.

● Customer collaboration takes precedent over contract

negotiation.

● Responding to change takes precedent over following

a plan.

This group then fashioned 12 agile principles support-

ive of their vision. These principles illustrate the perfect
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balance of content versus brevity and of sufficiency

and efficiency. Somuch so that they are included here

without elaboration.

1. Our highest priority is to satisfy the customer through

early and continuous delivery of valuable software.

2. Welcome changing requirements, even late in devel-

opment. Agile processes harness change for the cus-

tomer’s competitive advantage.

3. Deliver working software frequently, from a couple of

weeks to a couple of months, with a preference to the

shorter timescale.

4. Business people and developers must work together

daily throughout the project.

5. Build projects around motivated individuals. Give

them the environment and support they need, and

trust them to get the job done.

6. The most efficient and effective method of conveying

information to and within a development team is face-

to-face conversation.

7. Working software is the primary measure of progress.

8. Agile processes promote sustainable development.

The sponsors, developers, and users should be able

to maintain a constant pace indefinitely.

9. Continuous attention to technical excellence and

good design enhances agility.

10. Simplicity—the art of maximizing the amount of

work not done—is essential.

11. The best architectures, requirements, and designs

emerge from self-organizing teams.
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12. At regular intervals, the team reflects on how to

become more effective, then tunes and adjusts its

behavior accordingly.

The tenets of “agility”may be applied to both informa-

tion technology (IT) and non-IT projects. The fundamen-

tals include:

● The desire and ability to reprioritize and respond to

change rapidly

● A collaborative, self-organizing, client-centered team

● Incremental iterative delivery of working solutions

Scrum is the most widely used agile methodology

and the one I employ. In case you are wondering, before

being applied to project management the word scrum

was used primarily to refer to a rugby playwhere players

must work together to get the ball. John C. Goodpasture,

in his book ProjectManagement the Agile Way: Making It

Work in the Enterprise (Plantation, FL: J. Ross Publishing,

2010), notes: “Theobjective [of a rugby scrum] is tomove

the ball using tactics that are improved and self-directed

by teammembers in real time.” It is the teamwork that

made the word scrum so apropos for agile project

management.

In the consulting and training we do, we provide the

followdescriptionof Scrum:

● Scrum is an agile process that allows us to focus on

delivering the highest business value in the shortest

time.
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● It allows us to rapidly and repeatedly inspect actual

working software (every two weeks to one month).

● It requires the business to set the priorities. Teams

self-organize to determine the best way to deliver the

highest-priority features.

● Every two weeks to a month, anyone can see real

working software and decide to release it as is or

continue to enhance it for a future release.

Thecharacteristics of agile/Scrum include:

● Teams that are self-organizing

● Requirements, which are captured and refined as

items in continuously updated backlogs

● Product that progresses in a series of sprints and

releases

● Specific engineering practices, which are not

prescribed

● Generative rules that create an agile environment

To describe agile and Scrummethodology, it is help-

ful to give an example of it in action. Let’s say your orga-

nization is developing the software for a global position-

ing satellite (GPS)deviceused tohelp automobiledrivers

find their way. A series of features will be included in the

device, but the client (say, themarketing and upper man-

agement folks) need to decide, in collaboration with an

agileproduct owner,which features to includeandwhich

arenotworth the timeandeffort todevelop and to contin-

ually prioritize as theproject progresses.
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The company may go with a product that is “good

enough” or top of the line. For example, the product

may display diagrams ofmaps and roadways that show

where to gobut not haveanaudio component that speaks

directions to theuser.Orperhaps thedevicewill haveboth

visual and audio components. Or perhaps the device will

have both visual and audio components but will use only

a woman’s voice. Or itmay be decided to include both a

manandawoman’s voiceand let theuserdecidewhich to

use.Or a series of voices speaking Englishmaybeoffered,

each with a different accent, such as American, British,

French, and Irish.

With softwareespecially, it is possible to createproducts

in iterations. Let’s assume the company decides that, to

be competitive, all of these features are needed but that

fully developing all of themwill take so long theywill be

introducedover time.

Initially, the GPSwill be introduced with graphics and

awoman’s voice, and an update three months later will

includeaman’s voiceand threemonths later, voices using

different accents. The company is rolling out these fea-

tures over time.

Not every project can be developed iteratively, which

iswhyagilemethodology is appropriate in somesituations

but not others. If building an airplane, for example, you

could not usefully develop thewings and deliver themby

themselves and then follow later with the fuselage then

theengines then thecockpit instruments and then thepas-

senger seats. Thatmakes no sense because the customer
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FIGURE7.1 The FiveEssential Elements of an Agile Project

Copyright OPPMi 2012.

cannot use theproduct until it is complete,whereas aGPS

with limited features can still behighly useful.

Note that Figure7.1,whichshows theessential elements

of an agile project, resembles Figure 4.1, a depiction of

traditional methodology. But whereas in the traditional

world we focus to a degree on individual owners, in the

agileworld we think in terms of teams. In the traditional

world we manage costs, whereas in the agile world

resources are fixed. Timemanagement is essential to

the traditionalist, whereas the agile practitioner plans

for fixed time boxes. Traditional tasks cascade like a

waterfall, completed step by completed step, toward

a “big bang” finale. Agile pursues frequent delivery by

releasing features in “little bangs.”

Let’s look at each of these five elements of agile

methodologymore closely. Figure 7.2will help because

it has abreakdownof eachof theseelements.
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FIGURE7.2 Breakdowns of the Agile Five

Copyright OPPMi 2012.

1. Team:

Product owner

● Defines and prioritizes product features for the

team

● Realigns features and priorities every iteration as

needed

● Determines date for releases

● Accepts or rejects work results

Scrum Master

● Coaches collaboration and cooperation

● Represents management to the team

● Removes impediments and interference

● Encourages productivity
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Development team

● Self-organizing

● Fixed at five to nine members for each sprint

● Cross-functional (designers, programmers,

testers . . . )

● Full time

2. Fixed resources:

● Team velocity—This is the measure of agile team

productivity calculated by summing the number of

units of work completed in a certain time interval.

The units of work may be development hours or

agile “story points.” Scrum Masters monitor veloc-

ity and development teams seek to increase it.

Velocity is an important value needed to scope

the project initially and to size product and sprint

backlogs.

● Burndown charts—These are graphical displays

of development work remaining to do versus time.

The vertical axis is backlog left to accomplish dur-

ing the designated time box. The horizontal axis is

time, like the 10 working days in a two-week sprint.

The farthest point to the left, which is also the

highest point on the vertical axis, is the total esti-

mated work for the sprint. The farthest point to

the right is the predicted end date of the sprint. A

straight line plotted between these two points is the

expected burndown of the backlog, with its slope

being the expected team velocity. As work is com-

pleted, the actual remaining backlog is plotted,

creating a descending line. Progress-versus-plan
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is the difference between these two lines. Even

knowing all this, many find it counterintuitive to

see that above the line is bad and below is good.

We seem to be programmed to want up to be better.

Nonetheless, the burndown chart is a very powerful

tool for the agile project manager to monitor and

communicate project status.

3. Features:

● Vision—An agile vision is a project objective with

a “yeah-but.” It is a definition of customer-centered

business goals the project is intended to accom-

plish, acknowledging yeah-but they might change.

● Feature sets—Following the lead from XP, the agile

community has adopted the term feature from the

idea of feature-driven development (FDD). A fea-

ture is a small, client-valued function. Feature sets

are simply related features organized into sets.

4. Fixed time boxes:

● Sprints—Sprints are typically a two- to four-week

period in agile/Scrum wherein the development

team incrementally creates one or more potentially

shippable product increments. Features planned

for the sprint are drawn from the product backlog,

which is a prioritized group of high-level develop-

ment requirements.

● Releases—A release is a planning and delivery

cycle and may result from one or more sprints.

Alan Shalloway, in the essay, Stellar Performer:

The Agile Approach to Software Development,

which appeared in The Fast Forward MBA in
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Project Management, 4th ed., by Eric Verzuh

(Hoboken, NJ: John Wiley & Sons, 2012), discusses

the notion of a minimal marketable feature (MMF).

“An MMF is a feature that is as small as possible

while still providing value and being worth the

transaction cost of delivery. Thinking in terms of

MMFs is what makes incremental delivery possible.

It does require the business to think in a new way:

how to split up the overall functionality so as to

deliver the greatest value over time.”

5. Frequent delivery:

● Client satisfaction—This is the first principle of

agile: “Our highest priority is to satisfy the customer

through early and continuous delivery of valuable

software.” Chris Mann, of the University of Calgary,

posted a paper on the Internet that followed a two-

year industrial study. It was titled “A Case Study on

the Impact of Scum on Overtime and Customer

Satisfaction,” and it concludes: “After Scrum was

introduced the customer satisfaction increased

while at the same time overtime for the developers

decreased (allowing the developers to work at a

sustainable pace).” Also, the third agile principle,

“Deliver working software frequently,” is customer

satisfying.

● Project status—Communicating project perfor-

mance compared with the project plan is the sta-

tus. Traditional project management gives strong

attention to cost and schedule status. The status

of agile projects, with fixed time boxes and fixed
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resources, is more concentrated on frequent deliv-

ery of working solutions. The agile burnup chart

is a visual display of completed work. Agile sta-

tus is best observed by going in person to the agile

team room where the various components of status

emanate from the charts, graphs, backlogs, and dis-

plays referred to as information radiators hanging

all about the room.

● Risk mitigation—Risk is an uncertain event

that might affect your project. Reducing, or

mitigating, risk is at the very root of agile because

it encourages frequent delivery, adaptation

to change, priority refinement, and constant

inspection.

FIGURE 7.3 The Agile OPPM Template

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.

131



THE NEW ONE-PAGE PROJECT MANAGER

Figure 7.3, theAgileOPPM template, incorporates and

illustrates the essential agile elements discussed above.

Figures in Chapters 8 and 9 are from the Front Office por-

tion of theO.C. Tanner Cornerstone ERP software imple-

mentationproject.
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CHAPTER

The 12
Construction Steps
for an Agile OPPM

Figure 7.2 in theprevious chapter shows anagileone-page

project manager (OPPM). The 12 steps needed to con-

struct it are seen inFigure 8.1.

Wewill nowcreate anagileOPPM.

STEP 1: THE HEADER

What It Is

The first step is to provide basic information about the

project. This goes at the top of the form in the highlighted

rectangle (Figure 8.2).

This information includes:

● Project: Cornerstone—Front Office

● Product Owner: Clark Campbell

● Scrum Master: Larrie Elkins
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● Vision: Upgrade Sales Configuration System

● Report Date

How to Do It

This part of the agileOPPM is similar in construction to

the traditional OPPM. A notable difference is the inclu-

sion of a ScrumMaster. Also, rather than referring to the

objective and sub-objectives, with agile we have vision

and feature sets.

As noted in the previous chapter, the vision is similar to

a traditional objective but less definite with an expecta-

tion for change. This iswhere theproduct owner andoften

theScrumMastermeetwith theboss to receive theproject

FIGURE8.1 The 12 Agile OPPM Construction Steps

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.
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FIGURE8.2 Agile Step 1: The Header

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.

assignment. In this example, the vision is to upgrade the

sales configuration system.

Now iswhen conversations are held about the boss’s

expectations concerning the budget, time, and vision.

There should be collaboration among the ScrumMaster,

the product owner, and the boss. Some organizations do

not include the ScrumMaster, but I advise that the Scrum

Master bepart of thismeeting.

A word about the ScrumMaster. Mountain Goat Soft-

ware provides a good description of this position and its

responsibilities:

The ScrumMaster is responsible formaking sure a

Scrum team lives by the values andpractices of Scrum.

135



THE NEW ONE-PAGE PROJECT MANAGER

The ScrumMaster is often considered a coach for the

team, helping the teamdo the bestwork it possibly

can. The ScrumMaster canalsobe thought of as a

process owner for the team, creatingabalancewith

the project’s key stakeholder,who is referred to as the

product owner.

Not worth repeating from our discussion about tradi-

tionalmethodology is the discussion about the project

name because this is essentially the same as with the tra-

ditionalOPPM.And the report date is not filled inbecause

there is not yet a report.

STEP 2: DEVELOPMENT TEAM

What It Is

As seen on Figure 8.3, this is the team thatwill do the soft-

waredevelopment. As a general rule, Scrum teams should

bepermanently assigned to aproject. This is important. In

my experience, the optimal size of a team is between five

and nine; in our example, the team has sevenmembers

whohavebeen identified andassigned.

TheOPPM reminds the product owner and the boss of

their job to select the development team. Also desirable

is having all teammembers in one location, if possible.

You need to get approval of teammembers’ supervisors

to join the team. The extra effort often required securing

the people you need and want most frequently guaran-

tees a valuable return exceeding your near-term initial

investment.
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FIGURE8.3 Agile Step 2: The Development Team

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.

How to Do It

Agile teamsare generally smaller andwork inmuchcloser

proximity than the various traditional project teams. The

teamneeds sufficient skillswithin itself to accomplish the

work. Teamsare cross-functional andmust bewilling and

able tobecomeself-organizing.

STEP 3: THE MATRIX

What It Is

Figure 8.4 shows thematrix. The idea of the agileOPPM

matrix is the same as that of the traditional OPPM; it is the

hubof theOPPMwhere all pointsmeet.
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FIGURE8.4 Agile Step 3: The Matrix

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.

How to Do It

Aswith the traditional OPPM, youwill gather your team

and start the discussion on how to handle this project.

Both the product owner and the Scrum Master are

responsible for twokindsof training:

1. Agile project training in general—namely, the tech-

niques of agile project management

2. Agile OPPM training, where you teach the agile

OPPM

If your team is experienced, youwill likely need to teach

the elements of the agile OPPM but not of agile project

management in general. A less experienced teammay
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need some training help from outside your organization

andonhow theagileOPPMworks.

This is agoodplace tocommenton thepolarization that

has occurred and, in some places, continues, between

traditional and agile project management as agilists and

traditionalists dramatize thedifferences in support of their

organizationsmorepopular approach. Thesedebates can

bevaluableonly if they lead tomutual understanding and

theeventual blendofmethods needed formanyprojects.

Fewer and fewer projects today are purely traditional or

purely agile. Wise managers strive to form just the right

“hybrid” thatworks for theirorganization, talent, and types

of projects.

Jim Highsmith, one of the original 17 Snowbird

agilists who penned the Agile Manifesto and the

12 Agile Principles, writes in his book Agile Project

Management—Creating Innovative Products (Boston:

Addison-Wesley Professional, Pearson Education, 2009),

“Traditional Project Managers tend to focus on require-

ments as the definition of scope, and then concentrate

on delivering those requirements. AgileProject Leaders

focus on delivering value and are constantly asking

questions aboutwhether different renditions of scope are

worth the value they deliver.”

STEP 4: FEATURE SETS

What It Is

Collaboration with customers reveals certain sets of fea-

tures they find valuable.
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FIGURE8.5 Agile Step 4: The Feature Sets

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.

In our previous example about developing a GPS, the

feature sets are the picture of the roadon the screen,male

and female voices, and voiceswith various accents.

In theexample seen inFigure 8.5, the feature sets are:

● Upgrade Order Design Features

● Upgrade Pricing Features

● Upgrade Available-to-Promise Features

● Upgrade Brochure Display Features

● Upgrade Invoicing Features

How to Do It

An agile project will have many features, or “chunks,”

of functionality envisioned to provide business value.
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Every feature cannot be shown on an agile OPPM;

therefore, your team, along with the customer, should

look for commonality and group them into reasonable

collections gathered under an umbrella of recognizable

similarity.

STEP 5: RELEASES
AND SPRINTS

What It Is

Releaseplanning is collaborationbetweenyour customer

and your development team. Once you have identified

features and grouped them into feature sets, the devel-

opment team estimates required effort as a baseline for

prioritization. Story points or development hours are the

most common variable; I confess a bias for using hours

because they aremore easily understoodoutside theagile

project team.

In agile/Scrum, a sprint is a repeatable work cycle,

usually two to four weeks in length, during which time

the team creates a shippable product. The product

owner prioritizes the features and determines when to

release. Each sprint builds iteratively on the previous

sprints to incrementally deliver value to the customers.

As in the example from the previous chapter, rather than

providing thecustomerwithone fully completedproduct,

such as an airplane, agilemethodology delivers small

iterations of the product to the customer and does so

frequently.
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How to Do It

Sprints comeout of yourplanning. Youneed todetermine

howmany sprints youwant in each release. Typically,

sprints number 4 to 12 per release.

The example illustrated in Figure 8.6 has four releases,

with thefirst threehaving four sprints apiece,whereas the

last has but one sprint.With software, the last sprint is often

abug fixandhas just one release. Bugs are generally fixed

along theway in each sprint, sufficient that working soft-

ware isdelivered.Experiencehas shownthat aconcluding

sprint just to cleanup recently discoveredor delayednon-

critical bugs is goodpractice.

FIGURE8.6 Agile Step 5: The Releases and Sprints

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.
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STEP 6: ALIGNING SPRINTS WITH
FEATURE SETS

What It Is

Here is where youutilize your high-level planning results

to showwhich feature sets areplanned for each sprint and

release. Strong arguments can bemade for only planning

feature sets for one or two releases at time. The number

of sprints and releases to be displayed on your OPPM

dependson theplanning experienceof your teamand the

expectationof yourboss and customers. This is illustrated

inFigure 8.7.

FIGURE8.7 Agile Step 6: Aligning Features to Releases and Sprints

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.
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How to Do It

Some people think no planning is necessary with agile.

Quite the contrary. With agile, we have a plan, but it is a

plan that gets adjusted along theway.

In theCornerstoneproject, Release 1 is alignedwith the

feature sets: UpgradeOrderDesignFeatures andUpgrade

PricingFeatures.Youcansee thiswith thecircles in thefirst

line of Release 1. Below that, you can read which feature

set relates to which sprint. Note that in the final release,

Release 4, Final BugClean-up, all the feature sets relate to

the final sprint, Sprint 13, because all the feature sets will

go throughabug cleanup.

STEP 7: SPRINT DATES
AND TIME BOXES

What It Is

Inour example, Figure 8.8, there are one-week timeboxes;

each sprint lasts twoweeks. The planning horizon for our

project is 25weeks, and you can see there are 25weekly

boxes.Wewill report onour progressweekly.

How to Do It

The time horizon for an agile project means something

quite different than the go-live date of a traditional

project—not better or worse generally, just different.

Traditional projects are best when technology is familiar

and product requirements are stable or routine. Agile

projects are best when technology is unfamiliar or

144



THE 12 CONSTRUCTION STEPS FOR AN AGILE OPPM

FIGURE8.8 Agile Step 7: Sprint Dates and Time Boxes

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.

leading edgeandproduct requirements are fluctuating or

unpredictable.

Aswementioned inChapter5, before youcommit to the

completiondate, think carefully aboutwhat youare com-

mitting to.With traditional projects, youare committing to

a single on-time delivery of all the scope. With agile, you

arecommitting to incrementally and frequently delivered

working solutions for fixedperiods.

STEP 8: THE SCHEDULE

What It Is

InFigure8.9,wealign thesprints and releaseswith the time

boxes.
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FIGURE8.9 Agile Step 8: The Schedule

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.

How to Do It

This is a visual display of our sprint/release planning

showing howmany total sprints we plan and the number

of sprints planned for each release. We place an empty

circle in the boxes alongside the release. In our example,

each release takes eight weeks. Release 1 (Order Design

and Pricing Configuration) is scheduled for completion

between Weeks 01 and 08; Release 2 (Availability-to-

Promise Ability and Brochure Displays), betweenWeeks

09 and 16; and Release 3 (Paper and Online Invoicing),

between Weeks 17 and 24. The last release, Release 4

(Final BugClean-up) is scheduled for oneweek.
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On each release title line, empty circles are placed for

each week because the release is expected to take that

time represented by those circles. Below the title lines are

the sprints, and each sprint is scheduled for twoweeks.

Sprint 1 is scheduled for Weeks 01 and 02; Sprint 2, for

Weeks 03 and 04; Sprint 3, forWeeks 05 and 06; and so on.

By looking at theOPPM, you can see graphically the start

and stop dates of each release (Release 1, for example,

starts onWeek 01 and ends onWeek 08) and the start and

stop dates of each sprint. Easily and quickly, the reader

sees howmuch time is being devoted to each release and

sprint and when the release and sprints are scheduled to

start and stop.

STEP 9: BACKLOG BURNDOWN

What It Is

This step (Figure 8.10) involves the two burndown charts

planned tobe shownoneachOPPM. These graphical dis-

plays of development progress for each sprint could be

applied to any project where progress can bemeasured

over time; however, they arenot generally applied to tradi-

tional projects and are one of themost important tools for

theagilepractitioners.

How to Do It

In this stepwe include in theOPPM the burndown chart

for the previous sprint and the current sprint. They could

be shown by release instead. This step is a good time
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FIGURE8.10 Agile Step 9: The BurndownCharts

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.

to carefully go over the value of burndown charts and

expected input needed fromyourdevelopment team.

STEP 10: RISKS, QUALITATIVES,
AND OTHER METRICS

What It Is

Aswe noted in our discussion of this step with the tradi-

tional OPPM, this portion deals with subjective or quali-

tative aspects of a project (Figure 8.11). Every project has

aspects that do not easily lend themselves to quantitative

analysis.What qualifies as acceptable performance with

software is often difficult to say. A screen that comes up in

one or two secondsmay be acceptable—or not. Amod-

est amount of customizationmaybe acceptable—ornot.
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FIGURE8.11 Agile Step 10: Risks, Qualitatives, and Other Metrics

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.

We report performance with stoplight colors red, yellow,

and green.

How to Do It

Risks are aligned to feature sets. In Figure 8.11, Major Risk

“A” relates to theCapacity of Purchased Software, and this,

in turn, is alignedwith the feature sets for UpgradeOrder

Design Features, Upgrade Pricing Features, andUpgrade

Available-to-PromiseFeatures.

The functionality of the legacy systems we replaced

were farmore complex than any of our software vendors

anticipated. This, coupled with the new functionality

demanded byboth our internal and external customers,

established requirements subject to failure. As you can
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imagine, the usual debates over in-house development

versuspurchasingpackaged software recognized this very

real project risk.

Then there is the minor risk related to Losing a Key

Developer From the Team because wewere dependent

on her intimate knowledge of the legacy systems she had

designed and programmed. Other risks relate to Robust

Interfaces with Remaining Legacy Systems and, most

important, Client and Sales TeamsSatisfaction.

STEP 11: OVERALL STATUS

What It Is

Figure 8.12, Overall Status, provides a status report for

senior management and other stakeholders using a

burnup chart. The burndown chart we just discussed

shows howmuch backlog remains, whereas the burnup

chart depicts howmuch has been accomplished and,

overall, how well the project is progressing. Here, up is

good anddown is bad.

The solid line shows adequate performance, and the

dotted line is the ideal. Agilists refer to the triangle formed

by these two lines as the cone of happiness, because it is

where you are pleased with your performance. The ideal

line is usually about 10 percent better than your expected

teamvelocity,whereas the adequate line could represent

about 10 percent below. Therefore, if your performance is

between these two lines, yourburn rate is as expected.
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FIGURE8.12 Agile Step 11: Overall Status—Burnup Chart

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.

How to Do It

Asyouwill see in thenext chapter,wewill fill in this section

of theOPPMwithcoloredbars tocreateachart that lets the

reader knowwhere we are in respect to these two status

lines.

STEP 12: SUMMARY & FORECAST

What It Is

Your OPPM is now complete except for this section. Here

is where you informyour readers how the project is doing

andwhat you forecast for the immediate future.
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How to Do It

Notmuch space is provided—for a reason. TheOPPM,

both the traditional and agile versions, are primarily

graphic representations to take advantage of how suc-

cinctly a picture can describe a situation. If youwrite a

long tomeabout aproject and its progress, younegate the

very strengthof theOPPM.

For this reason, minimal space is provided for explana-

tions. But it is understood that some description is often

needed because the graphics cannot convey all impor-

tant information. Such missing information belongs in

this section. This is not a place to repeat what is already

depicted elsewhere in theOPPM.

FIGURE8.13 Agile Step 12: Summary & Forecast

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.
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Youcan see how this is done inFigure 8.13,which reads

as follows:

Market Research strongly indicates anopportunity for

expandedmarket share, alongwith capacity to justify

increased pricing ifweoffer broader availability and a

more rapid process at least sixmonths aheadof

competition. Larrie Elkins, our Senior CSM, is

successfully finishinganother project and is now

available. TheDeveloperswith the needed skills are

also available if we reprioritize their current

deployment. Visits to usersof our purchased software

packages have identified some risks andmitigating

strategies have been shared.

FIGURE8.14 Agile OPPM: The Cornerstone Front Office

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.
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Figure 8.14 is the final product of your agile planning

and completion of the 12 agileOPPMconstruction steps.

This singlepage communicates the plan andwas submit-

ted tomanagement to receive fundingand thego-ahead to

launch theCornerstone—FrontOfficeProject.
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CHAPTER

The Seven
Reporting Steps
for an Agile OPPM

We are now ready to use the one-page project manager

(OPPM) we just built. The project, which was introduced

in the previous chapter, was part of a software project I

managed at Tanner called Cornerstone, and it involved

the deployment of SAP enterprise software for finance,

manufacturing, supply chain, and a front office com-

ponent. Chapter 6 of my second book, The One-Page

Project Manager for IT Projects,discusses themain body

of this project in detail. OPPMs were essential for this

project and, we will present the front office piece in the

agile OPPM format. Typical big bang traditional go-live

challenges pressed us into the newly emerging agile

methods. Shortly after the completion of the project that

wewill display in this chapter, O.C. Tannerwas recognized
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byCIO magazine. Here is a quote from IT Management

News , August 23, 2004:

O.C. Tanner RecognitionCompany has beennamed

one of CIOMagazine’s “Agile 100” for the company’s

ability tomarry “IT agilitywith enterprise agility in

order tomove quickly, adapt intelligently and create

advantage in a rapidly changingworld,” according to

the publication.

O.C. Tannerwill be honored by themagazine’s

editors inColoradoSprings onAug. 24, alongwith

other leading companies suchas FedExCorp., T. Rowe

Price, Dell, SBC,HarvardBusiness School andGeneral

Motors.

O.C. Tannerwas recognized for usingagile software

developmentmethodology to implementmore than

1,000business systemenhancements in a single year,

and for IT enhancements tomanufacturing, supply

chain and customer-facingprocesses.

“Beginning in early 2002, our Information

Technology organizationbegan the implementationof

leanand agilemethodologies that have substantially

improved our organization’s productivity and

connection to the business,” saidDavidBerg, Senior

Vice President andCIO.

For purposes of illustration, I am showing the project at

theendofWeek 13 inFigure 9.1.

SEVEN STEPS TO CREATING A REPORT
USING THE OPPM

Youmeet with your project’s owners near the conclusion

of each report date and complete the following tasks:
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FIGURE9.1 The SevenAgile Reporting Steps

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.

Step 1

Insert the red vertical line betweenWeek 13 andWeek 14,

the current time. This lets the reader quickly knowwhere

on the project’s timeline this OPPM is reporting on. Insert

the report date in theupper right-hand corner.

Step 2

Fill in the dots as pointed to by the right-handNumber 2

arrow, which shows howwell we are completing various

sprints. Release 1 (Order Design and Pricing Configura-

tion) is finished, as illustrated by all the bubbles being

filled in. The far-left Number 2 arrow shows completionof

theplanned feature sets.

157



THE NEW ONE-PAGE PROJECT MANAGER

We are currently engaged in Release 2 (Availability-to-

PromiseAbility andBrochureDisplays). This is illustrated

by the dots relating to Release 2, which runs fromWeek

09 throughWeek 16. You can tell Release 1 is complete

becauseall its dots are filled in, and you can tell Release 3

(Paper andOnline Invoicing) has not startedbecause the

dots for this releasedonot beginuntilWeek 17.

The dot for Release 2 just to the left of the vertical red

line is not filled in, indicating there are issues with this

release. You can see the challenge is with Sprint 7,whose

dot should have been filled in this past week but is not.

This sprint was not completed this week as scheduled.

As a result, the feature set (left side), Upgrade Brochure

Display Features, is suffering. Note, though, that this full

feature set is not scheduled tobe completed for another

three weeks; the schedule calls for one more week to

complete Sprint 7 and twoweeks to complete Sprint 8.

Step 3

Arrow3 refers to theSprint Status report. Release1 is green,

meaning adequate, in the bolded box. This is saying the

releasewasdelivered, all sprintswere accomplishedwell,

and customers (internal and external) are satisfied with

the results. You can find themeaning of the colors in the

legend located below the Sprint Status report. The left-

hand andmiddle columnunder Sprint Status arewhite for

this release, indicating the backlogs have been emptied

andno serious issues remain.

Release 2 has a bolded box filled in with blue, which

means it is in progress. Sprint 5 had issues (which is
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why there is yellow in the Issues column), but under

Completed, it is green,meaning goodenough.

The backlog for Sprint 6 is completed, so it is white in

theBacklog or InProgress column.However, it is yellow in

the next two columns—Issues and Completed—which

means we are concerned about that release. We decided

to include this software in theplannedRelease 2 although

we remainworriedbecause of a few lingering issues.

Sprint 7 is filled in gray under the Backlog or InProgress

column, indicating its features are waiting in the backlog

for this sprint. Under Issues, there is a red box, indicating

weare veryworried about theperformance.

Sprint 8 is gray under Backlog or In Progress, indicating

nowork has yet begun to reduce this postedbacklog.

Release 3 is a gray boxunderCompletion,whichmeans

we have a high-level planned backlog ready for Sprints 9

through12 to tackle it.

Step 4

Here we are filling in the boxes under the Risks, Qualita-

tives, OtherMetrics section.WithA:MajorRisk—Capacity

of Purchased Software, we were concerned about it

duringWeeks 05 and 06 (when the boxes were filled in

with yellow), but the remainder of the time the boxes are

green, indicating performance was adequate. B: Minor

Risk—LosingKeyDeveloper From the Teamhas gone red

this week. We were unable to retain this critical talent. C:

Robust InterfaceswithRemaining Legacy Systems started

off well—thefirst eightweeks are green—but since then,

we have been concerned. The final risk, D: Client and
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Sales Team Satisfaction, has been consistently adequate

until thisweek when it turned yellow, indicating we now

havean issuewith it.

Step 5

There are twoNumber 5 arrows. The upper one tells you

theAverage Daily Team Velocity. As I noted in Chapter 7,

team velocity refers to the amount of work your develop-

ment team can accomplish in a day and is calculated by

counting thenumberof units ofwork completedduring a

specified time interval. In the past week, the velocity was

only 29 hours, the lowest it has been since the start of the

Cornerstone project; it peaked inWeek 08,when it hit 39.

Thismeans the teamaccomplished less inWeek 13 than in

FIGURE9.2 Front OfficeWeek 13 Report

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.
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any other week and is reflected in Step 3 and the red box

we discussed under Sprint Status—Sprint 7 and in Step 4

with the red and yellowboxes.

The lower arrow points to the burndown chart, which

shows, day by day, the amount of work remaining in

Sprints 6 and 7 relative to the amount of time remaining.

Sprint 6 started off on schedule, then ran for severalweeks

ahead of schedule (this is shown by the gray area being

below the planned burndown line) and then returned

to completing the planned work for that sprint. However,

Sprint 7 shows the gray area above the line, indicating the

backlog is not being “burned”downasplanned.

Step 6

With this step, we are looking at theOverall Status of the

project. This is telling us two different but related stories.

One story is found in the colors of the bars. For the first 10

weeks, thebars were all green— theprojectwas progress-

ing at least adequately, if not better. Weeks 11 and 12 are

shaded in yellow, an indication the project was running

into some difficulty. And the last week, Number 13, is in

red, which tells us we are moving into an area of serious

difficulty.

The second story provides amore encompassing view.

Look at the cone of happiness—the area between the

lines representing the ideal and the adequate. Evenwith

the challenges of the past three weeks, we are still inside

the cone of happiness. Admittedly, four weeks ago we

were well within it and now, inWeek 13, we are on the
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edge of falling below what we considered adequate.

One of the great values of the agile OPPM is that it gives

off early warning signals. Yes, things were progressing

nicely for about three months, but now we have seri-

ous issues. Figure 9.2 shows theWeek 13 report without

the steparrows.

Step 7

TheSummary&Forecast explainswhy things are happen-

ing. In the last week, we’ve seen Sprint 7 falling behind, a

coupleRisksbecomingyellowandone turning to red, and

theOverall Status being labeled red.

What is going on now in the Cornerstone project? The

explanation is found in this last section. Here we learn

the project lost its key developer, which explains why the

Average TeamVelocity is nowat its lowest point.What are

we doing about it?We learn that here, too, by seeing that

subjectmatter expert Thane Johnhas beenhired and that

arrangements are being finalized to add Jarv Hyrum to

the team alongwith intern James Clark. And, as it says in

this section, “This, coupled with a small client approved

feature changewill increase our velocity and realignwith

the schedule byWeek 15.”We learn here that steps have

been taken to handle the challenges and we expect tobe

back on trackwithin twoweeks.

We also learn that the difficulty relating to online

brochures is exceeding estimates. In addition, a major

client has expressed some concern about theproject and

Clark is handling this issuedirectly by providing theclient
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with aweekly update. Finally, this section lets us knowwe

plan to release the available-to-promise module with a

few noncritical bugs,which will be fixed in Sprint 13 (the

sprint dedicated to cleaning up remaining bugs).

Figure 9.3 shows theAgileOPPMstatus forWeek 24, one

week prior to theplanned completionof theproject.

The bottom right burnup chart shows a nice recovery

from themid-project challenges. Releases 1 and 3were

okay, and features fromRelease2workbut still have issues.

Red boxes revealed serious software capacity issues sur-

facing inWeeks 18 through 20 but are now resolved. The

string of yellow boxes tells a chronic story of worrisome

interface performance. The final bug cleanup sprint is in

progress and is yellow.

FIGURE9.3 The Cornerstone—Front OfficeWeek 24 Report

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.
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The questions posed by the Week 24 OPPM are

answeredwith the following in theSummary&Forecast:

The available-to-promise andbrochure display bugs

have beenprioritized andnowoccupy the backlog for

our final sprint.

The patches provided by our softwarevendor

coupledwith some experienced efforts by our internal

teamhave remedied the purchased software

sluggishness.

Legacy system interfaces continue to plague us

althoughadequate for current operations.Weare

planninganewproject to address these delayedfixes.

The new functionality and added communication

capacity havemore thanoffset early client irritation.

Some featureswere delayed;wemetbudget and

timing.

Finally,many agilistswould suggest that asweapproach

the end of the project, themost important single piece

of information communicated by this Agile OPPM is

Client Satisfaction asdisplayedby the last four contiguous

weekly greenson lineDof theRisks section.
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CHAPTER

Thinking
about Projects

This chapter is based solely on our observations and no

claim is made to psychological, academic, or clinical

expertise in organizational behavior. We have all read

about right-brained versus left-brained predisposition,

about multiple intelligences, and about intelligence

quotient (IQ) and emotional quotient (EQ). In our

training seminars, we have askedmore than a thousand

project managers how they approach project planning.

Does their mind go to the start andwork forward, or does

it go to the end andwork backward?Or do they randomly

envision the interrelated elements?

We mentioned earlier the Harvard Mentor series

book on project management. The authors propose a

three-by-two construct for communicating effectively.We

have labeled this theHarvard 3-by-2 and added it to our

communication toolboxalongwith the one-page project

manager (OPPM)andAndyCrowe’sAlphaFour.
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TheHarvard 3-by-2 outlines effective project communi-

cationas:

1. Efficient and sufficient

2. Candid and timely

3. Explaining why and what’s next

The OPPM seeks to support each of these three pairs.

Candid, timely, why and what’s next are relatively clear

concepts and project managers have little difficulty

determining how to bring their communication in line

with each.

Balancing efficiency with sufficiency is much more

challenging, different for every project, and changingwith

every stakeholder, and it is critical thatweget it right.

Applying the theory, principles, andpractices presented

in Chapter 1 will help us deal with our “detail syndrome.”

We add here onemore visual. Sorry, it is about sports,

but it ismore than ametaphor; it is a real-life example of

balancing efficiency with sufficiency. And, being a visual

display,we tend to remember the relationships and think

how theymight be applied to communicating about our

progressing projects.

I invite my college students, and Mick invites his

seminar learners, to construct visuals of project man-

agement principles. This one emerged from a group of

seasoned project professionals, one of whom was an

NFL referee.

Figures 10.1 and 10.2were their creations.Wehaveused

them,with generous attribution, ever since.
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FIGURE10.1 Efficient
versus Sufficient
CommunicationChallenge

Copyright OPPMi 2012.

Imagine watching your

favorite football team in their

most important game of the

year. The score is tied and

time is running out. Your wide

receiver races down the side-

line to catch a pass thrown

long into the end zone. He

and his defender are bump-

ing and pushing each other as

they leap, arms and hands out-

stretched to the limit. Hegrasps

the ball with his fingertips just

a whisker above the turf. The

back judge hesitates, then sig-

nals incompletepass.

FIGURE10.2 Efficient versus
Sufficient Communication
Sweet Spot

Copyright OPPMi 2012.

Now consider Figure 10.1.

The bottom horizontal axis

represents efficiency, from

short messages to long con-

versations. The vertical axis

represents sufficiency, with

knowledgeable content ris-

ing from lean to rich. Each

of the four boxes represents

communication that is a lit-

tle incomplete, a little out of

balance. The bottom left reflects what the referee’s signal

communicates—very short, very lean, no catch, and no

touchdown. As the instant replays are being considered,
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you listen to the TV analysts fill the airtimewith long con-

versations peppered with their rich understanding of

the game. This is displayed at the top right corner. At the

same time, in the local bar, fans, represented at the bot-

tom right corner, argue loud and longwith a somewhat

tipsy absence of full understanding. The referee puts on

his headphones and listens to the decision of the replay

official. He walks onto the field, clicks his microphone,

andwith a sufficiently richunderstanding of the facts and

the rules,makes a short announcement.

When communicating about your project, a short/lean

message like “We are on time,” a short/richmessage like

“OurCPI and SPI areboth greater than 1.0,” a long/rich sta-

tus report book, or a long/lean commentary by a casual

observer are each incomplete andout of balance.

At thecenter of Figure 10.2 is abalance between effi-

ciency and sufficiency—a sweet spot—representing

when the referee goes to the sideline and explains the

call to thehead coachof the receiver. Eachparticipant

in this “critical conversation” has a deep and rich

knowledge of the rules and the observed infraction.

Forboth, the stakes arehigh, and they are limited in the

time they can spend in this communication.

Comments from Readers and Users

TheOPPM is a very conciseway of reportinga lot of

info in a very easy to understand, single-page

report. Looking forward to implementing this at

DFW.

—R. Bee, Dallas FortWorth Airport, August 5, 2011
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OPPMs have found their way into the communication

sweet spot for many organizations. Efforts to achieve the

right balance between efficiency and sufficiency are

worth it because effective communication is the single

most valuable contribution of the best, and indeed every,

projectmanager.

Before starting any project, the project leader is faced

withwhat is often themost difficult decision concerning

the entire endeavor: who to put on the project team. It’s

like cooking: if your ingredients are poor, nomatter how

wonderful the recipe and how carefully you follow the

instructions, the end result will be wanting. But get supe-

rior ingredients, and you are more ensured of a delicious

result.

The same thing holds true for project teams. My expe-

rience is that project teammembers think differently

in some very fundamental ways. I don’t mean this in a

denigratingway; eachof us has strengths andweaknesses.

Albert Einsteinwasagreat physicist, but that doesn’tmean

he was a wonderful athlete. Bill Gates is an innovative

genius, but I doubt he is a great violinist.Michael Jordan

could play basketball like no one else, but baseball was

anothermatter.

I have identified three types of people who, when

brought together, create an ideal mix for managing

any type of project, traditional or agile. Some people fit

into two of these types (few have all three attributes).

Figure 10.3 shows how these types can overlap. They are

the ingredients youneed tohelp ensure your project team

is successful. When you have these types represented on
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FIGURE10.3 Three Types of Thinkers

Copyright OPPMi 2012.

yourproject team, youhaveall the strengths youneed and

the ability to override any notable weaknesses. Let’s look

at these three types.

THE VISIONARY THINKER

Visionaries are generally your brightest andmost creative

teammembers. They are out-of-the-box thinkers, they

think about things innovelways, and they candivedeeply

into a subject or think across a wide range of subjects.

They’re not encumbered with the structure of how things

are. They turn things upside down, and twist and turn

them in new and unique combinations. The information

technology (IT)world enjoys a particular concentration

of visionaries, and agile itself is a visionary approach.

As a project manager, be aware that it is absolutely

essential to have visionary thinkers on your team. They

may sometimes create unique difficulties, but they

amplify the deliverables of a project and enhance and

augment aproject’s outcome.
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They find solutions to intractable problems. They chal-

lenge conventional thinking and are less encumbered by

groupthink. Youwill often hear them say, “Why not . . . ” or

“How about . . . ” I cannot imagine a robust project team

without visionaries.

Even though innovative visionaries are essential to a

strong project team, as with every type of thinker, they

come with unique challenges. The liability of visionaries

is they are not focused much on the commercialization

or the actual completion of the work. Once they’ve

completed thinking through a problem, they are on to

the next thought. They generate lots of ideas, but others

must implement them. Soas youproceed forwardon your

project planning before the project actually begins, know

whichof the visionary’s ideas to incorporate andwhich to

leave unused because youcannot use themall. Once the

project has begun, the visionary’s liability is scope creep.

This means they are always ready with ideas—saying,

“Oh, let’s add this” or “Let’s tweak that”—but they can

come upwith somany ideas and expand your project in

somany ways that it never gets done.The more agile your

projectmethods are, themore the visionaries’weaknesses

turn into strengths.

Here’s one other thought about intelligent visionaries:

attempts tomotivate by recognizing and appreciating

their efforts is substantiallymore effective than praising

their intellectual gifts. This seems particularly applicable

following a series of failures. Those acknowledged for

effort seemmeasurably more resilient and continuously

engaged than thosewhose intellect is overstressed.

171



THE NEW ONE-PAGE PROJECT MANAGER

THE START-TO-FINISH THINKER

Todd Skinner, a talented and grittymountain climber and

professional speaker, taught his listeners about “getting

on thewall.” His experience in free climbing many of

themost challenging vertical ascents in theworld taught

him that the time eventually arrives when planning must

be declared adequate and climbing started. And,more

important, by “getting on thewall,” you learn what you

never could have learned any other way—you become

capable.

Start-to-finish thinkers on projects are get-on-the-wall

types. They are anxious to get going and start doing. They

think aboutwhat they need todofirst and thenget started.

They believe they arenot fully capablewhen they start but

becomecapable as they progress, so the sooner they start,

thebetter—a fundamental agile idea.

This approach is basedon thebelief that youcan’t know

all that will happen or plan for every contingency. If you

wait until you get all the answers, you’ll never start. The

start-to-finish thinker is anxious to get going, to get on the

wall. Building the initial OPPM starts at the beginning.

They reason: “Weneed to start with this, and thenmoveon

to that . . . and then that . . . ” until complete. Youmay soon

find them losing a little focus as the planning becomes

increasingly granular or prolonged.

As a general rule, they are not particularly outstanding

delegators. They have learned they do thingswell. They

are confident. They are highly effective individual con-

tributors. Handing off work toothers is difficult. Theymay
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even feel some level of guilt when delegating to others

what they themselves could do.

Start-to-finish thinkers are essential to a teambecauseof

theenergy they bring and their focus on the task. Youwant

them because of all the things they’re focused on. They

work tomeet deadlines. The visionary concentrates on a

project’s scope, often venturing beyond; the start-to-finish

player thinks about how tocomplete the task on time.

THE FINISH-TO-START THINKER

Youwill find finish-to-start thinkers in the libraries of any

major college. They have their pencils lined up, their cal-

endars telling themwhen to study for every class, and their

books inorder.

On a project team, they picture in their mind every

project in its finished form. They knowwhat a project will

look likewhen it is done. With the OPPM, they start with

the end inmind and build tasks and timelines backward

to thebeginning.

Theseare your best planners. They construct theOPPM

right to left rather than left to right. Once all the tasks have

been identified, they think about filling in thecircles. This

is in contrast to the visionary thinker, who doesn’t think

about circles or dots at all. The start-to-finish thinker starts

filling in circles left to right: this is done first, this is done

second, this is done third, and so on. The finish-to-start

thinker fills in the plan right to left: if this is the finished

product, then to complete it we have to have completed

this, and before that we have to complete that. They go
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backward and, as a result, oftenendupwith a longer time-

line than the start-to-finish thinker.

The weakness of finish-to-start thinkers is they can

overplan—the proverbial paralysis by analysis. They do

not get on thewall soon enough; theywait andwait to get

started. The start-to-finish thinker says, “Giveme a couple

of ducks,” and then is off. The finish-to-start thinkerwants

all ducks in a rowfirst.

My wife, Meredith, is a start-to-finish thinker, and I am

a finish-to-start thinker. As such, we nicely complement

(or clash with) each other. We had a home remodeling

project where I did the planning and worried about

which were the load-bearing walls and what needed to

be done. I planned and planned. But the weakness of

thinkers likeme eventually came through, and nothing

was getting done. I was undergoing paralysis by analysis.

One day I returned home to findMeredith had taken a

sledgehammer to awall and reduced it to rubble. She had

enough of my planning and figured it was time to start

doing. Shedidmore than “get on thewall”; she took down

thewall.

A team of all finish-to-start thinkers will overplan your

project, and be assured, theywill not overspend the bud-

get. But the timeline—well, that’s another story.

Many IT people have found success in this type of

thinking. They have learned to “start with the end in

mind.” For IT projects, however, the “end” is difficult and

costly to fully specify because users can’t completely

identify everything theywill need. Therefore, experienced
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chief information officers often partition larger projects

into more definable chunks. They use agile methods

by bounding both the scope and the timeline intomore

manageable chunks (called releases); a propensity for

finish-to-start thinking is constrained to limiting the plan-

ning time. This also provides for some early deliverables

while ignoring for the timebeing scope thatmay expand

ina future chunk.

Anotherprovenmethod foraddressing thesechallenges

is the path-based approach explored byHarvard profes-

sor DavidUpton (see “Radically Simple IT,”HarvardBusi-

ness Review , March2008, byDavidM.UptonandBradley

R. Staats).

I have generally found that finish-to-start thinkers have,

as a strength, a natural inclination to delegate and are

comfortable surrounding themselves with people who

aremore competent than they are. They think aboutwhat

processes or systemsareneeded for a project andwho the

best people are to accomplish what is needed, and they

canbe fearless at going out and getting them.

ASSETS OF THESE THINKERS

● The visionary thinker will ensure innovation and cre-

ativity.

● The start-to-finish thinker gets you moving, brings a

“can do” attitude, and is passionate for the timeline .

● The finish-to-start thinker will be sure the project is well

planned and stays on budget.
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LIABILITIES OF THESE THINKERS

● The visionary guarantees scope creep to a traditional

project, which affects both cost and the timeline. How-

ever, scope creep is not always bad.

● The start-to-finish thinker may paint you into a corner

by starting things before they are fully thought out,

requiring additional money and resources either not

planned for or required to reverse and repair.

● The finish-to-start thinker is slow to begin and may

allow the timeline to slip, especially in the early plan-

ning phase. This is a greater risk for longer projects.

PEOPLE ARE MULTIDIMENSIONAL

People are not one-dimensional. They are multidimen-

sional and possess varying degrees of each type of think-

ing in their approach toprojects. Generally, one type tends

todominate, however.

A few remarkable project leaders are in the triangle

in themiddle of Figure 10.3. They fire on all pistons, are

bright and intuitive, haveall sorts of ideas, and jump into a

project right awaywith just the right amount of planning.

Theseareunusual animals.

People who have strengths as visionary and start-to-

finish thinkers will get a lot of things started but suffer

some false starts. They have a pile of books on their night-

stand, all partially read. They are good at starting things

but often lose interest before the project is completed.

They are bored easily and crave the thrill of starting

something new.
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Visionary and finish-to-start thinkers can really slow

downaproject. They plan things to death and are usually

quite risk averse. They visualize how theywant to finish

a project and then envision a new, more expansive

conclusion.

Those who combine finish-to-start and start-to-finish

thinking are rare. Give them a set of plans, and they’re off

doing and accomplishing.Ona vacation, they haveevery-

thing planned. They knowwhat they are going to do each

day. Theymaymiss, however, someunique opportunities

or unusual activities only contemplated by the creative,

visionary thinker.

WHAT THE PROJECT LEADER
NEEDS TO DO

The project leader needs all types of thinkers on the

project team. This way, the leader can tap the strengths

of all of them. The leader also must understand which

people are one-dimensional or two-dimensional (the

three-dimensional person is so rare you’ll have no trouble

knowingwho they are). In the simplest of terms, youneed

the visionary for the project’s scope, the start-to-finish

thinker for your timeline, and the finish-to-start thinker for

yourbudget.

If you think about the people in your organization in

terms of these three types of thinkers, you’ll probably

be able to quickly identify who fits into each category.

Start-to-finish thinkers are all about getting things going,

finish-to-start thinkers are all about careful planning, and

visionary thinkers are all about possibilities.
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Purefinish-to-start thinkers are goodcollaborators. Pure

start-to-finish thinkers are quickly engaged. Pure visionar-

ies arenot good teammembers becausenoonecan think

as fast as they can. They don’t work well on committees;

instead, theywork within their ownminds. Nonetheless,

youneed all three types onyour team.

Traditional and agile projects will each be richly

rewardedby engagedpeoplewho think differently.

Howdoyou identifywho iswho in your company?Walk

around your office at 5:00 in the afternoon. The visionar-

ies are alone. They are probably sitting in achair reading a

technical journal or just thinking.Orperhaps they arehud-

dledover their computer keyboards writing. This is their

private time. They arepondering.

The start-to-finish thinkers are busilyworking. There is

paper all over theplace; they are fully engaged. The finish-

to-start thinkers haveanofficefilledwithpeople. They are

writing on whiteboards, discussing things, and working

thingsout. Theyareworkingwith theircollaborators, plan-

ning things, and thinking things through.

No one is good at everything. You need a teamwith

visionary thinkers, start-to-finish thinkers, finish-to-start

thinkers, and those who are multidimensional. A team

with all of these attributes has great strength, and it can

deal with all types of weakness. This is a team that can

make themost of the OPPM and bemost successful at

completing yourproject.
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CHAPTER

The Project
Management Office

Two elements of execution, as defined by Larry Bossidy

andRamCharan in their bookExecution—TheDiscipline

of Getting Things Done (New York: Crown Business,

2002), are

● A discipline of meshing strategy with reality, aligning

people with goals, and achieving the results promised

● The way to link the three core processes of any

business—the people process, the strategy process,

and the operating plan—together to get things done

on time

We have found in our teaching, consulting, and

personal management experience that a powerful and

effective project management office (PMO) using one-

page project managers (OPPMs) provides the necessary

championandcohesive catalyst required tomesh strategy

with execution, align people to plans, and therefore link
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people to strategy to action—and it allows it tobedone in

a “seriously simple”way.

Every project is run from some place. A small project

could be run from someone’s desk andmight be one of

several responsibilities of that person. Or a project could

be coordinated from a central office devoted exclusively

to corporate project communication. Or a very large

project could have its ownoffice.

The PMO is the person or group of people who have at

least eight high-level, company-wide project responsi-

bilities, all focused on seeing that projects are set up and

managed for success.

This chapter is about how the PMO can use the

OPPM effectively to address each of these eight project

responsibilities.

PROJECT DASHBOARD

The first responsibility of the PMO is to maintain the

dashboard for theorganization’sprojects. ThePMO tracks,

at a high level, the progress of projects and reports them

to upper management. This is a vital responsibility of

the PMO. It reports to the company’s executives in a way

that allows them to knowwhat is going on with projects

and when attention is needed. The PMO keeps senior

management fully aware, at a high level, of these basic

areas:

● The owners: who are those responsible for various

parts of a project
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● The cost: how much the project has and will cost and

whether it is currently on budget or off budget and by

how much

● The tasks: how the deliverables and activities of the

project are progressing versus the plan

● The timeline: when various project tasks are finished

or are expected to be completed

● The objectives: the what (what the project is) and the

why (why it is being done)

The PMO communicates these aspects of projects to

executives for as long as the projects are under devel-

opment or being completed. The OPPM’s role in the

PMO is as a tool that efficiently communicates essential

information from the PMO to senior management. We

don’t think it is an overstatement to say the OPPM is

essential to an effective PMO. It is essential because it

consolidates all important information in one place. It

is a critical communication link between a company’s

projects and its senior leaders. Think of it as themeans

by which information flows into and out of a PMO. And

the OPPMmanages that information by putting it into a

form that’s easily created, read, and understood. Without

the OPPM, the PMO will be inundated with toomuch

information. Moreover, its reporting output will be crisp

and consolidated into a singleOPPM. It is thedashboard.

TheOPPMmakes possible the PMO’s ability to collect,

analyze, and report a massive amount of project infor-

mation. It facilitates the operational efficiency and the

communication effectiveness of the PMO. By requiring
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everymanager to report with theOPPM, you get only one

page fromeach. It’s awinnowing and summarization and

theunderpinning standardof excellence for aPMO.

CORPORATE PROJECT METHODOLOGY

The second important responsibility of the PMO is to

be the keeper of the flame, the czar of the company’s

corporate project methodology. It must also provide tools

to support that methodology. Furthermore, the PMO is

responsible for project management systems. The value

of theOPPM is, in effect, the communication system. The

PMOuses theOPPMas themethodology for reporting and

communicating about projects. The PMO ensures that

every projectmanager knows how touse theOPPM.With-

out going too far inmaking claims for the tool, theOPPM

helps promote professionalism in project management

within an organization. It provides a protocol fromwhich

thedisciplineof projectmanagement can be reinforced.

PROJECT TRAINING

Third, the PMOhas the responsibility to train andmentor

projectmanagers as they develop their skills. For example,

our goal at O.C. Tanner is to have at least 95 percent of our

people trained on and using the OPPMat any given time.

Wedo this by having ourprojectmanagers and thosewho

work on projects read The One-Page Project Manager,

receive general and specific training about the tool from

project managers who have worked with the tool, and

generally get encouragement from the PMO to use the
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tool. Of course, it helps that they experience the tool

firsthand anddiscuss its useover time. This allowsusers to

becomemore familiar and comfortablewith it.

In addition to training on the OPPM, other reading

materials, lectures, and seminars are provided to drive an

expanding working knowledge of all aspects of project

management’s “body of knowledge.”

CONSISTENT APPLICATION

The PMO ensures the consistent application of the

methodology. This takes energy because people want to

depart from the standard the organization establishes.

Users think they haveways to improve the OPPM or that

their project is so special it needs its own version of the

OPPM. The PMOneeds tomanage such tendencies. It’s

not that the OPPM cannot be improved or should not be

modified for specific situations, but suchchangesmust be

doneat ahigh level toprevent balkanizationof the tool. If

left unchecked, such tendencies will lead, in short order,

tomanydifferentOPPM formats, thereby losing thepower

of standardizationandconsistency.

ThePMOmustbalancea standardmethodologyagainst

continuous improvement. There is real value in consis-

tency. It helps reinforce in theminds of users the value of

the tool. It keeps project managers and teammembers

focused onwhat is important. Itmakes it easier for every-

one in the organization to learn how to create, use, and

interpret the tool. The right balance between consistency

andcreativity yields efficiency and excellence.
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It also helps management understand what the tool

is communicating. Imagine an organizationwithmany

projects, each with its fundamentally different OPPM.

Senior management will have to decipher what each

version of the OPPM is trying to communicate, which

negates much of the benefit of having a simple and

consistent tool used across an organizationwith relatively

minor variations for different types of projects. Thebottom

line: theOPPM is the PMO’s singlemost important
communication tool.
Keep inmind that for large projects theOPPMdoes not

eliminate, replace, or substitute for any tool your project

managerswant touse, suchasMicrosoft Project orOracle’s

Primavera software. It is in addition to the tools you are

already using. Amajor project may have anOPPM at the

topand then, drilling down, additionalOPPMs for various

aspects of the project. With a software project, we might

use oneOPPM for the hiring of a consultant, another for

choosing the software, another for the limited rollout and

testing of the software, and so on. At the top is an OPPM

that reports on all those under it. It is this top-most OPPM

that seniormanagement sees.

The head of projects needs to strike a balance between

standardization and customization. What this execu-

tivemust be on guard for is the tendency of the user to

customize the OPPM to the point where it is dramati-

cally different from one project to another or from one

department to another. Certain thingsmust remain the

same, such as the colors used (and their meanings),

the use of empty circles to convey an aspect of a project
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not yet completed, and a filled-in circle that signifies

completion.

However, some aspects of the tool can be changed. For

example, someprojectsmayuse timeperiods of oneweek

each, whereas others usemonthly periods. SomeOPPMs

may incorporate graphs or charts, whereas otherswill not.

It’s the jobof theheadof thePMO toexercise the judgment

necessary tomaintain standardswhile allowing creativity,

individual ownership, and innovation.

It’s important to understand that the PMOproduces a

consolidated OPPM that is a summary of all the projects

the office is tracking. The project managers for each

project submit their OPPMs to the PMO,where they are,

in turn, summarized onto a consolidated OPPM, which

is essentially an OPPM that lists all current and recently

completed projects. In this way, senior management

quickly sees the status of all the projects happening in

the organization. If they want more information about

individual projects, they can read the OPPMs for those

projects, often precluding inefficient inquiry with the

project team.

PROJECT PUBLIC RELATIONS

We’ve talked a lot about how the OPPM communicates

up an organization to senior management, but it also

is able to communicate to those within or outside the

organizationwhomight have a tangential interest in the

particular project. The PMO can use the tool tomarket

and communicate aspects of a project out to audiences

185



THE NEW ONE-PAGE PROJECT MANAGER

whomight have a need to know about the project but

are not intimately involved with it. Its simplicity makes

it a great tool for such communication. Examples of

outward audiences to whom theOPPM communicates

include suppliers, othermanagers within the company,

the company’s human resources department (which

wants to keep track of who is working onwhat projects),

the internal audit department, and the sales department

(which wants a quick look at how things are progressing

on new products so it knows when new products will

becomeavailable).

By the way, the OPPM has an additional benefit that

might not be immediately obvious—namely, it can

shorten management meetings. Because everyone is

reading from the samepage, both literally andmetaphori-

cally, when the PMOholdsmeetings, participants quickly

get up to speed about the essential aspects of the project.

This is a real time-saver. Many management meetings

are too long.With the OPPM, you can reference back to

the tool because everyone knows and understands it.

Attention is keenwhen issues are germane to a person’s

area of responsibility. When other issues are perused,

interestmaydissipate. TheOPPMhelpsmake discussions

clear, concise, and to the point, which is key to keeping

everyoneengaged.

PROJECT PRIORITIZATION

The OPPM helps the PMO prioritize its portfolio of

projects.When the PMOcompiles anOPPM that includes
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all projects, those thatmake it onto the tool automatically

get priority. They get funded. They get resources ahead of

other projects.

The OPPM alsomakes clear the demands that various

projects are making on an organization.When a project

appears on the corporate OPPM and the reader sees the

project involves 300people, or however many, it reminds

everyone of the burden of certain projects and the load

these projects are placing on various departments and

theorganizationas awhole. The tool allowsmanagement

to see themoney and people being devoted to various

projects and the need to balance the use of those and

other resources with the day-to-day activities of the

business. It’s often difficult to keep projects and the daily

demands of running a business in proper perspective.

Projects are undertaken tomake tomorrow’s customer

orders better, but thismay come at theexpense of today’s

orders. The OPPM, because it paints such a clear, readily

accessible picture of projects, helps management keep a

balancebetweennowand the future.

PROJECT REVIEW AND
CORRECTIVE ACTION

The consolidated OPPM facilitates the PMO’s and senior

management’s attention toneeded corrective action. The

PMOconducts project reviews prior to reporting on those

projects. TheOPPMcauses the PMOand theproject team

to think about the important aspects of a project. Sure,

teams will think about timelines and budgets regardless

of whether they use theOPPM, but they don’t often think
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aboutwho theowners are for eachpart of aproject or how

various parts of a project relate to important objectives or

strategic goals. TheOPPMmakes these important connec-

tions readily apparent.

By using theOPPM, youand your teamwill have to think

about all the essential elements of a project in addition to

relationships between parts of the project and the people

involvedwith it. And because the OPPM saves time, you

will have the time todo this typeof thoroughplanning. The

work of thePMOendsup beingmore complete and effec-

tivebecause of theOPPM. Onemore thing: because the

OPPMtiesperformance to individuals (theowners),when

things gowell, seniormanagement can see it on theOPPM

and takeaction, suchas giving acompliment or otherwise

providing positive recognition. The tool helps energize a

whole cultureof recognition, not just corrective action.

PROJECT ARCHIVES AND
CONTINUOUS IMPROVEMENT

Byholding onto theOPPMs for each project, which is easy

todobecauseeven a largeproject probably has anOPPM

generatedonceamonth (which is only 12 pages for a one-

yearproject), thePMOisable toeasily createandmaintain

anarchiveof completedprojects.

These OPPMs become a repository of project learning.

AsGeorge Santayana famously said, “Those who cannot

learn from history are doomed to repeat it.” Such an

archive is a means by which future project leaders and

teams can learn. It shows how things were done, how

projects progressed,where challenges occurred, andhow
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theywereovercome.Using theOPPM tocreate ahistory is

easy and efficient. Andwhen a project is completed, the

PMO just needs to have all theOPPMs bound and placed

in a file cabinet, with electronic copies easily stored and

retrieved.

EXAMPLE

The PMOprovides amonthly report tomanagement and

other stakeholders, which contains the current OPPM for

each strategic project. A summary OPPM showing the

performance of all projects serves as the cover page. This

summaryOPPM for thePMOmust communicate for each

corporateproject:

● Alignment with company strategy

● Correlation to the annual operating plan

● Capital budget tracking

● Expense budget tracking

● People involved

● Current performance or status

● On time versus lateness

● Assigned project manager

● Executive team responsibilities

● A consolidation and summation

This is theheart of thecommunicationnetwork.

Figure 11.1 is a general template. It is constructed to be

able to incorporate both traditional projects and agile

projects ona singlepage.
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FIGURE11.1 The PMOOPPM Template

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.

Figure 11.2 is an example from the fictitious Mount

Olympus Company. Let’s jump right into reading the

November year-to-date report.

Look at the fourth heading from the left, Expenses.

At the bottom of the two columns under Expenses are

the labels Actual Expenses and Expenses Budget. The

first reports what has actually been spent, whereas the

second reports on the amount budgeted, or what was

expected to be spent. The fifth line down in Figure 11.2,

for example, relates to the Zeta project. It is budgeted

at $350,000, but only $220,000has been spent, so it is

$130,000under budget. Note, however, that the project is

behind schedule.
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FIGURE11.2 The PMOOPPM for Mount Olympus Company

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.

In fact, look under Timeline to see the heavy vertical

line, which tells you themonth of this OPPM is November.

Yet, this particular project has four empty dots to the

left of this line, indicating the project is four months

behind schedule. In fact, three projects are behind

schedule, which is indicated by the number of projects

whose dots are not filled in all the way to the current

time. Eight of the projects are ahead of schedule (which

is indicated by filled-in dots to the right of the heavy

vertical line).

A project suchas theEpsilon, the fourthproject from the

top, does not have any dots until May, which is when the
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project starts. The sixth project down, Eta, has dots that

stop in September, indicating when the project was pro-

jected to end.With these timeline dots, youcan tell when

projects begin and end (or started or continue beyond

the scope of this OPPM) and which projects are on time,

behind, or aheadof schedule.

The first column on the left is labeled Capabilities. At

the bottom of that column are listed the three strategic

goals of the company: Innovation, Operating Excellence,

and Client Care. Mount Olympus is committed to being

an innovator (IN) in its market, excellent in how it con-

ducts its operations (OE), and superior in how it takes

care of its clients (CC). If a project does not address a

strategic goal, the boxwill be conspicuously blank. You

can see how each project connects to strategic goals

in this column. The Zeta project has OE in this column,

which lets the reader know this project is tied into the

company’s strategic goal of being an excellent operating

organization.

The second column to the right addresses operating

goals. These include Sales Growth (S), Efficiency (E),

Delivery (D), and Return on Assets (R) and are short

term rather than strategic. These are self-evident except

perhaps for on-time delivery, which is one metric that

reflects client satisfaction. The operating purpose of the

Zeta project is to spur sales, so this project is tied to the

operating goal of sales growth.

To the left of Expenses is Capital, which refers to a

project’s capital expenses. Capital expenses typically

relate to thepurchaseof tangible items suchas equipment
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that have useful lives ofmore than one year. This is what

shows up on the balance sheet, whereas expenses show

up on the income statement. With the Zeta project, the

capital budget is $450,000, of which $285,000has been

invested.

Two columns to the right of the Capital column is a col-

umn labeledPeople,which lists thenumberof employees

involvedwith each project. This letsmanagement know

the number of people committed to any given project at

any given time. The Zeta project involves 11 people (this

includes both full- and part-time employees and not full-

time equivalents [FTEs]).We’re just counting noses, peo-

ple who are spending some of their time on the project.

Experience has shown that attempting to bemore gran-

ular with the people number is ineffective. Actual hours

spent is important, but they arenot critical at this level.

The last column on the far right, PM, refers to project

manager. The PM for the Zeta project is John. Just to the

left of this is a heading reading Owners/Property. These

are the senior managers under whose department the

project is being done. Folks running the projects and

have ownership of them are listed by their priority of

importance (A owners own the project with principal

responsibility, whereas B and C owners are helpers with

decreasing responsibility).

TheStatus column in themiddleof thepage (whichwill

print in color) indicates the general performance of each

project. If green, the project is going adequately well—its

timeline, costs, scope, quality, and riskmitigationarebasi-

callywhere they shouldbe. There is nocause for concern.
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Yellow indicates there are some worrisome issues, but

there is still time to recover; these are not projects senior

management needs to beworried about at the present

time. The project may be a bit behind schedule, a bit over

budget,wrestlingwith creeping scope, or have someother

concern, but in the end, the project should be completed

inanacceptable fashionwithoutmuch intervention from

senior management. The red rectangles are projects in

dangerous trouble. The status of both theZeta and the Iota

projects are shown in red. The Zeta project, as noted, is

fourmonthsbehind schedule. Suchprojects often require

intervention frommembers of seniormanagement who

are in a position to secure cross-department assistance or

reset priorities. The rectangle near the lower right-hand

cornerof theconsolidatedOPPMshows the consolidated

capital and expense budgets. The capital budget totals

$1,169,000, of which $1,078,000 has been spent. The

expensebudget totals $2,420,000, ofwhich$2,066,000has

been spent. These are green, indicating there is, overall,

no cause for concern relating to thebudgets.

The four projects listed below the heavy horizontal

line near themiddle of the page—Xi, Omicron, Pi, and

Rho—are recent projects that have been completed.

You can tell they are finished because all circles are filled

in and they have no circles in the timeline. Even though

projectOmicron is complete,worrisome issues remain.

In the rectangle at the bottom of the page is the

Summary & Forecast. Itmentions that projects Iota and

Kappa continue to suffer from insufficient information

technology (IT) resources. Zeta remains stalled as a result
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of testing failures and scope expansion. New IT people

have been deployed on Iota and Kappa. Zeta remains

deadlocked and seriously delayed. Youwant to succinctly

answer the questions posed by delays in the schedules

and the reds and yellows. After your explanations, give a

high-level forecast of future expectations.

With this consolidatedOPPMfromthePMO, seniorman-

agement can quickly see how all projects are progress-

ing, how they’re linked to strategies, andwhoowns them.

The chief executive officer (CEO) and other stakeholders

can glean all of this with a quick read of this tool. Provid-

ing somuch detail in an easily digestible form helps the

PMO fulfill its objective to communicate the progress of

the company’s projects. It is a “seriously simple” commu-

nication tool that helps the PMO achieve the eight prime

objectivesmentioned at the start of this chapter.

1. A project dashboard

2. A corporate project methodology

3. Project training

4. Consistent application of the methodology

5. Project public relations

6. Project prioritizations

7. Project review and corrective action

8. Project archives and continuous improvement

As youcannowsee, theOPPM is essential to aneffective

PMO.
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CHAPTER

Consulting and
Marketing with
the OPPM

Until now, I’ve referred to the one-page project manager

(OPPM) solely as a communication tool. It is that, of

course. But in fact, it can be used as somethingmore—a

powerful project proposal display for a consulting firm

andamanagement tool for you, as the consultant’s client.

While atO.C. Tanner, I hired an international consulting

firm to help uswith a pricing project.Wewanted to evalu-

ate our pricing strategy to better align our prices with the

valueweprovideour clients.

TheOPPMwecreatedhad three uses:

1. It communicated to upper management and other

interested parties how the project was progressing,

which is the traditional use of the tool.

2. It helped us manage the consultants.
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3. It was used by the consulting firm to manage us . Yes,

we got some of our own medicine back when the

consulting firm turned the tables and used the OPPM

to help them keep us going in the proper direction.

In fact, all parties benefited from using the OPPM.

The project involved two phases. The OPPM samples

found in this chapter show the tool completed for the

first phase and as a plan waiting to be implemented for

the secondphase.

PHASE 1: THE SMALL
CONSULTING ENGAGEMENT

Notice the twoOPPMs (Figures 12.1 and 12.2) are fairly

standard-issue types, the sort we have seen in other

chapters with a few variations. Let’s look at Phase 1 first.

The header contains the name of the project, Pricing

Strategy (Phase 1); the Project Leader; and the Project

Objective, Developing a Strategy to Align Prices with

ValueProvided.

In thematrix portion (in the lower left), you’ll notice

Target Dates (Week ending). This line shows the OPPM

followed theproject inone-week intervals and it ran for 12

intervals or 12weeks. At the very lower left-hand corner

were the project’s sub-objectives: Data Gathering, Data

Analysis, andConclusions&Recommendations. To reach

our project objective, we needed to accomplish these

three sub-objectives.

The column headed Major Tasks lists 22 quantitative

tasks (numbered 1 through 22)plus two qualitative tasks

(labeledAandB).
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FIGURE12.1 The Small Consulting Engagement OPPM

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.

On the right-hand side near the bottomare the owners.

This is different than in other OPPMs we’ve discussed.

I’ve said before that owners should be employees of your

company, not outsiders such as consultants. Aswith any

good rule, this rule can and should be broken in a project

such as the one we’re discussing. The first owner is FL.

She is, in fact, an employee of the consulting firm, not

of O.C. Tanner. The next two owners, CC and BT & Team

are O.C. Tanner employees. The “Team” is the group of

our employees who were working on the project. The

last owner, PSKG Team, is a comparable team from the

consulting firm. We arranged to have half the owners

from our side (our lead and our team) and half from the

consultant’s side (their lead and their team) because this
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was suchacollaborative effort.We absolutely needed the

consultants to takeownershipof some tasks,which iswhy

they areon theOPPM.

This OPPM shows the project at its completion. All

the tasks were completed on time. Note that Task 10,

Recommend potential deal reconstruction candidates

(which refers to taking all correspondence from a deal

and reconstructing the process required from initial offer

tofinal contract), has a square in the column for theweek

ending Nov. 03.We realized as the project progressed that

this expanded taskwould takeaweek longer to complete

than the two weeks originally allotted, so a square was

inserted. When the task was completed, the square was

filled in.

Take a look at Task 12: Exploratory interviews with

internal stakeholders. The consultants interviewed

managers, directors, and vice presidents of the company

to get a collection of opinions about the strengths and

weaknesses of our processes. This was done over two

weeks (the weeks ending Oct. 27 and Nov. 03), and the

circles have rectangular borders around thembecause,

as discussed in Chapter 5, we use these heavy borders

to delineate major milestones, tasks that must be com-

pleted for the project tomove forward. Task 20, Deliver

recommendations Dec. 6–7, also has a border around it

for the same reason. These borders are placed around the

squares at the beginning of the project so that everyone

whoreads theOPPMknowswhich tasksare key. Thismajor

milestone heavy boxmay be used for significant critical
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path events or for any other reason requiring special focus

or attention.

Youwill find an unusual line under the tasks, labeled

# Peopleworking on the project. Wewanted to keep track

of howmany of our people (this does not include con-

sultants) were working on the project at any given time.

These numbers are a head count and are not full-time

equivalents.

One unique aspect of this OPPM can be found in the

qualitative tasks. The consultant, who evaluates how

well O.C. Tanner is performing, completes taskA. Task B

is completed by us to evaluate how the consultants are

performing. Projects with a consultant create mutual

dependencies, and this fact needs to be communicated

throughout the consultant’s teamand your project team.

When everyone can see, in bright green, yellow, and red,

how theconsultants are judging you (and youare judging

the consultants), performance is stimulated. This is one

way this OPPM is amanagement tool—our performance

and the consultants’ performance are clearly depicted

andmotivated.

The fact that theconsultants are grading you is an incen-

tive to your team, and, of course, the consultants like it.

The consultants graded us during twoweeks (weeks end-

ing Nov. 10 andNov. 24)with yellowbecause information

they needed todo their work was not received in a timely

manner. We bothwere obligated to designate yellowdur-

ing theweek ending Nov. 24 because, in our planning, we

did not remember this was a holidayweek and therefore
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overplanned that period. Notice that the last twoweeksof

theproject arefilled inwithgreen, indicatingwewereboth

able to catch up. Quite frankly, those two yellows encour-

aged us both to accelerate our performance near the end

of theproject.

Another unusual aspect of this OPPM comes under

Costs.When dealing with consultants, frequently there

are the consultants’ professional fees, which are fixed,

and then there are expenses, such as for hotels, travel,

and photocopying. The chart shows bars and numbers to

carefully track actual spending compared with budget.

This is another way the tool is used to helpmanage the

consultants. Having everyone looking at expenses helps

control costs.

Proceeding to Phase 2 depended on the successful

completion of Phase 1. The Summary & Forecast noted

that the first phase was successfully completed and that

wewereawaiting approval tobeginPhase 2.

PHASE 2: THE LARGE CONSULTING
ENGAGEMENT

The second phase of this project was very expensive. The

consulting firm’s success in “marketing” this engagement

to their client’s seniormanagement was a function of two

things: their performance anddeliverables of Phase 1 and

a single-pagedisplay of their proposal—anOPPM!

Figure 12.2 showsPhase2 threemonths into theproject.

I will not discuss every aspect of it because it is similar

to the OPPMwe just discussed, but there are some differ-

ences worth pointing out. Note that theProject Objective

was expanded to read: Developing segment-specific
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FIGURE12.2 The Large Consulting Engagement OPPM

Copyright OPPMi 2012. PDF color templates available at www.oppmi.com.

offers tomeet customer needs. This was done to explain

how the focus of the project had gone from creating a

strategy to executing the strategy.

TheMajor Tasks section is different than other OPPMs

in that the tasks,which number 29, are divided into four

sections shown in gray: TrainingModules (Responsibility

of TT), Survey Design (Responsibility of DS/CC), Survey

Execution (Responsibility of DS/CC), and SurveyAnalysis

(Responsibility of DS/CC). This was done to clearly

delineate to the reader the four essential parts of the

project.With this format, the reader can easily andquickly

follow the project through its essential parts toward
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its conclusion. The gray areas are where we wanted to

emphasize that there are three subparts to this project

(design, execution, and analysis), all focused around

the segment work. As with the OPPM for Phase 1, the

qualitative tasks A and B have O.C. Tanner grading the

consultants and theconsultants gradingO.C. Tanner.

As with the OPPM for Phase 1, this OPPM has major

milestones delineated by boldly bracketed boxes.

These include Major Task 8, Finish questionnaire

draft; Major Task 18, Delivery of final data from mar-

ket research vendor; and Major Task 28, Deliver final

recommendations.

The project’s sub-objectives (lower left-hand corner)

are now the following: Create Tools, Conduct Research &

Analysis, Logistics/Training/Plans. These represent the

newobjectives of this phase.

Thebudget, aswithPhase 1, is divided intoprofessional

fees andmiscellaneous expenses. The expenses on this

phase are so much higher than the first because they

include the fees of a third vendor, amarket research firm,

whichwas tobe securedby theconsultant andpaid out of

theseexpenses.

Theseare thebasics of Phase 2’sOPPM.

Because many readers will depend on consultants

during their careers ormay indeedbea consultant, letme

say a few words about these useful, although sometimes

exasperating, outside vendors. Managing consultants

brings with it a level of uncertainty combined with a

mutual interdependence. You hire a consultant to do
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something you cannot do yourself. By hiring this person,

youwill eventually increase your own confidence in your

ability to accomplish a new task and you will increase

your competence to deliver that task successfully, but this

does not happen at first. TheOPPM is amanagement and

communication tool thatmakes it easier to tell each other

how things are going andwhat is expectednext.

Thecreationof theOPPMprovides anessentialmeeting

of theminds at the beginning of the consulting engage-

ment. This tool, when dealing with a consulting project,

is not just primarily aimedat an internal audiencebut now

includes, as amajor goal, communicating to an external

audience.Youand theconsultantscometoamuchclearer

consensus on the project’s scope, budget, and timeline.

And the OPPM facilitates amutual commitment tomeet

those objectives. This is enormously valuable. The tool

helps get a project off from the get-gowith everyone read-

ing from the samepage (pun intended).

Aswith every OPPM, you also use the tool to communi-

cate about theproject touppermanagement.

After introducing the OPPM to these seasoned and

bright consultants, I endedupconsulting theconsultants.

They liked theOPPM somuch, they bought OPPMbooks,

hired us to train them in its use, and then started using

it themselves tomarket andmanage their own projects

worldwide. The consultants found with the OPPM an

important takeaway that they now use to improve the

performance of their projects and the communication

with their clients.
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Thevalueof theOPPM for a consulting firmcanbe sum-

marized as follows:

● Amarketing display that tells the whole story, simply,

on one page

● Amanagement device to focus attention on promises

of scope, schedule, and cost

● A communication tool for reporting status to all stake-

holders

Finally, and formany this was a tipping point, a totally

acceptable way to hold the clients responsible for their

commitments and encourage them toacknowledge their

responsibility for project success.

In conclusion, as inother types of projects, we found the

status, steering, and othermeetingswe had with the con-

sultants tobemoreefficient and effective thanwithout the

OPPM.This is anotherway inwhich theOPPMisamanage-

ment and acommunication tool.

TheOPPM is a profoundly valuable tool for consultants

and formanaging consultants.
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The One-Page OPPM

Yearsago,before retiring fromO.C. TannerCompany, Iwas

invited tomakea short presentation toour boardof direc-

tors. My first book, The One-Page Project Manager

(OPPM), had recently been published and was selling

better than the publisher had forecast, so we gavea copy

of the book to each board member and I was invited to

make a short presentation. This audience, of course, was

familiar with OPPM templates, having received OPPM

status reports for the Award Distribution Center (ADC)

andother largeprojects over the years.

We concluded with a few questions and answers, all of

which went smoothly until the final question. The chief

executive officer (CEO) of a large banking institution

asked, “Doyouhaveaone-page summary of yourbook?” I

did not! For aboarddiscussion onvisual displays and sim-

ple one-page reports, I had failed to prepare a one-page

visual of thebook. I walkedout of themeetingwith aweak

finish to a strongmessage.
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Well, this bank CEO later invitedme to sit with himand

thebank president for a discussion on howOPPMsmight

simplify project communication at their bank. Yes, a one-

pageOPPMwaspart of thatmeeting!

Figure A.1 is a one-page OPPM visual for traditional

projects. It shows the5 essential parts, the 12 construction

steps, and the5 reporting steps.

FigureA.2 is aone-pageOPPMvisual for agileprojects. It

shows the 5 essential parts, the 12 construction steps, and

the7 reporting steps.

Each of these figures, together withmany of the other

figures in this book, is available in PDF format for no

FIGUREA.1 The One-Page Traditional OPPM

Copyright OPPMi 2012.
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FIGUREA.2 The One-Page Agile OPPM

Copyright OPPMi 2012.

chargeatwww.oppmi.com.A set of downloadableOPPM

Excel templates is also available at that site for a tiny

charge. Finally, MyOPPM, the OPPM step-by-step wizard

for building, storing, retrieving, and updating OPPMs, is

also availableon thewebsite.
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OPPM
and the PMBOK

More than 400,000professional project managers know

that PMBOK is theacronym forAGuide to the ProjectMan-

agement Body of Knowledge . The PMBOK originated as

a white paper in 1987,with a first edition bookpublished

in 1996 and the forthcoming fifth edition scheduled for

publication in 2013. The Project Management Institute

(PMI) describes the PMBOK as the “recognized standard

for the project management profession.” PMI further

states that it: “Provides guidelines formanaging individual

projects. It defines project management and related

concepts and describes the project management life

cycle and the relatedprocesses.”

That being said, still many practicing project managers

and readers of the OPPM books are not familiarwith the

PMBOK.
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With this appendix, we desire to provide readers of all

experience levels a “seriously simple” visual display of the

PMBOK.Wewill also drill downonCommunicationMan-

agement, showing how theOPPMcomfortably alignswith

PMBOKprocesses and knowledge areas while accelerat-

ing communicationeffectiveness.

A comprehensive interrelated framework supported

by the concept of “processes” undergirds PMI’s view

of projects and project management. Processes are a

cluster of interconnected activities performed to deliver

a planned result. The planned results are the outputs

that a process generates by applying various tools and

techniques to a collection of inputs . The inputs-tools-and-

techniques-and-outputs process model is the PMBOK’s

fundamental building block.

The Guide recognizes 42 different processes (see

opposite page) that overlap and interact throughout the

phases of a project. Outputs from previous processes

become inputs to others, whose outputs then provide

inputs to successive groups of processes, with this cycle

being continuous. Project managers, in collaboration

with their project team,must determinewhich processes

are applicable to their specific project.
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The PMBOK’s 467 pages are largely focused ondescrib-

ing and navigating this maze of interconnectivity. In a

brilliant stroke of simplification, they have aligned each

process with one-and-only-one of 5 ProcessGroups , and

one-and-only-one of 9Knowledge Areas , thus providing

thecapability for a 5-by-9 display.

213



APPENDIX B

The5 ProcessGroups are:

● Initiating—defining and securing authorization to

begin

● Planning—establishing scope and defining the

actions required to attain it

● Executing—performing the work to deliver the plan

● Monitoring and Controlling—tracking progress and

handling changes

● Closing—finalizing activities and formally closing the

project

A visual display of the Process Groups helps to see how

projects beginwith the Initiating group and end with the

Closing group. Planning and Execution follow Initiating

and are iterative during the project, while Monitoring &

Controlling operate throughout theproject.

The 9 KnowledgeAreas are aboutmanagement . Here,

processes are grouped in alignment with the various exe-

cuting and administrating skills necessary to successfully

runaproject.

By placing eachof the 42 processes into their respective

Process Group andKnowledgeArea, we have a seriously

simple context or framework enabling us to visualize,
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from the 30,000-foot level, the full construct of project

management.

OPPMs can be an important part of most of the 42

project processes. Communications Management, how-

ever, is theKnowledgeAreawhere theOPPMcan amplify

project management performance most directly. As seen

below, Communications Management includes five

specificprocesses resident in 4 of the 5 ProcessGroups.

OPPMS AND
COMMUNICATION PROCESSES

1. Identify Stakeholder Process: Referencing the

project charter and enterprise environmental factors,

the project team conducts a stakeholder analysis to

identify key stakeholders and then develop a stake-

holder management strategy.

OPPM Application—The OPPM documents and

communicates the project plan in sufficient, yet

215



APPENDIX B

efficient detail. Stakeholders who have a clear pic-

ture of the project are better prepared to support

project efforts. Thinking through the various OPPM

building and reporting steps helps identify diverse

stakeholder interests.

2. Plan Communications Process: With stakeholders

identified and a stakeholder management strategy

plan in hand, the team analyses communication

requirements. It uses communication technology,

communication models, and communication meth-

ods to prepare a communication management plan.

OPPM Application—The OPPM is constructed to

reflect stakeholder requirements. The communica-

tion cadence is determined and built into the OPPM.

Who updates and releases the OPPM and to whom it

will be distributed is determined. It is important for

OPPM readers to understand the meaning of open

and filled circles and boxes along with the implica-

tion of the stoplight colors.

3. Manage Stakeholder Expectations Process: Knowing
who they are and what is important to them, the

project manager applies effective communication

methods together with interpersonal and managerial

skills to manage stakeholder expectations. Various

plan updates may result.

OPPM Application—OPPMs are easily read and

easily changed. Expectations are clear and con-

cise. Concerns are often addressed before becoming

issues. The OPPM displays the what, who, how long

and how much, and then addresses the why and
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what’s next. Frankly, stakeholders like OPPMs; they

know more of what they want to know, when they

want to know it—on one page.

4. Report Performance Process: With work perfor-

mance and forecast inputs on scope, schedule and

costs, together with quality and risks, the team pre-

pares the project status report.

OPPM Application—The OPPM is the perfor-

mance report. It shows plan versus actual for costs,

tasks, schedule, and risk. Preparation is not difficult

or time consuming and stakeholders will read it.

5. Distribute Information Process: Quoting the

PMBOK, “Performance reports are used to distribute

project performance and status information, and

should be as precise and current as possible.”

OPPM Application—OPPMs are quickly prepared

and therefore current. OPPMs are precise and can-

did. OPPMs are easily distributed in print and digital

formats and may be clearly referenced in web and

video conferences.

One final thought. The dimensions of project commu-

nication activities are listed in the PMBOK and are shown

below. As you read through them, now that you have fin-

ished this book, think howOPPMsprovidea seriously sim-

ple solutionwithin each.

● Internal (within the project) and external (customer,

other projects the media, the public)

● Formal (reports, memos, briefings) and informal

(e-mails, ad-hoc discussions)
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● Vertical (up and down the organization) and horizon-

tal (with peers)

● Official (newsletters, annual report) and unofficial

(off the record communications)

● Written and oral, and

● Verbal and non-verbal (voice inflections, body

language
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A
Accounts receivable reduction

project:
about, 31
ownership, 43
tasks, 73
tasks, aligningwith

sub-objectives, 79–81
ADC (Award Distribution Center)

project. See Award
Distribution Center (ADC)
project

Agile, defined, 120
Agile Alliance, 119–120
Agile Manifesto:
agile principles, 121–123
values relating to agile

methodology, statement of,
121

Agile OPPM construction steps:
about, 134
final product, 153–154
step 1: header, 133–136
step 2: development team,

136–137
step 3: matrix, 137–139
step 4: feature sets, 139–141
step 5: releases and sprints,

141–142
step 6: aligning sprintswith

feature sets, 143–144
step 7: sprint dates and time

boxes, 144–145
step 8: schedule, 145–147
step 9: reporting steps,

147–148

step 10: risks, qualitatives, and
other metrics, 148–150

step 11: overall status, 150–151
step 12: summaryand forecast,

151–153
Agile OPPM reporting steps:
step 1: current time, 157
step 2: sprint completion,

157–158
step 3: sprint status report,

158–159
step 4: risks, qualitatives, and

other metrics, 159–160
step 5: velocity and burndown

chart, 160–161
step 6: overall status, 161–162
step 7: summaryand forecast,

162–164
Agile OPPM template, 131–132
Agile projectmanagement. See also

Agile OPPM construction
steps; Agile OPPM reporting
steps; Scrum

burndown charts, 128–129
client satisfaction, 130
delivery, frequent, 130–131
development of, 120–121
development team, 128
elements, 126–131
features, 129
feature sets, 129
organization websites, 119–120
product owner, 127
projects not suited for, 125–126
project status, 130–131
releases, 129–130
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resources, fixed, 128–129
riskmitigation, 131
ScrumMaster, 127
sprints, 129
team, 127–128
team velocity, 128
time boxes, fixed, 129–130
traditional projectmanagement,

differences from, 33–34, 44
traditional projectmanagement,

similaritieswith, 32–33
traditional projectmanagement

versus, 126, 139
vision, 129
visual for, 208, 209

Agile Project
Management—Creating
Innovative Products
(Highsmith), 139

Agility:
characteristics, 124
described, 123–124
global positioning satellite (GPS)

software example, 124–125,
126

principles, 121–123
tenets, 123

Alamo Learning Systems, 43
Aligning sprintswith feature sets:
described, 143
directions for, 144

Aligning tasks and schedule to
owners:

communication, open, 90
described, 87
directions for, 87–90
importanceof, 75
ownership, determining, 89–90
team building, 89–90

Aligning tasks to report dates:
described, 83
directions for, 84–87

internal people, number of, 86–87
resource allocation, 86–87

Aligning tasks with sub-objectives:
accounts receivable reduction

project, 79–81
described, 77, 78
directions for, 77–81

Alpha Four, 23–24, 61
Alpha Project Management:What

the Top2% KnowThat
EveryoneElse Does Not
(Crowe), 22–23

American HeritageDictionary of the
English Language, The, 120

Analytical Design, Five Grand
Principles of, 9–10

Apollo Project, 55–56
Archives, project, 188–189
ASRS (automated storage and

retrieval system), 50, 51
Audience for communication,

19–21
Automated storage and retrieval

system (ASRS), 50, 51
Average daily team velocity,

160–161
Award Distribution Center (ADC)

project. See also Traditional
OPPM construction steps

about, 26–27, 28–29
automated storage and retrieval

system, 50, 51
boiler stack issue, 41–42
OPPM use on, 50–51

B
Bee, R., 27, 168
Benefits of OPPM, 17, 29–30, 31,

114, 186
Berg, David, 156
Blanchard, Ken, 38
Boiler stack issue, 41–42
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Bossidy, Larry, 179
Brackett, Joseph, 7
Brevity, 12, 21
Budget. See also Budget and costs

examples
pricingproject, 204
in traditional OPPM construction,

95–96
Budget and costs examples:
report early in project, 109
reportmidway through project,

113–114
report near end of project, 116

Burndown charts:
in agile OPPM construction,

147–148
in agile OPPM reporting, 161
in agile projectmanagement,

128–129
Burnside,C., 5
Burnupcharts, 150–151
Buy-in, 73, 83

C
California State University San

Marcos, 22
Capabilities, 192
Capital expenses, 192–193
Case Study on the Impact of Scrum

onOvertime and Customer
Satisfaction, A (Mann), 130

Caterer communication example,
58–59

Cell phoneperformance example,
92

Charan, Ram, 179
Charts:
burndown, 128–129, 147–148,

161
burnup, 150–151
X-chart, 44, 45

CIO magazine’s recognition of O.C.
Tanner, 155–156

Cisco, 30
Client satisfaction, 130
Collaboration:
project objective and, 61
reporting and, 106

Communication:
audience for, 19–21
dimensionsof, 217–218
downward, 57, 77
effective, characteristics of,

166–169
efficient versus sufficient,

166–169
external, 217
formal, 217
Guide to the Project Management

Body of Knowledge, A,
215–218

horizontal, 218
importanceof, 18–20
informal, 217
information distribution process,

217
internal, 217
non-verbal, 218
official, 218
open, 90
oral, 218
outward, 57, 77, 185–186
performance reportingprocess,

217
planningprocess, 216
skills lacked bymost project

managers, 23
skills needed by project

managers, 23, 56–59
stakeholder expectations

management process,
216–217
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Communication (continued)

stakeholder identification
process, 215–216

unofficial, 218
upward, 56, 57, 77
verbal, 218
vertical, 218
written, 218

Communicationsmanagement,
18–19, 22

Communicationsplanningprocess,
216

Communication tool, OPPM as,
15–17, 21–22, 206

Complexity, 5
Consistent application of

methodology, 183–185
ConsolidatedOPPM. See also

ConsolidatedOPPM
example

about, 185
template, 189–190

ConsolidatedOPPM example:
capabilities, 192
capital expenses, 192–193
expenses, 190–191
operating goals, 192
owners/property, 193
people, 193
projectmanager, 193
status, 193–194
summaryand forecast, 194–195
timeline, 191–192

Constituency for communication,
19–21

Construction steps. See Agile OPPM
construction steps;
TraditionalOPPM
construction steps

Consultants.See also Pricing
project

communication tool, OPPM as,
206

management device, OPPM as,
206

managingwithOPPM, 204–205
marketing display,OPPM as, 206
valueof OPPM for, 206

Contingency bar, 96
Continuous improvement,75–76,

78–79, 188–189
Cornerstone project, 155. See also

Agile OPPM construction
steps; Agile OPPM reporting
steps

Corporate projectmethodology, 182
Corrective action, 187–188
Cost. See also Budget and costs

examples; Costs andmetrics
in pricing project, 202
in project dashboard, 181
as traditional project element, 39

Cost performance index (CPI), 11
Costs andmetrics:
about, 48
budget, 95–96
color coding, 95
contingency bar, 96
described, 94–95
directions for, 95–96
in traditional OPPM construction,

94–96
Covey, Stephen R., 81
CPI (cost performance index), 11
CPM (critical pathmethod), 10–11
Crane aspect of automated

distribution center project,
28–29

Critical pathmethod (CPM), 10–11
Crowe, Andy, 22–23, 61
Cunningham,Michael J., 3
Current time, 157
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Delegation, and start-to-finish
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Demands of projects on
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about, 1–2
wristwatch metaphor and, 3–5
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Development team:
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described, 136–137
directions for, 137

Downward communication,
57, 77

DuPont, 10

E
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Efficient communication, 166–169
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about, 39
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Enterprise resourceplanning (ERP)

project:
about, 30
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risks, qualitatives, and other

metrics, 91–92
Entrada, 30
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management), 11–12
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Getting ThingsDone
(Bossidy and Charan), 179
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216–217
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104–105
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about, 190–191
capital, 192–193
External communication, 217
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Fast Forward MBA in Project

Management, The (Verzuh),
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FinishWhat You Start: 10 Surefire
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Fixed timeboxes:
releases, 129–130
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Forecast. See Summaryand forecast
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GMRC, 32
Goals, operating, 192
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process, 216
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management process,
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55
Heart and engagement, 39–40
Heart of a Leader, The (Blanchard),

38
Highsmith, Jim, 139
Hoffman, J., 32
Holmes, OliverWendell, Jr., 12–13
Home remodelingproject example,

174
Horizontal communication, 218
Hugo, Victor, 13

I
Improvement, continuous, 75–76,

78–79, 188–189
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buy-in from all participants, 73
completion of, 47
defining, as team effort, 74–75

described, 71–72
directions for, 72–75
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Reporting steps:
burndown charts, 147–148
described, 147, 148
directions for, 147–148

Report performanceprocess, 217
Resources:
allocating, 86–87
burndown charts and, 128–129
fixed, 128–129
as project variable/constraint, 69
team velocity and, 128

Review, project, 187–188
Riskmitigation, 131
Risks, qualitatives, and other

metrics (agile OPPM):
OPPM construction, 148–150
OPPM reporting, 159–160

Risks, qualitatives, and other
metrics (traditional OPPM):

about, 47–48
cell phone performance

example, 92
enterprise resourceplanning

(ERP) project, 91–92
example, early in project,

106–107
example,midway through

project, 112
example, near end of project,

114–116
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Risks, qualitatives, and other
metrics (traditional OPPM)
(continued)

OPPM construction, 91–93
software performance example,

91–92, 93

S
Santayana, George, 188
Schedule:
in agile OPPM, 145–147
owners, aligning to, 87–90
in traditional OPPM, 48, 87–90

Schedule performance index (SPI),
11

Scope, as project
variable/constraint, 69

Scrum.See also Agile project
management

characteristics, 124
described, 123–124
global positioning satellite (GPS)

software example, 124–125,
126

name origin, 123
ScrumAlliance,120
ScrumMaster:
about, 127
in header, 134, 135–136

Selecting team, 27, 64, 169–170
Shalloway, Alan, 129–130
Shingo Prize project, 31, 41
Shuler, K., 30
“SimpleGifts” (Brackett), 7
Simplewatch faces, 4
Simplexity:Why Simple Things

Become Complex (Kluger), 5
Simplicity:
brevity versus, 12
complexity versus, 5
guiding principleof, 2–3
warning about, 12–13

Size:
task, 72
team, 63

Skinner, Todd, 172
Software, projectmanagement,

31–32, 72–73, 184
Software performance example,

91–92, 93
SPI (schedule performance index),

11
Sprint dates and time boxes:
described, 144, 145
directions for, 144–145

Sprints:
in agile OPPM construction,

141–142
in agile projectmanagement, 129
completion of, 157–158
defined, 141
described, 141
directions for, 142
feature sets, aligningwith,

143–144
story points versus development

hours, 141
Sprint status report, 158–159
Stakeholders:
expectations, managing, 216–217
identifying, 215–216

Start-to-finish thinkers. See also
Finish-to-start thinkers;
Visionary thinkers

about, 172–173, 178
assets, 173, 175, 176, 177, 178
delegation, difficultywith,

172–173
liabilities, 172–173, 176, 177

Status:
in agile OPPM construction,

150–151
in agile OPPM reporting, 161–162
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in agile projectmanagement,
130–131

burnupcharts in, 150–151
in consolidated OPPM,

193–194
described, 150–151
directions for, 151

Stellar Performer: The Agile
Approach to Software
Development (Shalloway),
129–130

Story points, 141
Straight talk, 57–59
Sub-objectives. See also Objectives
about, 49
described, 67–68
directions for, 68–70
number of, 68
pricingproject, 204
tasks, aligningwith, 77–81
tasks, linking to, 110
in traditional OPPM construction,

67–70
Sufficient communication,

166–169
Summaryand forecast (agile

OPPM):
OPPM construction, 151–153
OPPM reporting, 162–164

Summaryand forecast
(consolidated OPPM),
194–195

Summaryand forecast (pricing
project), 202

Summaryand forecast (traditional
OPPM):

about, 48
contents of, 98–100
described, 96–97
directions for, 97–100
importanceof, 98
OPPM construction, 96–100

OPPM reporting, 105
report early in project, 110
reportmidway through project,

113–114
report near end of project,

116–118
SummaryOPPM. See Consolidated

OPPM; ConsolidatedOPPM
example

Surprises, avoiding, 44, 58

T
Tanner,Obert C., 20–21. See also

O.C. Tanner
Tasks, major:
about, 46–47
accounts receivable reduction

project, 73
buy-in fromall participants, 73
completion of, 47
defining, as team effort,

74–75
described, 71–72
directions for, 72–75
as distinct, 73
asmeasurable, 74
number of, 74
owners, aligning to, 75, 87–90
progress of, 102–103
in project dashboard, 181
qualitative, 201
report dates, aligning to,

83–87
size of, 72
sub-objectives, aligningwith,

77–81, 108–109
sub-objectives, linking to,

108–109
in traditional OPPM construction,

71–75
as traditional project element, 38

Tate, Karen, 69
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Team. See also Finish-to-start
thinkers; Start-to-finish
thinkers; Visionary thinkers

in agile projectmanagement,
127–128

buy-in, 83
development team

responsibilities,128
getting agreement from, 102–103
importanceof, 51
owners and helpers, 62–63
product owner responsibilities,

127
ScrumMaster responsibilities,

127
selecting, 27, 64, 169–170
size, ideal, 63
strengthening, 66, 89–90
tasks, defining, 74–75
time available for project, 63–64

Teambuilding, 66, 89–90
Teamvelocity:
in agile projectmanagement,

128
average daily, 160–161

Templates:
agile OPPM, 131–132
consolidated OPPM, 189–190
traditional OPPM, 44–45, 46

Thinker types. See Finish-to-start
thinkers; Start-to-finish
thinkers; Visionary thinkers

Time:
available for project by team

members, 63–64
current, 157
as project variable/constraint, 69

Timeboxes:
described, 144, 145
directions for, 144–145

releases, 129–130
sprints, 129

Timeline:
in consolidated OPPM,

191–192
in project dashboard, 181
as traditional project element,

38–39
Timeliness, importanceof, 105
Trade-offs, making, 117–118
Traditional OPPM:
costs andmetrics, 48
major tasks, 46–47
matrix, 44–45
reading clockwise, 99, 100
report dates, 48
risks, qualitatives, and other

metrics, 47–48
schedule, 48
sub-objectives, 49
summaryand forecast, 48
template, 44–45, 46
X-chart, 44, 45

Traditional OPPM construction
steps:

about, 49–50, 53, 54
step 1: header, 53–61
step 2: owners, 61–64
step 3: matrix, 65–66
step 4: sub-objectives, 67–70
step 5: major tasks, 71–75
step 6: aligning tasks with

sub-objectives, 77–81
step 7: report dates, 81–83
step 8: aligning tasks to report

dates, 83–87
step 9: aligning tasks and

schedule to owners, 87–90
step 10: risks, qualitatives, and

other metrics, 91–93
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step 11: costs andmetrics,
94–96

step 12: summaryand forecast,
96–100

Traditional OPPM reporting steps:
collaborating on report,

106
completing in timelymanner,

105
example: early in project,

106–110
example:midway through

project, 111–114
example: near end of project,

114–118
getting agreement from team

members, 102–103
step 1: report date, 102
step 2: major tasks’ progress,

102–103
step 3: qualitative performance in

risks, qualitatives, and other
metrics, 103–104

step 4: expenditures, 104–105
step 5: summaryand forecast,

105
Traditional projectmanagement.

See also TraditionalOPPM
construction steps;
TraditionalOPPM reporting
steps

agile projectmanagement,
differences from, 33–34, 44

agile projectmanagement,
similaritieswith, 32–33

agile projectmanagement versus,
126, 139

cost as element of, 39
elements, essential, 37–40
objectives as element of, 38

owners as element of, 39
tasks as element of, 38
timelineas element of, 38–39
visual for, 208

Training, 139, 182–183
Tufte, Edward R., 2, 9–10

U
Unofficial communication, 218
Upton, David, 175
Upward communication,

56, 57, 77
US Department of Defense, 11
Uses for OPPM, 30–31

V
Vacheron Constantinwatches, 3
Valueof OPPM for consultants:
as communication tool, 206
asmanagement device, 206
asmarketingdisplay, 206

Values relating to agile
methodology, 121

Verbal communication, 218
Vertical communication, 218
Verzuh, Eric, 72, 83, 129–130
Vision, 129
Visionary thinkers. See also

Finish-to-start thinkers;
Start-to-finish thinkers

about, 170–171, 178
assets, 171, 175, 176–177
liabilities, 171, 176, 177, 178
motivating, 171

Visual Displayof Quantitative
Information, The (Tufte), 2

Visualmovementwatches, 3
Visuals:
agile projects, 208, 209
power of, 8–10
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traditional projects, 208
understandingof, 18

W
WBS (work breakdown structure),

72
Websites on agile projects, 119–120
Wheatley,Margaret J., 8
WiseWords andQuotes

(McClellan), 39

Wording, 59, 76
Work breakdown structure (WBS),

72
Wristwatch asmetaphor for project

management, 3–5
Written communication,

218

X
X-chart, 44, 45
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