Transcription - Maintaining Long Term Project Momentum
Welcome back. I'm Kim Baillie, she's Fulyana Orsborn and this is Inside Exec.
Today, we're going to talk about an interesting topic, it's hard to get your head
around and put in to some sort of order - it's about managing enthusiasm for a
project and project roles before roles in that project are allocated. So you're in a
position of being the project leader and you have a number of roles that you
have to spread across all sorts of different areas of your organisation. Politically
you need to have coverage of all of those roles in a way that will benefit the
dynamic of the team to have all those areas represented. You've got someone
that is working with you at the moment that you have decided will not be in the
team for a range of reasons but mostly because of a lack of required skills. This
is an enthusiastic person who is seen across the organisation as someone who
probably should be on the team in terms of historical information. This person
has gone out being enthusiastic, talked to some of the other areas and offered
roles in the team.
Now you have a situation where enthusiasm for the project itseld is being spread
but the roles are not being managed, as yet, the way that you have determined
they should be. Communication is happening outside your communication plan.
So it's the management of that situation - someone who is enthusiastic obviously
promoting the project, thinking about people who would be good to have
involved in the project but is not part of the planning for the management of that
project as yet, if at all.
It is a good problem to have, in that this person is enthusiastic, this person is
generating enthusiasm which is good. I think, sooner rather than later, you need
to share the timeline of the project, not for the project itself but to let people
know that resources are going to be decided and allocated (people, equipment,
whatever). In relation to people, that's going to happen at a certain time, so they
all know a decision hasn't been made. You can say things like "I'm delighted that
we've been hearing lots of enthusiasm and people want to put their hand up. We
want anybody who is interested to absolutely let us know". You need to tell them
how to let you know, what the criteria is, experience, expertise that will be taken
in to account, specialised skills and all of that.
This way you guide them into the process rather than somebody else generating
it. The representation of all the different areas has to be taken into account.
Once again it's a situation that comes down to communication. As the leader of
that project you really need to have that communication plan in place and be

very clear about how and when you are going to release information about
anything that is happening with the project. A communication plan for a project is
probably the place that I would start befor I even look at the resourcing of the
project. It's the communication that will form the basis of how clear it is and give
you transparency about what is being done, how it is being done, who is doing it,
when results might be expected, what the progress is - all of those things. If
you've got that clear in your head and you can get it down into some more formal
communication plan, then it makes it easy for everyone to understand. A
communication plan means that everyone knows where to go to get the correct,
factual information about your project.
It's good also because what you're doing is saying that sometimes it's the
pre-project enthusiasm, during project and times when things you weren't
expecting to happen like new tasks - opportunities for a better fit. The other thing
is that when there is a new, glamorous, exciting project everybody wants to be
associated with but not everybody has the time. They might put their hand up but
in reality they have no availability.
It is a balancing act. There are positions, like the volunteer example, that are
super important and satisfying but they are not part of the building of the project.
It is part of it and part of the management when it's launched. What about post
project? A whole lot of information but the glamorous part of the project is done.
Somebody might like to know what we learned etc, so this is another part of
managing resources for the project that doesn't happen at the start or building of
the project. We could probably use everyone who wants to be involved but the
management is about how to use them.
It's also about that transparency of information. So if you are at the beginning of
the project and you have someone who is enthusiastic and they've gone off and
asked people to be involved, you have the communication plan in place so that
people know that at this point in time they're negotiating about the roles. Then if
someone outside of that existing management comes to them and says they
should do a role, they know it is not an official invitation.
And so you might have something like a site you go to to get the latest updates,
where we are at, what I missed last time and where we are now - that's the place
you go to, the rest is just speculation.
I hope that's helped you in thinking about managing enthusiasm because as
Fulyana said, it is a good thing. You don't want to kill the enthusiasm but you do
need to manage how that enthusiasm is directed.
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